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INTRODUCTION

This Report reflects a study of the organization of the%g%geau of
fndian Affairs Central Office Education activity, It haé‘ﬁeen
released previously in an abreviated form but never before in an
unabridged form. While the study is dated, it is an important
aspect of BIA Education and is offered as a part Bf the record to

those vresearchers and investigators delving into Indian Educi?}on

and Federal Programs in Education.
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United states Departinent of the Intertor :

BUREAU OF INDIAN AFFAIRS
- WASTIINGTON, D.C. 20242 -

. James Hawkins
Director )
Office of Fducdtion Proprams
Burean of Indian Affairs
washington, D, C. 20242

Dear Mr. Hawkins:

in accordance with the instructions in your letter of
April 6, the Task Force has conducted a study to determine the
functions and organization appropriate to the Office of €ducation
Programs, Qur report to you is submitted with this letter.

On btehalf of all members 6f the Task Force, may 1 ewpress
appreziation for the apportuaity of participating in this chal~
Jenging effort. It was an enjoyable experience, botly in the
opporiunity it offered to contribute and in the thoughtful and
ceurteous cooperation we received {rom your staff and other
BIA personnel with whom we talked.

Sincerely,

) %D —m&ﬂﬁk @'O Vi \,Q .ci'_-/’!

L. Madison Coombs -
Chairman
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INTRODUCT ION ™

This document is a report of the Task Force established April 6, 1971,
to study the functions apd oOrganization of the Office of Education Programs,

in the .B‘fltl'eéu of Indian Affairs (BIA).

Jn the cogrse_of the Stu&y,‘the group talked with almost a hundred
—indiv.iduals, vho are e&fﬁex Airectly involved in or intensely interested

in Tndian edvcation. All were generous of their tnué, friendly, end forth-
right .in sharing tneir experience and poinis of view. The Task Forca

" appreciates their capable cooperation.

The report is- przsented in six major sections. For a quicK review,
an Executive Summary, bound separately,‘qbvers the highlights of the study.
Chapters I, 11, and TII provide brief explanations of the reasons for the

Study and its scope and methodoldgy. Chapter IV comments on the study

group findings, and Chapter v presents Task Force conclusions and offers

-
»

specific. recommendations.

el- .
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I BACKGROUND

Over thg‘gast several years, there ‘has been an accelerating develop-
ment Bf‘national educational prograﬁs and an intensificatiOn of Fedcral’
interest in Inéjan matters. These new emphasezlﬁavé genFrated a need for
corrcsﬁ@nding advances in the Qevelbément and administration’ of programs-
Supporting themn. iike mosg Bureau of Indian Affairs elements,:the Office
of‘édﬁcétion.Programs was affected; &here tave been séveral efforts to
work out effective solutions. In part, these have been somewhat_hampered

by changes in BXA positions, and by an inability to provide simultanecously

the time and talent to complete the effort.

When Mr. James E. Hawkins was appointed Director of Education frograms,
he perceivéd organizational and functional classification and updating as
a priority réquirement. To meet the need promptly, he established an ad
hoc task force of experienced personnél, representing both Central Office
and field experience, to consider the problem. Appendix A details the

composition of the Task Force and the Director's instructions to the group

ané to his staff regarding the project.




ITI SCOPE
~

The Task Force was charged by the Director of Education Programs to
review functions and.organization of the Central Office of Education Pro-
grams, to Study ics.objectives and responsibilities, and to“make recommen-
dations for an erganizational structure which would best meet its pgoals.
(See Appendix A4)

The Dir;ctOr,.inEhiS'uEeting with members of the Task Foree, ecutlined
certain other parameters ‘for ‘the study:

e Although .the .roles of others in the field of Indian
education should be noted by the Task Force, the
Director .requested recommendations as te the functions '
and organization-for the Central Office only.

e Location of Central Office of Education Programs fupc-
tions iz un important element in the €ffecriveness of
operation. .The Task Force was asked to submit judgments
8s (o vhich functions should be performed in the Washing-
ton element and which might be more appropriately performed
in a field-based Central Cffice element or elements. The
Task Force was not askéd to try Lo deal with the specific
geographic .location of field-based elements.

The Director outlinad some specific matters for s{uay which he be-
lieved to be particular problém areas. The Th;h Force believes that ite
conclusions and recommendations bear on mosl of these points. JIn addition,
the Task Yorce has reached somz conclusions, which, althéugh not dirvectly. .
within the gutdelines.of.the stﬁay, the Task Force feels are of compeliing
importance and makes pertlnent recommendations accordingly. These deal
with the status of the Director of Education Programs, the frade structure
of the educational leadership, the organizational location of Program

Planning and Analysis, and the relationship of Adult Educztion and Adult

. - —— »

Vocatienal Training to the Office of, Education Programs.

: Q . . 3.
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I1X1 APPROACH

Recognizing a pressing need for an intensive review of the exist-
ing organization of the Central OFffice of Educalion Programs, the Pir~
ector responded by requesting the help of his entire staff. He estab-
lished a Task Force to study the existing structure and to make recom-
mendet ions for a more efficient and effective vperarion, °

The Task Force worked with?n a-three~phase plan of actjon which
allowed one weck each for p'lanning, data collection, and analysis and
repori writing.

Proceeding with its charge, the Task Force explored in depth for
the Central Office the following: B

e Organization roles and how these roles were interrelatred

o Organizational structure and the Feasibility of locating
" it in and outside of Washington

¢ Functions which are not in the educational atea but have
meaningful relationshps with Education Programs

The Data Collection Phasc included two approaches:

o Group review of relevant documentation such as statemenls
of goalks and objectives, organizational funciions, etc.

® Group-conducted percopal interviews {(on a one-to-one
bagis) with key officlals in and out of BIA and with
wembers of the Educatienal staff, both inp Washingten and
in the field.
The Task Force report presents recommendations representing the

views and concerns expressed by every level of operation within the

boupds of the Central Office. .

12
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Al though the views regaréing problems display something of a
pattern, the suggestions as to remedial action understandably ref]ect
a broader diversity which stems both from thoughtful conviction and .

" from the Vari;;g positions and experiences of individuals.

The Taslk Force coqsidered 2ll these elements, butr the conclusions
and recommendations were in no sense deVelopeé on a "balloting"” basis.
Rather, they weré a product of the documentary research, the interviews,
discussion, and the substantial and varied experience of the Task Fource
members, tempered and reinforced by group discussion, revies, testing
for logic, and reexamination. ,

Thréughout the process, the Task Fbrcé goal was a solution which
recognized that the total Eéucation Program must be respogsive to
Indian people at the local level and must allow for selé-determination

without termination. These are major concerns of the Director of

Education Programs.




"significant of these interrelated factors.should be included in this

IV FINDINGS

«The data-gathering phase disciosed Substantially varied points of
view as to the quality of Education Program activitie§.and the ways and
means of their improvement. Althovgh Task Foroce efforts ﬁere directed
tcward goals, functions, and orgéaizationalcnatters, it was impossible

to exclude numerous other factors which hadwﬁaqfing degrees of in-

fluence on the success of educatiomal programs. Mamifestly, the more
T

sumnary ofhfindings. The -eight principal categories are:
¢ Goals and Objectives .
¢ Priority Definition

¢ QOutside Influences

e Distribution of Functiong
o Administration

® HMethod of‘0§eration

¢ Communications

¢ Attitudes

Each factor has its unique effect. Some are amenable to an organi-
zational approach. The following conments represent the significant
points that stand out in a review of interview responses, coupled with

direct experiences and perceptions of Task Force members.

14
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Goals and Objectives
A review of ;csponses to questions dealing with goals and objec-
_tives reveals a lack of knowledge of goals, and marked differences in
opiﬁion concerning education goals and how they can be reached. Many
comments %ere student-centered and wide-ranging. A respondent defined
the gdal as one "'to %rovide an oppertunity for Indian students to ob-
tain an education to do what th?y-want to do.” Another saw it ;s de~
signed '‘to promote students' confideuce iq themselves." Others cited
the need for improvement in research and for measures to determine pro-
gram effectiveness. The variety of responses suggested éhe need for a
clearer enunciation ©f the qrganization's mission or primary éim.
Appendix B contains the official statements on BIA educatioun
objectives. Some portions of these statementé of policy have not

been revised for seventeen Years.

Priority Definition ) .

The findings reveal that during the pa%i five years thexe has been
increasing Natiomal athntiou to the needs of Indian children. The re-
sult has been a grouiﬁg focus on lndian education -~ much of it critical
One result appears to havelbeen a number of changes of leadership and
a resulting lack of continuity in the Bureau's educational efforts. 1Ir

is felt that this contributed to thé virtual unanimity of opinien that

the organization as constituted has not been effective.

Qutside Tnfluences

An important factor in ovganizing for Iniian education is the need

for a capability to deal with relevant outside influences. "OGtside"
15
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here refers to outside of the Oifice of Education Programs of the EurEau;

of Indian Affairs. Obviouslf, the Office of Fducation Programs dees
not function in isolation, nor for that matler, does the Bureau of

Indian Affairs. It is well understood that many outside ageacies and .

organizations contribute to the formulation of ludian policy.

haade ! . -
- P ML

Moreover, duriﬁg recent years, (with the Indign problem receiving
inereasing emphasis) more and more groups have "wanted a piece of the
indian action". 4n arrangement‘of some,(but.not all) of ;hese gLOuUps
by categories follows:

Within tihie BIA ~

o The Commissioner's Office
¢ Community Services :
~ Social Services

- Employment Assistance
- Roads

-

s Supporting Services
H

Line authority flows from the Commissioner's Office. The Office
of Education Programs shares wutual concerns and respomsibililies
with th; Comrmwunity Services activities -~ vocational educatioen,
adult cducation, boarding school enrollment, school tfansportation,
ete. Obviéusly, Supporting Services are important to Education
in such "hohsokeeping" fields as finance, perszonnel, procurement,
plant management, and plhut design and construction. Expervience
indicates a need for care that "support}ug" gervices do not make
program decisions regarding the use of funds and the developmen’
of persoumel. Here the Office of Education enters inte competi.-

tion with.all other Bureau activilies for a share of the apprepria-

tion dollar and persennel ceilings.

