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INTRODUCTION

This Report reflects a study of the organization of the;Agreau of

Indian Affairs Central Office Education activity. It hai been

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 of the record to

those researchers and investigators delving into Indian Educ;Aon

and Federal Programs in Education.

^N
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United States Department of the Interior
BUREAU OF AFFAIRS

WASHINGTON, D.C. 20212

Mr. James Hawkins
Director
Office of Eiucation Programs
Bureau of Indian Affairs
Washington, D. C. 20242

Dear Mx. 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 thelDffm:e of Education
Programs. Our report to you is submitted with this letter.

Con behalf of all members of the Task Force, Day I expres3
approziation for the opportunity of participating in this chaI-
lenginz effort. It was an'enjoyable experience,, both in the
opportunity it offered to contribute and in the thoughtful and
courteous cooperation we received from your staff and other
DIA personnel with whom we talked.

Sincerely,

iii

L. Madison Coombs.
Chairman
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INTRODUCTION-

This document is a repqrt of the Task Force established April 6, 1971,

to study the iunctions and organization of the Office of Education Programs,

. .

in the Stireau of Indian Affairs (BIA).

Uri the course.of the study, the group talked uith almost a hundred

;iiho are e4ther Airett/y involved in or intensely interested

in -Milian education. 113 Aare generous of their time, friendly, end fotth-

right du sharing eneir etperience anti points of view. The Task Force

appreciates their capable cooperation.

The report is-pm:seated in six major sections. For a quick review,

an Executive Summary, loand separately,,cOvers the highlights of the study.

Chapters 1, II, and Ili provide brief explanations of the reasons for the

study and its scope Ana nethodolOgy. Chapter IV comments on the study

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

specific, recommendations.

ri-



I BACKGROUND

Over the past several years, there has been an acoelerating develop---

ment of national educational programs and an intensification of Federal"

interest in Indian matters. These new emphasez fiave generated a need for

corresPOnding advances in the develOpment and administration.of programs-

supporting then'. Like most Bureau of Indian Affairs elements, the Office

of Education Programs was affected. There have been several. efforts to

work out gifeCtive solutions. In part, these have been somewhat hampered

by changes in BrA positions, 'and by an inability to provide simultaneously

the time and talent to complete the effort.

When Mr. James E. Hawkins was appointed Director of Education Programs,

he perceived organizational and functional classification and updating as

a priority requirement. To meet the need promptly, he established an ad

hoc task force of experienced personnel, representing both Central Office

end field experience, to consider the problem. Appendix A details the

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

and to his staff regarding the project.

Or*

.10

frA



XI SCOPE

olum

The Task Force was charged by the Director of Eaucation Programs to

review functions and.organization of the Central Office of Education Pro-

grams, to study ics.objectives and responsibilities, and to'nmake recommen-

dations for an organizational stiucture which would best meet its goals.

(See Appendix A)

The Director,.insireeting with members of the 'Usk Force, outlined

certain other parameters .fozthe study:

o Although.the:role, of others in the field of Indian
education should be noted by the Task Force, the
Director.requested recommendations as to the funotions
and organization-4ot the Central Office only.

Location of Central Office of Education Programs func-
tions is on important element im the effectiveness of
operation. .The Task Force was asked to submit judgments
as to uhich functions should be performed in the Washing-
ton element and which might be more appropriately performed
in a field-based Central Office element or elements. The
Task Force was not asked to try to deal with the specific
geographic.location of field-based elements.

The Director outlined some specific matters Eor study which he be-

lieved to be particular problem areas. The Task Force believes that itc

conclusions and recommendations bear on most of these points. 3n addition,

the Task Forte has reached some conclusions, which, althc.tugh not directly .

within dhe guidelines.of.the stikly, the Task Force feels are of compelling

importance 4nd makes pertinent recommendations accordingly. These deal

with the status of the Director of Education Programs, the grade structure

of the educational leadership, the organizational location of Program

Planning and Analysiz, an4 the relationship of Adutt Education and Adult

Vocational Training to the Office oC Education Programs.