[
(=]
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¢
¢ The Indian Education Adviseory Committee
This body is only quasi-BIA in nature, being appointed énq
funded by it, but ﬁaving autonomy so far as its recommenda-
tions are concerned. . |

The hepartment of the Interior and Office of Management and

Budget - Much of the Comm%;sioner's authority jis delegated by the
Secretary of the Interior. The Office of the Secretary exercises
about as wmuch auvthority over {pdian Affairs as it chooses to and

o -

in recent years, }ﬁ has chosen to exercise a great deal. Also,

the st;uggle for the budgét dollar and personnel alloéances con-
tinues at che Departmental and OMB 1evel. It is not unusval for
OME™to enter into the ﬁakiug of progra; decisions, particularly

in the setting of priorities.

The Congress ~ The appropriation struggle reaches its zenith here

with Congress having the ultimate say in which programs will orv
will not be funded. Conpress also sets Indian policy as follows:
o By authorizing legislation

"o By resolution (for example, House Concurxent Resolution
108)

¢ DBy Congressienal hearings (for example, The Senate Sub-
committee on Indian Education)

s By confirmation of appointments
o- By General #Accounting Officc investigations

Other Federal Departments and Agencics - Whereas Jess than ten

years age the Bureau of Indian Affairs was almosi solely respou-
sible for Federal services tu Indians, there now exists a mulLi-
plicity of agencies with & "piece of the lndian action.” (Sce

Appendix ()

17
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Indian Organizations - For a good many years various “Indiaa an-

terest orgaﬁizations" have pleaded lndiau csuses, sometimes as
Iobbyisis in Congress, sometimes as publicists endeavering to in-
form the public on the Indian point of view. These organizations
have increased in recent years. A number are very influential.
(See appendix )

Tribal Organizations - The position of éribél groups in gontrol of

their own affairs has been enhanced enormously in recent years.

Non-Indiaw and Non-Federal Agencies and Orpanizations - (See

appendix far a list of organizations repreSentative of those dir-

ectly and significantly involved in Indian education.)

*

istribution of Functions

—

The funciional statement containea in the Departmental Manual was
used as a point of departure for review of functions of the Office of

Education Programs. Other functional statements, with varying degrees

*

of official acceptance, were zlso made available during the course eof
the study.

Funetional statements.relative to the existing organizational
structure are divided between two perceptions:

& Functions based on a structure devejoped for an Assistant
Commissioner for Education which dated back to 1969 and
included organizational units below the Divector's level.

¢ Functions of ‘the Pirectorship based on the 1970 realign-
ment of BIA a3 contained in the Interior Lepasctmental
Manual. This structure related the 0ifice of Educeation
Programs to 2n Associate Commissioner for KEducation and
Programs.

18
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The f{unctional statements under the Assistant Commissioner concept
were overlappingtand confusing, especially in regard to the three
Wash;;;ton-based divisions. Interviews with staff members reflected
this confusion. Some prcfessional employees felt immobilized because
of lack of understandiné éegardiug basic roles.

Several substantive units seemed to he doing many of tﬁe same tasks
under different names. A4s a prime example, each &ivision appeared to
believe that one of its basie £unctions pertained to training teachers.
hence, diff?rené organizational umils were designing independent teacher
training programs, and each wa; doing this in behalf of the same field
teacher?. This was further confused because there was little, if auny,
contact with Area Offices having immediate supervision over the teachers.

Under the existing orpanizational arrangement, some funclions of the
‘Office of Education Programs are geographically located in the field.

The Task Force did not find a published rationale for this arrangement;

yet-, many interviews indicated that certain functions of the Office

should be field-located, closer to the action.

AMpinistration

The bottlenecks that scemed to create the mosL immediaie problems
were delays related © the Associate Commissioner'quffice. This was
principally because his was the only office with authority to approve
the travel of washingtOQ Office sraff. In adhirion, the Ascociote
Commissioner's Office (or a higher one) is requived to sign all ecorres-
pendence of a directive nature. Beceause this office was never fully
staffed, it was difficult to determine whethexr the lack of full staff~

ing or some other shortcoming caused the delays.

1l

.
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In general, Washington and field Eeople believe that the Office -
of Education Programs has its proportionate share of talent. The tura-
over in top leadership and the present organization contributed to the
un?er-utili:ation of this talent. Moreover, theve are a large number
of unfilled positions created by an unusual amount of turnovér in staff
and by replacement problems under the personnel {reeze.

Much of the energy of the current staff appears to be dissipatec

in shopping for new jobs lthcr in the field or outside the BIA.

Methods of bneratiOH

Alwost unanimously, those interviewed pleeded for strong leadership
and coordination for the Office of Education Programs. Most of these
reactions were prefaced with a remark that there had been no permsnent
Divector for some time, and that opeiations have consequently proceeded
vith no centinuily of direction. Many interviewees expressed confidence
in fhe new Director and indicated support for, and approval of, the
positive steps alveady taken by him to provide strong leadersh™p.

The most common complaint regarding methoa';£ operation pertained
to the competition among off: e divisions. Instead of cooperatioen and
teanmork, the Task Force was told that division heads and othex e@gcﬁF

Aara s
tion persomnel were working toward build@ng empires and strongholds
for individval interest groups. Already vague, as a result of a ques-

tionable organization structure, lines of respomsibility virtually dis-

appeared, resulting in overlaps throughout all divisions.

Cemmunications

Varying degrees of problems in commuicatiens were noted, parti-




cularly in ateas involving wanagement information flow, internal coaw
mhnicaFidng, external commumications and exchanpe of innovations,
Alth;ugh there is some atbempt to mzintain a central file within
the Division of Instructional Services, this function does not
acliieve complete maintenance of the correspondence and gthev files.
Noted as most critical is the absence 95 reading files for meintaining
contact within the Office. Lack of central data collection i3 also
significaunt, as is the absence 6f a flow of masnagement and operating

information from aud to schools,

-

Internal Communications - Pointed up as a most significant problem

is the lack of control, input, and Jissemination of information
among phe divisions and offices within the Office of Educatien
Programs. This has caused a lack of cohesiveness and coordination
of effort.

- Many feel there is need for staff meetings at various levels
within the 0ffice of Education Programs for sharing, coordinaiing,
and disseminating .

Better off{ice wmanapgement is sorely neede¢d. Required is a
more efficient handling of mail and telephone calls to assuve that
professionals, rather than Beﬁretaries, cﬁgaée in decision-making.
There must he greater care in the assignment of action on con-
trolled corvespordence.

Also noted was thc ncgh for the Centrat O0ffice o becoune
better acquainted with, and more knowledgeabie abe.c, its own
fuu;tions, especially those not loceted in Washinglo, D.:I, There

appeared {o be virtually na prograwm for iatra-office communications

within the Office.

ERIC

Aruitoxt provided by Eic:




Another aspect of internal communicatiou prolilems involved mis-

trust. One comment was "stop playing games -- be honest.™

External Comnunications - Although an in-house document published

by the Division of Instructional Services has attempted to serve
as an information-sharing and communicacion document for Education,
the concensus was that this has bgen quite inadequate.

Equally apparent is a lack of comﬁunicacions with oflicas out-
side Education. Oge person commented that Education worked in a
vacuum-. Contacts with ouéside agencies have been limited to indi~

vidual initiative and ecffort, rather than a cocrdinated Educaticn

Programs effort.

Exchange of Innovations -~ For various reasons, the lack of cohesive-

ness within Education has limited the sharing of programs, particuw
i . , '
. larly those ©f an jnnovative type, and has not allowed for uniiy of

_effort.

Attitudes ,

Probably the most common theme in every interview was the low level
€0 which morale had fallen. This was evident in such comments as "lack
of trust", "paranoia', 'rumor and suspicion", "lack of understanding.
People Fomplained about the lack of support accorded Educatiou by top
managenent, which allowed the control and leadership of Educatiea to
dissipate by:

e Not appointing a permanent Educatien incumbent

e Dovngrading it from Associate Commissioner status

e letting other segments of the Bureau assume control
X Lo 22
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The persisteni rivalry and nonexistent conmunicat tons were chetcactec-
ized as flaws leaiing te lack of confidence and apathy in the organizatien.
Ir was felt by many field personnel that Central Office contacis had be-
Icome either vndependable or pejorative. This situvarion crealed much ill
feeling. .

Personnel leici;s with respect to promotion, transfer, and hire uere
also identifie§ as sources of deterioration of morale:

"People are not treated humanely".

"Outsiders lacking knowledge calling the shots"
"Indians hired regavdless of competence"
"Accomplishments not acknowledged"

"Favoritism among the staff"

The one encouraging n?te was sounded by many people who-appreciated
being asked theic opinions by the Director and therewith expressed a faith
thatr this and other signs of his leadership and relative permanence was
cawoe for hope. There is inherent danger in this, of course, in that ex~-
pectations may wot be sufficiently realized.

The attitudes of Indian and non-Indlan respondents did not Signifi-

cantly differ from eech ether.

~. 93
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V CONCLUSIONS AND RECOMMENDATIONS

The Task Force conclusiops and recommendations are presented in terms

of fivc major elements:

o Coals and Objectives

¢ Roles and Responsibilities

o Functions

o Organization

. Suggestions for Implementation
In those caces whc}e there appeared to be sevcral desirable alternalives,

the report includes these, with comments as to the pertinent pros and cons.

Goals and Objectives

ERIC

Appendix B contains an extract of that portion of the Manual of

the Department of Interior which deals with the Office of Education and

Programs.
The overall function, as stated ln Section 130.1.1, is‘sound:

"rhe Bureau, in cooperation with Indian and Alaska Native
people, seeks for them adequate educational opportunitics
in public education systems, assists them in Lie creation
and management of educational systems for tieir own bencfit,
or provides {rom Federal resources the cducztional sysiems
nceded. " ’

B [t T A
— .

The current guidelines supférting overall £ndinn educalion objectives,
also included in the Appendix, are not up~-to-date. To make the function
operational,- these guidelines should be updated to define more accuralely
vhat constitutes “adequatﬁ" cducation in any system scrving Indian students
in Lhe 1970's, Opcrationol provision should be made for grealer emphasis

. ~l6- : '
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in belping Indians 2nd Native Ataskans develop and mandfie an  cducat (onal
system. ’

Most iwmportant, this statement and standards or criterias for making
it operational should be discussed at stafi meeiings, in publications,

and ia-ﬁther exchanges, so that Education employees ot all locations and

- levels can understand and apply concerted effort toward accomplishment.

. Roles and Responsibilities

The levels are descrited beginning a2t the lowest level, so that their

relat ionships may be seen in proper perspective. .

b §£ﬁ£21§ - The school is thé operating wmit. At this level the philo-
sophy of education is implemented. The school is responsible for the
curricula and for the maintenance of standavds. Also the school pro-
vides professional leadership, and promotes .a high level of morale
both within the staff and among the students. uThe education staff
meintains scﬂool records, school reports and‘correspondencé. and
makes recommendations for the imptovement of the educas ion program.
Agency - The A8ency prepares a yearly plan of educationol activilies
in 1ight of resaervation needs and in conformity with Bureaun pregroms,
policics, and standsrds. wWhen approved bV the Agency Supesinteondent,

etho plan becomes the reservation’s cducation program.

. fﬁgﬁ - In collab&ration with Agencies, the Ares Office;

8 Yormulates and inausbirates education programs based upon

- the resources of the reservations and adapted vo the needs

of the Indian children who are enrolied in the boarding
and day schools,
¢ Evaluatrns end checks on conduct of reseivarion prosrars !o

determine whether or aot they conform to the overall objec-
tives and policies of thie Buremm.

s
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e Develops and maintains good relationships with state in!?
public. school authorities,

e Appraises the work of education personnel and recommends
modification in procedures to increase efficiency.

¢ Assists Superintendents and their staffs in the preparation
of pians and budget estimates for the effective operation
of the schools. -

Thz Arca also reviews and appraises r&commendntions which méy
concern policy or program changes suggcsécd to the Area Office by
Agency Superintendents, Boarding School Superintendents, or Rescrva-
tion Principals, and specifies those which should he referred to the

Central Office. -

The Office of Fducation Programs - This office provides leadership snd

assists in the planning, development, and evaluation of an overall
edueation program for Iadians and Alaskan Ratives.

The Burenw of Indian Affairs - The Commissioncr and Associate Cemmis-

sioner provide leadership in interpreting Departmental policy with
regard to programs for Indians pnd Alaskan llatives.

The Departmeal of the Interior - The Department has Lhe responsibility

for the management, conservation, and development of natural resources.
It has as an objective the orderly incorporation of Indien groups and
individuals into our national life by creating condiLions which will

advance their social and economic adjustment.

—

Activitier by Level - To support the philosophies discussud n the parae

graphe above, Lhe Task Force developed a chart vhich sumuarizes and com-
parcs by level the major management activities 2¢ they relate to the over-
} . X ] .

all conduct of the Indian Education Program., The chart is pre:ented on

the following page (Figure 1).
' 26
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Figure 1|

RELATIONS 11¥S AND LEVELS OF ACTLIVITMES

—— et kg i

Levell Depart- BIA Central Off.| (Inter)
- ment |Commissioner | of Education| Area [agency | School
Activity

Direction V/ V/

ﬁllocatio; V/ V/

4

NN
“
N

Coordination

Review and ’
Evaluation V/ V/

>

~
N
~
N

Technical

Assistance ?fy/
(Consulting)

Prograr -
bosign v/ v

Operation v
Planning v VA / v v
Budgeting ’ v v/ ¥y v V4 v
oot 72 2 RV BV BV B
- Reporting / v v / e -

& Recording

\
N

Contracting V/ V/

* Squares denote primary level for an activity,
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Distribution of Functigﬂi

-

Ei%¥£ major functions in the Indian cducation field were idemtified
and defincd as follous:

General Management - This majler function consists of those activities

which have as their'purpose the general regulatioms, directions, execu-
tion, and control of the affairs of the Office of Education'.

Prograﬁs of BIA. This includes the execution activities of the
Dircctor, which 2re concerned with discharging the duties assigned

to him,.and involve activitics such as direction, allocation, coordi-
nation, revie# and cvaluation, project design, planuing,'budgeting,
decisions, determination of staff standards, and school contracting.

. Internal Seyvices ~ This major function is concerned with services

provided to General Hanagement and to the operational wenits within
thé educational activities of the Buréau of Indian Affairs. The ser-
vices are supportinf ones and include, but may not be limited to,
such activities as:

¢ Planniny - Coordination of the educational program plaming
" activities of the Burcau,

o Financial Services - Coordination of EducatiSHT; budget and *
fund @llocation activities, based on established priorities.

e Records and Reports - Providing an orderly arrangement of
data, and procedures for collecting and organizing deta per-
tineni to vavr-ous educational interests such as pupils, staff,
facflities, and £finance. .

o Office Manarcnent - Dealing with activities concerned with Lhe
genceral administrative functions of the Central ¢ffice of Ldu-
cation Prograns; ¢.g., personnel management, property manage-
ment, records management, ete.

Rescarch, Evaluation and Program Review - This major functional cate-
pory consists of activities entailing the conduct of, or vausing to

1
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be conductcd,'hasic 1esearch and evaluation studies or program re-

vicws, the results of which provide information for immediate or

long-rhnge applications in the field of Indian education. Xflorts

include:

e Identification of needsl determination of purposes, and
decisions regavding the mcans by which desired outcomes
can be oblained.

¢ Inquiries and searches to find beteer procedures for accom-
plishing new objectives that appear desirable.

o Asscssments and objective measurements of achicvements or
products which have implications for standards for school
operation, staffing, trafning or retraining needs and other
aspects of educational programs serving Indian students.

¢ Monitoring contract rescarch.

¢ Serving as the Office of Education Programs' focal poiat
for research. .

¢ Preparing and maintaining the Bureau's Educat fon Research
Plan.

-

Comnunication Services - This major function assists the Director of

Education Programs in communicating Lo all Bureau education persennel,
"

school board members, and other persons dircctly responsible for Indian
education programs, the Dircctor's oblectives, plans, and guidclines.
The scrvices facilitate a two-way flow of communication so that rhe
Bircctor of Education Programs will have the benefit ofﬂthe wishes,
idcas, opinions, and experience of Lhe Indian cona‘ . Burcau

. personneé}, and non-Burcau sources concerned with Indianm educgtjon_
To this end the function involves Lhe developmenl of publicat ions,

newsletters, and other means of ensuring a free flow of information

which will result in consion understan&ings and shared goali;

legislative Ligison - This majocr funclion provide. coordination of the
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Indian educational program with concerned goveranmental agencies,

Indian interest groups: and others. It inecludes interactions witk
”

Legislative and Tribal Relations Offices (such as suggesting and i
reviewing legislation) to stimulate and coordinate Bureau participa~
. tion in all opportunities for improved Indian education. It also o

serves as focal point for controlled correspondence and other sensi-

tive coniacts.

"

Contracts and Grants - This major function includes the primary re-

sponsibility for the distribtution of flow-through money for grants

to Indian studénts attending colleges and universities, and for -funds
' allocated to school districts and trtb%l groups for the operation of

pre-school, elementary, and secondary ecducation progr;ms. These

funds are distributed to Area Offices aqd Agencies which tn turn

-

make "the grants to individual students and negotiate the contracts

1]
with states; Trtbél corporations, or school districts.

This function provides leadership and technical assistance to
contractors and Area Offices in their administration of the programs .

It provides special direction to assure that indinn people have every

opportunity to administer these programs directly vheén such responsi-

bility is desired,

Consuyltative Services ~ This major function of providing technical

assistance to operating levels, conducted primarily by personal con-
tact, is concerned with the continuous diffusion of methods, proce-
duFes, and practices essential to designing innovatrions and imple-
menting tested improvements in ecucation, inclu?ing school facilitien
S and teacher quality. It also provides ccchnical assistance to other

1
Central Offiéc functions, including the "Title" proprams.




School Operation Coordinalion - This major function cgordinates the

programs and cnrollment policies of those schools whose student bodies
are dﬁawn partially or wheolly from outside a single Area Office jurigi
diction. (This includes the post-high school consortium and any
schools reporting directly to the Central Office.)
- *  The function provides leadership in assessing and planning fo;
nmeeting emergent needs throuph the changirg of cvrricula, the shiftfng
of enrollments, and the estiblishment or closure of school facilities.
It also maintains liaison and coordination with the programs of adult

3

Vocational Training and Adult Bducation.