-3-
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III APPROACH

Recognizing a pressing need for an intensive review of the exist-

ing organization of the Central Office of Education Programs, the Dir-
.

ector responded by requesting the help of his entire st.aff. He estab-

lished a Task Force to study the existing structure and to make recom-

mendations for a more efficient and effective operation.

The Task Force worked within athree-phase plan of action which

allowed one week each for Planning, data collection, and analysis and

report writing.

Proceeding with its charge, the Task Force explored in depth for

the Central Office the following:

-

Organization roles and how these roles were interrelated

o Organizational structure and the feasibilitT of locating
it in and outside of Washington

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

The Data Collection Phase included two approaches:

O Group review of relevant documentation such as statements
of goats and objectives, organizational functions, etc.

Group-conducted personal interviews (on a one-to-one
basis) with key officials in and out of WA and with
members of the Educational staff, both in Washington and
in the field.

Ihe Task Force report presents rtscommendations represent-3ns the

views and concerns expressed by every level of opetation within the

bounds of the Central Office.

12 ""



Although the views regarding problemm display something of a

pattern, the sugiestions as to remedial action understandably reflect

a broader diversity which stems both from thoughtful conviction and.

'from the variou*s positions and experienZ:es of individuals.

The Task Force considered all these elements, but the conclusions

and recommendations were in no sense developed on a "balloting" basis.

Rather, they were a product of the documentary research, the interviews,

discussion, and the substantial and varied experience of the Task Force

members, tempered and reinforced by group discussion, review, testing

for logic, and reexamination.

Throughout the process, the Task Force goal was a solutiOn which

recognized that the total Education Program must be responsive to

Indian people at the local level and must allow for self-determination

without termination. These are najor concerns of the Director of

Educatiaa Programs.

0=6

1 3
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IV FINDINGS

.The data-gathering phase disclosed tubstantially varied points of

view as to the quality of Education Program activities-and the ways and

means of theirimprovement. Although Task Fccro efforts were directed

toward goa/s, functions, and organizational (utters, it was impossible

-

to exclude numerous other factors which hadvarying degrees of in-

.

fluence on the success of educational progranis. Manifestly, the more

significant of these interrelated factors.should be inCluded in this

summary of findings. The.eight principal categorieR are:

Goals and Objectives

Priority Definition

Outside Influences

Distribution of Functions

AdministXation

Method of Oieration

Communications

Attitudes

Each factor has its unique effect. Some.are amenable to an organi-

zational agproach. The following comments represent the significaut

points that stand out in a review of interview responses, coupled with

direct experiences and perceptions of Task Force members.

14



Goa4 and Objectiyes

A review of responses to questions dealing with goals and objec-

tives reveals a lack of knowledge of goals, and marked differences in

opinion concerning eduCation goals and how they can be reached. Many

comments were student-centered and wide-ranging. A respondent defined

the goal as one "to provide an oppcxtunity for Indian students to ob-

tain an education to do what they.want to do.'t Another.saw it as de-

signed "to promote students' confidence in themselves." Others cited

the need,for improvement in research and for measures to determine pro-

gram effectiveness. The variety of responses suggested the need for a

clearer enunciation of the organization's mission or primary aim.

Appendix B contains the official statements on SIA education

objectives. Some portions of these statements of policy have not

been revised for seventeen years.

Priority Definition

The findings reveal that during the pail. five years there has been

increasing Nation4 attention to thc needs of Indian children. The re-

sult has been a growini focus on Indian education -- much of it critical.

One result appears to have been a number of changes of leadership and

a resulting lack of continuity in the Bureau's educational efforts. It

is felt that this contributed to the virtual unanimity of opinion that

the organization as constituted has not been effective.

Outside Influences

An important factor in organizing for Inlian education is the need

for a capability to deal with relevant outside influences. "Odtside"

15



here refers to outside of the Office of Education Programs of the &Woo.

of Indian Affairi. Obviously', the Office of Education Programa does

not function in isolation, nor for that matter, does the Bureau of

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

organizations contribute to the formulation of Indian policy.