It vorks within a policy of maximum delegation of authority for

actual school operations at Lhe local level end the provision of
housekeeping services through agreement with existing secvices in
proximity to each individual school.

Function-Aciivity Relationships

To summarize and compare the scope of activity in these functions,
the Tas& Torce ¢zxveloped a Table of Functions and Activities (Figure 2)
designed Lo present an iliustrative 'profile'.

Fleven activities were identified. Five of them -- direction, co~
ordination, planning, allocation, and budpget -- comprise rhe mdjor concecns
of the Office of Educaticn Programs. Activities considered baséc teo a

function ar® indicated by checks in the Table.

it should be noted Lhat project design was pot concideved basic to
any Central Office function -- rather, it remains largely sa Lhe domin
of intermediate and local-level cducational operations. School 2peralious,
a Lwelfrh activity, was not used; as seen by the fask Force no funcrion
of the Central Office related to (.
-23.
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While the check marks reflect the concept of the Task Furce regarding
relatiouships betwaen functions and activities for the Central Office, the
absence of check marks indi¢ates what should Le reserved and/or shared with

Area Offices. Activities in this category include allocation, review and

.

evaluation, project design, budret, staffing standards, reports-and records,
and school contracting. The Central Office and the Area Of{fices wmust work
together to achieve many tasks. It Ls also obvious that school operations
comprise an activity considered.the responsibility bf Areas, Agencies, and

schools.

A presentation of pros and cons relating to the Washington or field

location of the functions is centained in Appendix D.

Organization Structure

Criceria - Having identified the appropriate activities and funclions

within the 0ffice of Education Programs, the Task Force developed
r £

the criteria for arranging the functions for the purpose of admini-
strative organization. The ogrganizational criteria applied were ag

follows:

¢ Objective - The organization must be an expression of the
mission and purpose of (he O0ffice of Education Progroms,

o Tndividual Career Aspects - The organizatfion should not
only respond lo Bureau BOals, but should provide a siructure
which will promote Lhe attaimment of individual career go0als
{or all employees,

—

e Clarity and Completeness ~ It musc’ include- all functLOns as
appropriate to the office.

o Homogeneity to the Depree Possible - The detivities of Lhe
organization should be grouped according to the closeness of
their relatioaship to one another.

o Span of Control and Distance - A manager shouid nol be required
to exceed a reasonable span of control with respect to number
!

|
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of individvats. distance from thew, asd time invelved for the
supervision function, ‘'these limits vacy with the funciLions
involved. likgwise, the structure should consider both dis-

tance from the next level of supervision and from people and .
"organizac fons served,

o Coordination - The siructure should facilitaie unit of cffort
and Loordlndtxon (including communications in the broadest
- sense).

o Authovity ~ There should be a clear line of authority to every
individual in the organization. i ach should be dircctly re-
sponsible to a single suparvisor. rar

tew -

o Definition - The organization should be so siLruclured that the
content of each elewent -~ its duties, avtherity, and responsi-
bilities and its relationships with other positions should be
élearly defined in writing and published for all concérned.

s Fconoay ~ The structure should be arranged and functions dis-
persed internally and geographically so as to promotu economy
in day-to-day opcrations,

e Brlance ~ Elements of the organization should b2 in balanece in
Lterns of size and scope of responsibility,

Structural Arranaeenents - Alternative organizational arr:ngements were

idenéifiéd and related to the eriteria. During the study, the Task
Force collected and reviewed a number of individual efforts for sug-
gested changes to the Central Office organizational structuve. A
presentation of all these alternatives for consideration as a part of
this report has been rejected as not bein; regponsive to the assign-
went at hend,  Instead, the Task Force has selected as appropriate
for preocentacion four organizational alternatives, and has prescented
them as”the options listed bglow.

e Dptien one - the presenl organication.

o OpLion tvo - the structure recowmended in Propress Report
b of the Task Fovec on Realigument, dated January 5, 1971,
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¢ Option three - an organizational arrangoment by function,

o Option four - an organizational arrangemeni by location.
A discussion of these alternatives follows.

Option One -- Present Orgaunizatiou

The Findings portion df this report dwells iu detail on
matters relating to the present organization. The Task Force js
sensitive, however, to the Director of ﬁducation's prerog&gfve to
consider the present organization structure (Figure 3) as the

"basic” option. To provide a foundation for the discussion of

other alternatives, the results of an application of Task Force

criteria are summarized below:
The Task Force found no significant‘advantages in the present
organizational structure.
Span _of Control - Too wany people report tp the Director of
Education Programs. The present structwre shows 1¢ indivi-

duals competing for his Lime, not memtioning otlicrs outside
the scope of his responsibility.

Homogeneitv - Too often an organization structure is developed
by adding new activities and functions to the existing frame-
vork., Examples of Lhis are the Traiuing Unit in Brigham City,
Utah, and the Cultural Studies Section in Santa Fe, New
Mexico.

-

Clavity and Completeness - The prescnt organization dees not
clearly provide for activities relating te Tribal contracts,
Title programs, school operations, communications, budgets,
and the relatienship of the Instructional Servizes and Pupil
Persomnel Divisious.

Lines of Authority - Informal operation tends to blur the
lines of authority throughout rhe present struciure.
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Option 'Two -~ Propress Report Structure (1/5/71)

-~

In a memorandum to the Acting Director of Education Programs
dated J;uuary 5, 1971, suggested organizational arfangements
(Figure 4) were set forth as recommendations of several Central
Office staff members represented as the Task Force on Realignment.
These.recommendations have been considered and are offered as

f.u .

Option Two. A summaxry of the resul:s_of the application of eri-

teria is as follows:

'.'.P_rO )

A goal of being responsive to Indian people on the local

level was recogninzed.

"con L]

o The report recommendations on organization is based on the
prerequisite of a broad reorganization concept vhich was
never implemented.

o There was a definite lack of definition of functions.

o There were too many levels of supervision; too vertical
a structure.

Option Three

The organizational chart for Option Three (Figure 5) reveals
that the Director and Deputy function as a unit, with the general
management function placed in this office and providing gencral
direct ion, execution, and control. Reporting to this office ave the
Legislative Liaison, Internal Services, and Communications sur-
vices functions. Also reporting are the functions of Contracts

and Crants, Research, Evaluation and Progratit Review in Hashinpgton;

and Cousultative Services frea a field location.

37
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A review of the attached func:ional statements for each of the
above reveals that in their totality they provide for the requice-
ments for leadership of Indian Education.

Option Three also places Consultative Services at a field level,
thereby putting that function closer to the scene of operations and
naking it somewhat more accessible to the majority of field personnel,
This option envisions that.all Education Program staff members Lased
outside of Washington, incléding the library services, wouid report
to the field office.

Thi; organizational arrangement also provides for closer liaisen
with Adult Education and Adult Vocational Training by lodsing respon-
éibility for these in th; School Qperation Goordination function.
IMrile reduced, the span of control is still extensive. There is &
possible overlap between Consultative Ser;ices and the Research
function. The School Operation function might be consideved out of
balance in terms of the size and scope of jts operations,

The alternative is one of two presented which were developed
by the Task Yorce. It sharpens responsibility zssignments along the
lines of the wajor functions defined by the group and discessed in
an earlier section of the report, with some structured modificati;;s
to meet Task Force standavds.

This- option offers che Derector of Educalion Progvams 2 great

deal of flexibility. The designated functions are clearcut and

wutually exclusive. Thus, this option may be impiemented with 3

-
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separate organizational unit for each function as indicated, ov

the funections may be regrouped as the Director of Educarion Pro-
grams finds expedient, ‘

This OPtiOﬁ.meéis the organizatioual criteria tests, bat
group discussion disclosed some feeling thit it might be desizable
to reduce even further the span of control. Option Four was:the

result of explaorations in that direction.

Cption Four

This Ogtion,’presented in Figure 6, differs from Option Three
in the provision of two Deputies, one to be located in Washington,
L.C., and the other one in the field, with the assigmment of speci-
fic functions to these Deputies.

There is an apparent difference in the Legislative Liaison
and Communications Services reporting point. PRowevexr, in Option
Three, as well as Option Four, tlhere would probably be a relatively
direct flow between.the Director and these two functions, s0 that
lictle real difference exists in the two Options on this peoint,

A reduction in the span of control is achieved, along with
a higher Jevel of control and coordination of field operatians.
The function of Research, Evaluation and Program Réview has been
moved to the field uwnit to provide closer coordination with the
ConsuiZative Services, A éimilar plaéenkﬁt of the Reseafcﬁjaud
Evaluation function could, of course, be made w%Lhin Option Three.

Additional alternsatives open within Oprion Four which Lhe

prestige of coordination of the Deputy level makes morc Practical
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ace the inclusion of Title programs approval and Film Library and
Publications services within the field Deputy's responsibilities.

It js possible that the two-Deputy organization could experience
problens in coordination and coutrol, since tha total program is no
longer the responsibility of either one. They may not ewjoy equal
status, due L0 their unequal distance from tLhe Director, the differ-
ence in frequency of the opportunity to act fo} him, z2nd the status
and scope of functions under their control., The Task Force unani-
mously agree; that either Option Three or Four would provide an or-
ganization superior to that provided by One or Two. A majority of
the Task Force recomuends Option Four over Option Threz2 for the
Director's consideration.