Moreover, during recent years, (with the Indian problem receiving

increasing emphasis) more and more groups have "wnted a piece of the

Indian action". An arrangement of some,(but.not all) of these groups

by categories follows:

Within the BIA

The Commissioner's Office

o Community Services
- Social Services
- Employment Assistance

- Roads

Supporting Services

Line authoiity flows from the Commissioner's Office. The Office

of Education Programs shares mutual concerns and responsibilities

with the Community Services activities -- vocational education,

adult education, boarding school enrollment, school transportation,

etc. Obviously, Supporting Services are tmportant to Education

in such "housekeeping" fields as finance, personnel, procurement,

plant management, and plant design aud conitruction. Experience

indicates a need for care that "supporiing" services do not make

program decisions regarding the use of funds and the developmen,

of personnel. Mere the Office of Education enters into competi-

tion wiih_alLother Bureau activities for a share of the appropria-

tion dollar and personnel ceilings.
AA



o The Indian Education Advisory Committee

This bddy is only quasi-BIA in nature, being appointed and

funded by it, but having autonomy so far as its recommenda-

tions are concerned.

The Ileaartment of the Interior and Office of Management and

Bud - Much of the Commi4ssionerls authority is delegated by the

Secretary of the Interior. The Office of the Secretary exercises

about as much authority over Indian Affairs as it chooses to and

in recent years, it has Chosen to exercise a great deal. Also,

the struggle for the budget dollar and personnel allowances con-

tinues at the Departmental and OMB level. It is not unusual for

0Mrto enter into the making of program decisions, particularlx

in the setting of priorities.

The Coneress - The appropriation struggle reaches its zenith here

with Congress having the ultimate say in vhich progranp will or

will not be funded. Congress afso sets Indian policy as follows:

By authorizing legislation

o By resolution (for example, House Concurrent Resolution
108)

o By Congressional hearings (for example, The Senate Sub-
committee on Indian Education)

By confirmation of appointments

o- By General Accounting Office investigations

Other Federal Departments and ARencies - Whereas less than ten

years ago the Bureau of Indian Affairs wzps almost solely respon-

sible for Federal services to Indians, there now exists a mulLi-

plicity of agencies with a "piece of the.lndian actioa." (See

Appendix C)



ey,

Indian Organizations - For a good many years various "Indian in-

terest organizations" have pleaded Indian causes, sometimes as

lobbyists in Congress, sometimes as publicists endeavoring 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 tribal groups in control of

their own affairs has been enhanced enormously in recent years.

Non-Indian and Non-Federal Aeenciea and Organizations - (See

appendix for a list of organizations representative of those dir-

ectly and significantly involved in Indian education.)

Distribution of Functions

The func;ional statement contained in thepepartmental Manual was

used as a point of departure for reyiew of functions of the Office of

Education Frogranls. Other functional statements, with varying degrees

of official acceptance, were also made available during the course of

the study.

Functional statements relative to the existing organizational

structui are divided between-two perceptioni:

F. s.

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

o Functions orthe Directorship based on the 1970 realitn-
ment of BIA a3 contained in the Interior Depactmental
Manual. This structure related the Office of Education
Pro6rams to an,Asseciate Commissioner for Edncation and
Programs.

.18



The functional statements under the Assistant Commissioner concept

were overlapping and confusing, especially in regard to the three

Washington-based divisions. Interviews with staff members reflected

. this confusion. Some professional employees felt immobilized because

of lack of understandiui regarding basic roles..

Several substantive units teemed to be doing many of the Same tasks

under different names. As a prime example, each division appeared to

believe that one of its basic functions pertained to training teachers.

Eence, different organizational units were designing independent teacher

training programs, and each was doing this in behalf of the same field

teacheri. This vas further confused because there was little, if any,

contact with Area Offices having immediate supervision over the teachers.

Under the existing organizational arrangement, some functions of tlie

'Office of Education Programs are geographically located in the field.

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

yet,, meny interviews indicated that certain functions of the Office

should be field-located, closer to the action.