In considering either Option Three or Option Four, the Direc tor of
Education Programs should be mindful of ;ny personnel] constraints in-
volved. It i3 not the intention of the Task Force to recommend an
organizational structure vhich will downgrade present positions. On
the contrary, the Task Torce feels that tLhe Deputy positioas should
be at least grade GS-16.

Turther Corments on Recommended Options « QOpLions Three and Four

have many things in common., First, the nomenclature uszed to describe
the functions performed is similar to that emploved by state apeacics
charged‘yith a corparable responsibility. This would appear to have
benefits witit respect to coordination.

Further, boih Options Three and Four more {ully meet the sug-

gested eriteria For organization than do other al)ternalives

43
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Ot her Recommendations

considered. Current objectives are also more neacly nmet. For

clarity and completeness, both Options contain all the appropriate

functions and give attention to current priorities. In both Op-
tions, activities are grouped according to the closeness of their
relationship to one another. Span of control is reduced in both
Options, with better provision for facilitating coordination and
unity.of cffort. There is a cleas line of authority, wilh & defi-
nition of the content ©f each element. Both Options are better
balanced in terms of size aﬁd scope and responsﬁbiiiLy.

In both Options, Program Planning and Analysis reports to the
Director of Education Programs, rather than directly to the Asso-
ciate Conmissioner. Further, both reconmend a field locatiom for
some funciions now in Washington, D.C., and the return to Washing-
gon, D.C., of some functions novw in the f[icld. frovision is also
made for emphasizing the contracting of scrvices to Trilal groups

and moving Title programs to a field location for comsultatior and

approval. .

During the coursc of the study, the Task lovce developed informa-

tien and perceptions which were cither outside the direct scope of, or
beyond the depth of, their charter. 1In certain cases, these items were
so significant that it seemed desirable that these conclacions amd the

recomnandm funs which they pgenerated should be placed ou the record,

‘Hiese items ave ns follows:

—-36-
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Line Authority - 1f the kEducation office of the Bureau of Indian

Affairs is to be revitalized and wmade to function effectively, its

head must have line authority flowing from. the Commissioner, and
-~
through him to thé field office.

Thegpreasons Eor this recommendation are compelling. In terms

e

of both the proportion of personnel and the proportion of budget)
at le;st half of the Burcau's resources £o.into educational actﬁ;:-
vities. In 1966, after ycars of b;iqg submerged in the Division
of Community Services, Indian education was placed under an Assis-
tant Commissibner with line authority. In view of the emerging
national interest in t@e education of Indian®d, .this move was
hailed as a real breakthrough by critics of.the Buzeau, imgide
Government as well as out.

For ¥ducational Programs again to be merged organizationally
with other programs under a staff directorship . blurs jits importance
and detracts from ibs status. We believe thau.it places in doubt
thelcommitmé;t of the Bureau Lo education and.lends support to
arguments for yemoving the educational fynction from the Burcau
of Indian Affairs. '

ihile the Task Force recognizes that the precise means of
accomplishing the objective stated above can best be decided by
the é;$missioner, it would seem that under the present organira-
tional structure the establishment of a separale Associate Commis-

sioner for Education would be logical.
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Adult Education and Adult Vocationsl Training - The Tack Force dis~

cussed the possibility of recommending that responsibility for the
Adult Education and Adult Vocational Training Programs be moved from
their present location in Community Services to Education Pro-
grams. Several advantages which would accrue from such a move were
noted in the discussion. These advantages included:

® The recognition that education is a lifelong process
and the school be involved throughout this process.

© As "community schools”™, many Federal schools include
. adult education and training as a part of their program.

-

o A shift in responsibility would make possible a cioscr -
coordination of thé counseling which' takes place with
-+ parents and childven.
Nowever, the discussion also revealed that Employme:nt Assistance works
wilh aéulLs on several programs, and that Adult Education and Adult
Vocational Trajning fit into this overall assistauce progéam. Also,
there has been considerable success in funding these programs, due
in some measure Lo their visibility under the present structure.
The Task Force recommends that the preseat organizational

arrangement for Adult Education and Adult Vocational Training be
cont inucd at thig time, wich a closer liaison between. these and
othcr cducation programs at all levels, starting with the Washing-
ton office. In the Office of Education Pfograms this liaison re-

—

sponsibility should be a pq}t of the School Operations function.

T
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Title Proprams ~ The administrative responsibilily for Title pro-

grams should'bc assigned to the Washington office, with the .alloca-
tion function placed within Intermal Services. The Area or inter-
mcdiatc lbvcks should look to the Central Office for assistance
whi.ch cannot be obtained locally,

Publications ~ There is confusion regarding the responsibility for
developwent, reproduction, and disseminétion of publications and
other communications and i;structional media., This responsibility
should be given special  attemtion because of its importaucé,
particularly as a means of reaching the general public and as:a
tool for the instructional program. For the same reason,  the

Dircctor's office should be direéfly involved in the initial stages

of development of publications and educational material.

Bugpet Process fevision — If local involvement is to be made wean-

ingful and cifcctive, some attention must be paid to the budget
process which is now excessively cumbersome and time-consuming,
parLicularly in relation to Title prograwm funding. JL is.first
nccc;sary to climinate the multiplicity of formats, submission
procedures and dates. This can be done by utilizieg central and
intermediate administrative units under Education contyol to
handle the mechanics and to assure local input. (Local people
are nou being buried in a myriad of fowms, awd there is a Lemp-
talion for the process to meet the letrer of the law but not its
spirit. This has led to tokenism in involvcm&nt.)l

‘the local school-cormaunity process should employ Lechnical
con.ultants for ancistance jin identifying needs, rlasning programs,
47
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and setting prioriﬂies. The products of these steps can be in-
cluded in a ;imple format, with uo need (at this stage) for priciug
tiie program or foi identifying the various funding sources. ‘There
must be cvidence of local community involvement and support of.the
proposed program. (Parent in€givement must come at this level.)

Under the recommnended system, a proposed program would:be -
submitted to the adminisl:r-at:ive budget unit at the  intermediate
level where it would be priced out, determinations made on.the
most appropriate funding sources, and acceptable propesals developed.
This budget'package would then be presented for approval orire-
vision to the local unit (Foard - Administration), as Lhe levél
of representotive and-elccted local involvement.

The completed and approved budget package then is subnidtied
to the Central Office-Education Budget ;eview unit whose responsi-
bilities include final budget review and assistance in training the
intermediate education budget review units.

The assurance of local participation and involvement
;ompléééJtﬁ. Indian involvement at higher levels, keeps the involve-
went meaningful, and properly identifies lay, adminigifative, anxl
technical roles. -

The suggested procedure yould alse climinare countless fruit-

less man-hours spent in developing, understanding, and responding

to complicated processes.
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CLOSING STATEMENT

One promising obscrvation ma&c informally and formally by the Task
Force pertained to a willingness, a rcadiness On-thc part of most Central
Office personnel to put their shoulders to the wheel and work together
to develop and achieve common goals. The readiness itcelf is important
to any change, but in this instance was particularly significant because
it was enhanced by a co.rrcsponding acceptance of current policies of the
Burecau of Indian Affairs. That is, the cmployees of.the 0ffice of Educa~
tion Programs voiced an eagerness to ﬁmpicmént the goals of Indian it~
tiative and involvement in all aspects of their work. This spirit points
up potentijal sourc;s of strength for the application of study recommendo~

tions.

In closing, it js suggested that the ingredient necessary to utilize
the observed willingness, or readiness, is to be found in the thought be-~
hind the Task Force. It was recognized by many that our deliberations
and the involvement of all employees reflected a calaber of leadership
needed ~~ leadership which demonstrated and generated in others a subitle
but pervasive concera for the Indian child, and which provides the ounder-

lying sense of optimism that usually assures success.

4
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SUBJECT: Task Force on Functions and Organtzation of BIA Washington Office of

FROM : Director of Education Programs

.
OFTIEWAL #0000 k- 12 . ) R M }'
MAT 1S S TULI0N !
CoaafMn ol Con) M8

U.\'IIE.D STATLES GOV ER\'\‘IBNT . .
]V emorandum -

: All Employees of the Office of. : DATE: April 7, 1971
. Education Programs | . ; . .

3

Lt

Education Programs

A Task Yorce has been appointed‘to: y
Study objectives and responsibilities of the Central Office of ) “
Education Programs and make recommendations for the best organis-

zational structure for effective operation. .

Task force members are: .

Mr. L. Madison Coombs, Chairman .
Dr. William J. Renham, Navajo Area Office :

Mr. Warren I. Tiffany, Juneau Area Office

Miss Betty Goss, Muskogee Area Office ° ' .
Mr. Pete Schmidt, Aberdeen Area Office .

Mr. Charles Burnett, Central Office *

Mr. Jerry Waddell, Central Office . -’
Dr. Thomas R. Hopkins, Central Office - -

[ T R S

In keeping with my concern for staff involvement in the development of
basic guidelines for the Office of Education Programs, I have charged
this group to make contact with each of you. You are encouraged to

oree work vith the Task Force and to be as open, objective, and thovough as . -
possible in developing your response to them. This is your opportunity -
to help and to make your thoughts on the organizational structure of the
Central Office known. The Task Force will function from April 12.to
May 1, when its final report and recommendations are due. 1 will
~ appreciate your contribution and cooperation,
(X'\‘\_L(;,/( - dramny P T A R L, -1MM
d mes E. Hawking .
'“‘\-.... o
' »
o L Ll a42e ' ’ o
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. UNITED STATES Education--530

DEPARTMENT OF THLE INTERIOR
BUREAU OF INDIAN AFFAIRS
WASHINGTON. D.C, 20242

APR 6 1971

Miss Betly Goss

Bureau of Indian Affairs
Muskogee Avea Office
Federal Building
Muskogee, Oicla. 74401

Dear Miss Goss:

bdince retuwining to the Bureau I have been deeply concerned by €he
inability of the Central Office of Education to effectively
respoad to the demands placed upon it. 1t seems clear that at
leasy part of the difficulty is organizational. 1 intend to move
rapidly to corvect this organizational lack. In order to obtain
a broad review of the problem I am estaolishing a Tack Force on
the Functions and Organization of the Central Office of Education.
1 %nvite you to serve as a member of the Task Force.

The Task Fg}ce is to be composed of individuals who represent
various levels of operation of the Bureau as well as long-time
employees and those who have been with the Bureau only a brief
period of time.

Please review the supporting documents which present the policies
that have been established by the President, the Department, and the
Commissioner vegarding Indian Affair$ in general and Education ia
particular. These policies should give special direction to the
activities of the Task Force. 7JTn addition, a draftr of proposed
redelegation of authorities is included. -

I hope that the Task Foree will finish its activities and submit &
report complete with reconmendations by May 1, 1971, The first
meeting is to be in Washington on Monday, April 12 at 9 a, m. in
room 220 of the Buresu of Indjan Affairs Building, 1251 Constictution
Avenue, N, W., Washington, D. C. Please use pseudo code K>1-01/1-
1740-1134 for travel authorizations.

Since the total assignient is to be finished within a three-week
pericd, sore pre-meeting planning has been accomplished by the Central
Office staff. This is incleded with the attachments and is to be
considered as a suggestion, subject to modifacation ty the Task

Force deliberations.,

- 52
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This will be a hard-workiug group and I am happy that yopu have
accepted the challenge. °I'look.forward to meeting twith -you on
Monday, April 12.

LY
Sincerely yonrs,

) -
c-:"\ By ol
B a_m'ﬁ-'a——?-__ & e T 'L.\#'SQ hat.

Hawkins
of Education Programs

Enclosures .
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APPENDIX B

OFFICIAL INDIAN EDUCATION

GOALS, FUNCTIONS, AND ORGARIZATION
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' . DEOPARTIERTAL MANUAL
* 1] L1l . " )
Orgsnization Part_ 130 Bureau of Indian Affairs
" Chapter 3 Education and Programs ' 130.3.2A04)

{4) to provide personal services to help students in
. Bureau schools and in schools operated by Indians and Alaska
Hatives overcome individual handicaps through special educa-
_ tion, psychoclogical consultation, child guidance and school
s social w%ﬁﬁf including diagnostic and remadlal services,

B. The 0ffice of Community SerV1ces, under the supervision
of a Divector, provades special and professional staff assist-
" ance, reiated to programs : _ ‘ <

(1] 40 assist Indian and Alaska Natlve communities teo
achieve the highest possible degree of social, political, and
- economic independence and self-sufficiency, including Bureau
programa for adult edu:ation and extension services,

(2) t» provide and improve housing for Indian and Alas-
ka Native people: and to assist and train them in the initiation
-and management of housing development and improvement programs.

(3) For providing law and order services and adminis-
tration of justice on Indian lands, including programs related
.to- law enforcement, training of- Lndlan personnel, operation ot
.tribal courts, crime preventionm, probatzon and parole, juveniles

-, and regu1at10n of trading, hunting and fishing. .

T (8} for provision of social services. to assist Indians

. and Alaska Ratives to deal with -social problems, including pro-
-grans for providing individual counseling; firancial assistance
for necdy Indians on reservaticmns; arranging foster carve and
appropriate imstitutional care for dependen;, neglected and
handicapped Indian or Alaska Native childven; cooperation with
Jlocal or state agencies for whose programs Indians or Alaska
Natives may be eligible; and o assist tribes in the development
of tribal social service and work etperlence programs. .

. " {5) for development and improvement of tribal govein-
ment and political processes, including advice on tribal cmploy-
ment of attorneys and expert witnesses and the preparation of
tribul rolls; and forv performan:e ci required Burcau actions
related to the approval or dlsaporoval of tribal evactmenna,
liaison with the Indinn Claims Lommz: 1o, the definition of
beneficiaries of claims ada*c», and the development of judpment
fund legislation, : -

~

y

1/8/70 (Release No. 1169)
Replaces 11/21/68 (Release No. 1086)
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Organization > . _Part 130 RBureau af Indiun Affajirg

Chapter 3 Education and Programs 3N, 5,0

.1 'The Associate CommiSsioner for Education and Programs

exercises the delegated authotrity of the COMMiISSiIoner in the

line direction of Buremwwide programs for the social, ecoiomic

.and educational advancement of Indian and Alaska Native people.
Y¥ithin the immediate office of ‘the Associate Comaissionel aie
-staff personnel to assist in the supervision of school opera-

» tions and in the planning of program and budgetary matters.

.2 The Office of the Associnte Commissioner for Education and
Programs at the headquariers includes the Lfollowing oitices
which provide specialized staff assistance in the planning,

. development and evaluation of programs in the areas of educatis
programs, community services, and economic development:

A. The Office of Education Programs, under the supervisios
of a Director, provides specizl and proxessional staff assist:
ance related to programs .

(1} for the conduct of basic and applied research and
- studies, including evaluation and analysis of educational pro
grams directed toward Indian and Alaska Native students and
the compilation and analysis of statistical information con -
“cexning the cducational status of Indians and Alaska Natives.
$0-3s to provide information for wide and long-range applica -
"tions to the field of Indian and Alaska Native education and
for dissemination of such information to professional persowne
concerned with the education of Indians and Alaska Natives and
. to Indian and Alaska Native groups whe are engaged in their
. own education programs.
, (2} for the development of professional educational
standards and_specifications for the operation of Bureau school
and for 1h€f§uidancc of Indlans and Alaska Natives in their
own operation oi schools, including educational specificatient
for school facilities, instructional propgrams and staff
development. . : . M

« {3) for the identification of curricula needs, the

development and acquisition of new or~vevised curricula materia
and the integration of curricula improvements inte Fureau
school operations and for advice and assistance to Indian
and Alaska Kative people in the improvement of curricula in
schools they operate. - .

= .,

V8/7  (Release No. 1169) . ' S
Replaces J1/21/68  (Release Ho. 1686) -
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YoL VI .7 CORMUNITY SERVICES
. : _ ChaEﬁ;SLctmon
PAIT II o EDUCATION 716120

. CHAPTER 1

ADMINISTRATIVE ORGANIZATION

Section 101. General Information Relative to Progranm.

--_.01 Objectives, The basic educational chjective of the Bureau of Indian

ATairs 1s to assure adequate educational opportunities for al)
Indian children of one-fourth or more degree oi Indian blocd within

" the continental United States and Alaska. This basic objective
includes the following:

- A.' To obtain school racilities'ror eligible Indian children not
.. noi 4n school.

(1) To increase enrollment of children in nva;lab&e public and
"‘,,_ Federal oChOOloc .

“ w7 {2) To sacure construction of needed school plants through
IR applicable laws and appropriations. For example, Public
e Law 815, 8Lst, Cong, (6L Stat. 967) as amended Auvgust B,
1953 (67 stat. 522), and Navajo-Hopi ‘Rehabilitation Act,
" 8lst Cong. (64 Stat. hh) .

'5.:(3j 10 provide temporany f&C¢lit163 to meet emergency Gituat\ou

: "f'iﬁ ’ (h) To initiate other less traditional arrangements for pro-

DG 6 (953 SR Y-
-t " . " . ‘

e %L 7 viding educational .oportunities for children in isolated

w0 family units,

T Bl - To carry oul an effective program for children in Federal

oChOOlb designed to prepare Indmans Tor successful living.,.

o ;_- (1) To develop in children basic academic skills.,

.\..
(2) To give children an understanding of the social and
-econgmic world and to help them secure 1mproveu standards

= " of living.

{3) To develop understandings and practices which will assure
. optimum health.

{h) To provide vocational training which will qualify youth
. for ga&nful employment,
{5) To provide adequate %{raining for students desiring to
. enter speoial schools and iastitutions of higher learning,

. . ' e
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vOL VI i COMMUNTTY SERVICES _
PART 11 EDUCAT10N N

Section

CHAPTER 1 ADMINISTRATIVE ORGANIZATION 101.C1D,

{8) - To make available financial aid and other assistance to
qualified students seeking advanced training.

{1 To provide guides for planning and condueding local
schoo) programs based on the needs of chi}dren.

{8) To develop naterials and teaching aids,- -

{9) To provide opportuniiies for professional growth of
employees through in-service training, confereaces,
senanars, workshopa, meetings, advanced courses. .

CIDJ ‘To provide for research and surveys.

{11) To provide technical consultaiicn in guidance, health
educalion, home iiving, and other {lelds.

Co To secure for a1l Indian children the educational opportun.-
_dties provided for other citizens through our system of public
educalion. . ' -

-

{1)° To transfer the cperation of Federal schools and school
.+ plants 1o public school districis through orderldy pro--
cedura.

. (a) To secure the activa varticipation of lecal Indisns,

employeezs, and public scheol officials and patrons
in all phases of the transfer.

, {b) To propose iransfers 1o local school districts title
%o scheol lands and preperty.

(2) To assvre adeguate educational programs in public schools
enrolling Indian children.

(3) To provide financial aid Yo qualifying public schoola.

Ds To develop on the part of Indian groups, Sitate and local
echool cfflcliais recognition and acceplance of their full
responsibilities for the education of Indianms.

(1) To furrish adequate_information concerning responsi-
bilitdes and partl cnt fa s needed for determining
decisions, .

{2) To cooperats with other groups in formmulating principles
underlying responsibilities,

TS : i -50-

59




.

Yo T i COMMUNTYY SERVIGES
PART TT EOUCATION

—— i

_ ~ * Seclion

CHAPTER | ADMINISTRATTVE ORGANTZATTON 10t 02

E. .To retain the valuable elements of Indian life and to strengthen
the pride of YIpdian gzroups and the recognition by non-Indians as
- to the coniribution of the Indian heritage to the national. life..

(L) To include information regerding the various Indian cultures
C . in the school curriculum.

v (2) To.inte%pret“Indian cultural values to -non-Indian groups.

¥. 7To secure regular school attendance of all Indian children vniild
they graduate.

(1) To coopevate with parent-teacher associations and local
* organizations in securing acceptance by Indians of responss~
bility for regular attendance.

" (2) To cooperate vith officials in securing enforcement of
applicable attendance laws when other means fail.

- Lo

TG. To appralee peviodically the need for boarding schools.

S . '(1) fo accept applicants for boarding achools on ths basis
" - ~ of established criteria and admit only those for whom
~ adeguate provigion camnot otherwise be mado.

.T.(2) To closs boardiag schools which established criteria
indicate are no longer needed. .

W02 Authority, Administration of the Indian School Service is vested
in the Commisgroner of Indian Affairs, subject to the direction
of the oecretary of the Interior. (het 35 Stat. 72; 25 U.S.C. 795)

03 1jc". It shall, be the policy off the Buereaun of Indian Affsirs (o
accoumplish these cbjectives either directly or by srrangemenis with
States, public oc mission achools, Wherever adequate scheol facil-
ities are available, Tidian children shall be enrolled in the local
public achools, Where such tacilities are not available, Indian

: childrea my be cmolI ed in Feder-al Inc'i..aan schools,

i
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- ORGANIZATION AND FUNCTION GHART Bureau of Tndian Affa
oy
% ’ Washington Office
T? o. - . : .
-t - . _
Research Advisor )
s Branch of Education T—— .
) Education program ’ .
recrarch.
Jucnd .
L L L T T ‘-_91 —yn ]
! i i

Federal School
Operation Section

Develeps policies, plans, moteriols,
geldes & siamdards fee Burrau
wthedls.  Conluels progran oudliis;
provides fa-service cdusntlien, re.
areh, Jilm, library, visuval atde,
L pablicatiors rervices o Burenu
pereanacl Lo eenrsis.  Maletatos
lioipn vith Brerehes of Tersannrl
& Wedlare L Federnl & noa-Tedrral
Bgerncics L srganiastions.

Tield Technical Unie

Develops % evaluoies standards for
Federsl tchool program:; Provides
stndchoance to Fodeval gebosls 1n
e, 1ibroary X 4 iounl nids serv-
1ces; appratlses Lostvuciionals
feeding & dermitery eperallons fa
Federal senools; develipn Instsuc.
tIonak meterials; proviicd tech-
nieal ossittante in devrlepmens of
cperifientitons I3 lputruciianal
equipeent.

|

e

Non-Federal School
Operations Section

School Facilities
Assistance Section

Crvelaps polisy k& procedures &
evaluzies progroms reloted 0
acsiztanee to public schoals; pro=
vides 11aluen ulth State cduiation
personnel L4 prrocnoel 9 rrlaled
;Tograns ‘o tthas ogencirs., De-
velops paliry & plans for 4 evalu-
ster advlt eluzatlion & cehalerzhip

pregrams. y

Collaboretes vith Areos In &evelops
ing long-rangs cehool copsiruction
reeds L standards & coordinates
eduebtionnl meeds vith Burcsu oo~
ciruetion program. Providea itesb-
nical esgistanec to Jield prricaned
in proper care & uie of nev cquip-
moat L bustlaings Lk collabaratec ip
development o7 cchodl cquipeest
speeilications. y

*

2/ Turec pesiifons ab Izterscustala

2/ Tstec popitiasa at Abbuguargus

School Managenient Sect

Provides basie data for céucotio
progron planning, dudzet Justif
tion L finnnzin) programs. Bra
legislation & legislative repas
Provides clerieal, stenographic
housckeePlng assistance. Advig
profrasional ¢todf on edainisic
tive L nensgcacnt matters, b pr
vides 1lafnon vith otber adnin.
1stfasive & pansgeoent branebrs




- development, evaluatinm, and execution of programs designed to provide

. educational opportumiiring which meetc the needs of Indian children,* .

.y LTI - . . . - o I - -

KFFICE OF FDUCATION FUNCTIONS
{(published and Lnoificial)

. The Office of 'the Assistant Commissioner for Education advises °

- the Cowmissionev, Deputy Commissioners, and Area Directors on the

management of education programs within the Burcaus It dirccts the

J including Native chilidzem of‘Alaska. T@rdugh its direction, the Indian

people are encouraged itp participate in .the operation of education
. . . . ’

rogramse The Office mupervises the efforts of the Bureau promoting
P 3 p

L
.

asswmption by varioun Stmtes of the responsibility for tho education of

!
Indian and Native chilixea through public scbool systemse Within the

hd L

Office are the followimg Staffs and Divisionss ' --
7 . . e . L . -

(1) The Research and Evaluation Staff assists the Assistant

Commissioner for Kducmiimm in conducting or causing to be conducted

. basile rescavch snd evaluation studies the results of which provide infor..

mation for wide and long~ianga applications in the field of Indian

" education. It serves ap a tvordinating point at which problems and

.. either directly by the Bureazu o2 by other agencies gwd centractovs. It

development of program nppiicatiéns-

vaguely defined needs of the total edueation program are assembled,

evaluated and articulated into the nature and amount of data and infor.

mation requirede The Stalf arranges for the information to be gatheredy
. . .

also develops and opernbes a system for disseminating technical informa-

tion received from such studies and evaluvatioas Lo program units for

- N ]

* L]
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(2)" The Program Planning and Fiscal Msnagement Staff assists
.-tha Assistant, Comm:ssioner for Education in coordinating the educational

- - program planning activities$ of the Bureau and allocates’ funds based on
established prioritiecs. It develops EPB oriented cost-effectiveness
systems forx program development and operations The Staff maintaing

wéeneral statigtics required in the planning of programs and makes fiscal

surveys of current and long-range prograzms for a comparison with alters
L]

. nativa approaches. It also helpo'prepare‘thé education budget for tha

Bureau. - ; . ) ,
Fd .

{(3) The Program Development (Logislétion) Staff assists the

Assistant Commissioner for Education in reviewing proposed, pending,

w -

“and enacted legislation to stimulate and coovdinate Bureau participation
-i0 all opportunities for improved Indian education. It assists in the

' . L » - L .

> T initial development of new educition programs, the qualifications fox

which are not found in the requirements of any existing projects, and

develops the requisite administvitive and contract procedures. The
Staff reviews-proposed projects from the field and assigns each Lo tha
. proper Divisien for further substantive study. It maintains liaison

- with legislative ptafis of the Bureau, the Department, and other agencies

concerned with education and, upon assigament, works with Congressiomal

CommiiteGIStaffso

—




-

e e
- - -

-

(4) The Division of Curriculum Development and Review provides ‘

L -

+ . agsistance in the development and evaluation of programs and policies

for detérmining curricula requirements and development and implementation

" - -
-

- of curricula. The Division assists in the development of curricula

- .
- -

specifications for contract studies and-monitors the studies once they
. . . . . 4

are underwaye. With material content gained fzom such studies and that

. -

obtained from fileld testing and consultations, it develops. broad currice

ula outlines; the outlines are formed in units and combinations to permit

- - »

necessary adaptations and conformities by Arca and local stafifs depending
“on the prevailing educational conditionse The Division provides field -

demonstrations for curziculum material use and reviews its effectiveness

* after implementation. The Division includes branches of General Suppert,
. . . ‘. - .‘F .
Launguage Arts, Early Cuildhood Education, and Social SciencCese

. (5) The Division of Instructional Services provides apsistance

-

. in the development and evaluation of programs and policies for school

’
-

administration and instructional procedures in the field. I% directs

the adninistrative operation of school systems, including boarding
© facilitiess. The Division dirvects the operation of instructional systems

-

ceveloped fox the implementation of substantive educational pzograsi,

L4

S | - developa and interprets methods and standards of ipstyuction. It
also directs the operation of teaeber training and ovieatation programs.

. Tihe Division includes branches of School Administration and Instruectional
- ) [} * -

-Yetheds and Traiaing.

- . .

ERIC

Aruntoxt provided by Eric:




ERIC

Aruitoxt provided by Eric

(6) The Division of Public School Relations provides assistance

in the implementation of Tederval legislation relating to Indian and

" Alaska hative children in public sclicols-wmanagement of the Johnson-

3

0'Malley Proprame-administration of higher education programs, and in
the development and evaluation of programs, policies, and legislation to

B - {
provide the cransfer of Bureau schools inte public-school ystems. It

encourages aud assisto the establishment of Indian boards of education,

and it searches for other means to give Indian people experience and

*

autbority in tho adwministrative operation of school Systems. When the

resources are available and when theroe is a desire by tribes for svch

-,

vegpoasibility, the Division develops prograts providing for vribal

»

operation of cchool sysiems under formal agreementse.

(7) The Division of Pupil Personnel Services provides assistance

in the development and cvaluation of programs, policies, and lezislation
- g & 3 FA

::to péovide parsonal gervices to halp.studencs of Indian schools overcome
individual handicapc through special education, psycbological consulta~
tion, child guidsnce, cnd achool soc%al work. It provides coasultive
sctvices, in the related professionul fields, for students witbin and

’;without the classréom to aid them in their psychologiczl developuent, It
develops procedures and mathods for diagnostié and remedial Gervices and
takes pegiodic reviews to evaluate thair effectivenuss.and recoirnends
adaptationslof new and impr;ved techniques ;hen applicable, ‘The Division

6:..5 [
R
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L -~ "

includes branches of Special Education, Guidance and Counseling,

.Paychologicql Services, and School Social Worke. ,
. .' . ¥ . e - .'
- .(8): The Division of School Facilities, in coovdination with the
. » - -

0ffice of the Assistant Comaissioner for Engineering, provides assiste

ance in developing pbysical facility requirements for the Bureau educaticn

program. It assists in the development of long-range plans for coastruce
tion and maintenance of school buildings and develops criteria for che

managenent of school space and the procurement of school equipment. It

P -
- ¢

aloo assists in the salection of school sites. ~ @ :

- s A ammI .
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ATPERDIX C

ADDITTORAL DETAILS OW% OUTSIDE INFLUENCES -
{IN SUYPORT OF CHAPTER IV)

Qther Federal Departments and Agencies
1. Department of Health, Eéu;ation and Welfare
a. Indian Health Service
b. U. 8. Office of Educatio& o .

ESEA - Titles I, II, I11I, Bilingual, etc.
NDEA Titles

Teacher Corps

‘Head Start

Higher Education

Rureau of Research

Regional Laboratorics

O0ffice of Indian KEducation

2. Office of Economic Opportunity

a, Commmmnity Action Programs

b. Early Childhood Programs

c. VISTA
3. Department of Labor

a., Manpower Development Training {(Indian Desk)
4., Deparument of Mousing and Urban Development

a. Indian housing

' . 68 .
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Jndian Organizations.

.There are several privale Indian-interest orpanizations which

devote>some or all of their effprts to the bebierment of American

'-Indians._gmong the best knowm nues

Americans for Indian Cpportunity

Adoption Resource Exchange of
lorkh fmerica

Spouisored by the Child Welfaxe
League of Amecrica

44 Last .23cd Street

.New.York,.N. ¥. 10010

American Priends Service
Commitren, Inc. ’ y

160 North .15th Streel

Philadelphia, Pa., 19107

American Indian College
Foundation

141943 .Elinchbeth Avenue

Charlotte, ii. C. 28204

Ancrican Indian Historical
Socicty

1451 lasonic Avenue

.San Frencicco, Calif. 94117

Arrow, "Inc. .

822 Lupoat Circle Building
1346 Councctieut Ave., N. W.
Washington, D. C. 20030

Assoclated txecutive Commiktee
of I'viends on Indian Affaivs

4LOG A Avenwe

Centrzl City, Nebraska 68826

Association on American Indian
Affairs, Inec.

432 Park Avenue South

New York, N. Y. 10016

Lutheran Council in the USA

Department of Church and
Commenity Planning

130 Borth Wells Street

Chicago, Ill. 60606

Bufeiau of Catholic Indian Missions
2021 H Street, K. W.
TWashingron, D. C. 20006

Frimnds Committee on National
Legislakion

245 Second Streel, X. E.

Washdinpton, D, C. 20002

Futuzes for Children
5612 Parliston Road
Washinzton, D. C. 20016

General Cenference of Seventh Day
Adventists

Torth American Missions CommiLLiee
6840 Eastern Avemie, M. W.

Washington, b. C. 20012

Indian RighLs Asscciation
1505 Race Streel, Reom 519
Philadelphia, Pa, 19102

LDS Indian Studenz Placemenk
Program

10 South Main, Suite 331

Salt Lzke City, Utzh £4101

The Lutheran Church Missouri Syned
Departmeat of Spcial Welfare

210 Korth Eroadway

St. Louis, Wiksouri 63102




office of Mationad
Consultant

The Tu rhoran
2116 gouth Minnes

Sioux ralls,

Church
ota Avenue

57105

. gave the childven Federation

on Post Rroad

Post
Conne.

Norwalk, 06852

1Lutheran social gervices of
gouth pakota

500 H. 12th ggreet

gioux Falls, S. D. 57104

state Commission on
Affaivs

prive
Marie, Mich. 49783

Michigan
Indian
96 Collest
Sault ste.
of American

W et

nNational cong
Indi«ns
1346 ConnectiCut Ave., Ne
Room 1010
yashington, ¢ c

.

20036

1 council
Exocutive council of the
Episcopal church
gecond fvenue
Kow York, e X 10017

Nation®

Council o
st in the
christi

National
of Chr

pivision ok
Mission

K15 piverside prive

new York, He Y. 10027

U.S.Ae

a1l Indian You
-civcle
Galiforni

pation
1 carden
perkelcy,

1 Indian Ministxy

Missouri Synod

£ the Churches

an Life and

th Council

a 94705

gouthwes
Indian ALE

p. 0. BOX 1964

ganta F&,
ynited church of
pivisi
287 park AV
New youk, N

cnue
Y.

The Unit
'Christian S
Div. of Human R

tern Associ
airs, Inc.

Hew Mexico 87

on ok church It

ed Hethodist poar
ocial concerns

elagions an

agion on

501

christ

ension

10010
dof,’

Eeonomic Affairs
The United Hethodist Building .
N. E. -

nue,

100‘Harylsnd Ave
20002

Washington, oe

poard of ¥
475 Riversi
Hew York,

in
p, 0. BO®

Capitol
Denver,

8. Y.

jred Scholarshi
18285

nili S
colo.

terian church

1 Missions

de Drive

10027

p gervice

tation
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Non-Tndian and Non-Fedeval Agencies and Organizations

Ls

The followiné organinations are representative of those divectly
and significantly involved in Indian education:

National Education Association
State Depavtments of Education
Teachers’ Unions

Universities and Consortiums
NAACP - :
Foundations ) oI
Ford _ ’
- Kettering

Carnegie

Mott

Donnerx

Danforth

[=a T S LA K]

The following organizations have indicated that:they have.some
need for}volunteer (V), summer (S), or full-time (F-T) employvees.
Contact eaci: directly fer further information.

Personnel Referral Service Poard of National Missions (V,F-~T)
The United Presbytcrian Church, U, S, A,

Room 1126, 475 Riverside Drive

New York, New York 10027

(Volunteers considered for any posicions in line with.their
training and interest, Applicants should specify._that .they
wish Lo work with Indians.)

Saint Christopher's Mission (V, 8)
Bluff, Utah 84512

(A mission of the Lpiscopal Church. Welcomes vork groups.
Write for particulars.)

Americans for Indian Opportunity (V)
1820 Jofferson Place, N. Y.
Washington, b. €. 20036

(Recently orpanized, ATQ plans to sevve 22 @ natlonal clearing
house for Indian and non-Indian voluntcers to work with Indian
orpanizations and Lvibes.)

4
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The American Indian Foundation (V)
26265 West River Road
Grosse Ile, Michigan 48138

Ameriecan Friends Service Committee (V,F-T)
160 Boxrth 15th Street
Philadclphia, Pennsylvania 19102

{Address requests to Personnel Division, American Friends
Service Committee, for inflormation on work cawmps or cmployment.
Specify that you wish to work with Indians.)

Ballup Indian Community Center (V)

W. NaywclT Avenue

Gallup, New Mexicoe

{InteTested in Indian student voluntcers only and especially
thosc who are leaving high school or college and anticipate
returning to their reservations with community development in
mind. Age 16 or over.)

3y
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APPERDIX D

FUNCTLOXAL L.OGATION CONSLDERATLONS
(IN SUPPORT OF CHAPTER V)

"

Location of f{unctions

fhe factors for consideration in locating cach of the major
N LCducation Programs - functions in or outside Washingtor are
) summarized below:

. WASHTHGION, D, C. ;-  FIELD

School Operations

Close to power Closer to action,
(birector - Commissioner -
Sccyetary of Interior)

Sensitivity
e Internal Services
" (Records & Reports Elcment)
¢ Near budget activity ' Near computer, for
' and othevr elements input coutrol
Close to rest of (Albuquerque)

Internal Services

Contracts and Grants

(Option 1) (Option 2)

Closce to Conuress Closer to Area Offices
SLalus

Liaison

Consultative Services

—

would provide birector Eeonomy
witihh Jecal competence a. travel
in this functicn b, available

facilities
Closer Lo action
C% Quicker response

Inadequale accouraxialions
/ (Brighan City, Utah)
-63-
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WASHINGTON, D. C. . FIELD

Communications

Servos as arm of

Director .
Research Evaluation Hﬁﬁ Program Review ’
(Ootion 1) ’ (Option 2)
Closer to resources Closexr to action and -
. laboratory situations.
(especially Program
Review)