Administration

The bottlenecks that seemed to create the most immediate problems

were delays related tothe Associate Commissioner's Office. This was

principally because his was the only office with authority to approve

the travel of Washington Office staff. In aidirion, the Ascociate

Commissioner's Office (or a higher one) is required to sign a1l corres-

pnndence of a directive nature. Because this office waS never fully

staffed, it waS difficult to determine whether thc lack of full staff-
_

ing or some other shortcoming caused the delays.

I 1 9"



In geneiat, Washington and fietd people believe that the Office

of Education Programs has its proportionate share of talent. Ihe turn-

over in tep leadership and the present organization contritmted to the

under-utilization of this talent. Moreover, there are a large number

of unfilled positions created by an unusual amount of turnover in Staff

and by replacement problesp under the personnel freeze.

Euch of the energy of the current staff appears to be dissipated

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

Methods of &aeration

Almost unanimously, those interviewed plemied for strong leadorship

and coordination for the Office of Education Programs. Mbot of these

reactions were prefaced with a remark that there had been no permanent .

Director for some rime, and that operations have consequently proceeded

with no continuity of direction. Many interviewees expressed confidence

in the new Director and indicated support for, and approval of, the

positive steps already taken by him to provide strong leadersh'p.

The most common complaint regarding methog'.Of operation pertained

to the competition among off:le divisions. Instead of cooperation and

teamwork, the Task Force was told that division heads and other ecWe'ds'

tion personnel were working toward building empires and strongholds

for individual interest groups. Already vague, as a result of a ques-

tionable organization structure, lines of responsibility virtually dis-

appeared, resulting in overlaps throughout all divisions.

Communications

Varying degrees of problems in communications were noted, parti-

20



cUlarly in areas involving management information flow, internal can-

mkinications, exteknal communications and exchange of innovations.

Although there is some attempt to maintain a central Me within

the Division of Instructional Services, this function does not

achieve complete maintenance of the correspondence and other files.

Noted as most critical is the absence of reading files for maintaining

contact within the Office. Lack of central data collection ia also

significant, as is the absence of a flow of management and operating

information from and to schools.

Internal Communications - Pointed up as a most significant problem

is the lack of control, input, and dissemination of information

among the divisions and offices within the Office of Education

Programs. This has caused a lack of cohesiveness and coordination

of effort.

Nany feel there is need for staff meetings at various levels

within the Office of Education Programs for sharing, coordinating,

and disseminating .

Better office management is sorely needed. Required is a

more efficient handling of mail and telephone calls to assure that

,

professionals, rather than 'secretaries, engage 211 decision-making.

There mvst be greater care in the assignment of action on con-

trollcr corrcpcnknce.

Also notd was the neiql for the Central Office to become

better acqna;nted with, and more.knowledgeabie abac, its own

functions, especially those

appeared Lo he virtually no

within the Office.

not located in Washingtol, D.:1. There

program for intra-offtce communications

2 1



Another aspect of internal communication problems involved aids-.

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

External Communications - Although an in-house document published

by che Division of /nstructional Services has attempted to serve

as an information-sharing and communication document for Education,

the concensus was that this has been quite inadequate.

Equally apparent is a'lack of communications with offices out-

side Education. One person comnented that Education worked in a

vacuum. Contacts with outside agencies have been limited to indi-

vidual initiative and effort, rather than a coordinated Education

Programs effort.

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

ness wlthin Education has limited the sharing of programs, partiocoa

,larly those of an innovative type, and has not allowed for unity of

effort.

Attitudes:

Probably the most common theme in every interview was the low level

to which morale had fallen. This was evident in such comments as "lack

of trust", "paranoia", "rumor and suspicion", "lack of understanding".

People complained about the lack oft support accorded Education by top

manaiement, which allowed the control and leadership of Education to

dissfpate by;

Not appointing a permanent Education incumbent

Downgrading it from Associate Commissioner status

Letting other segments of the Dureau assume control

22
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The persistent rivairy and nonexistent communications were character-

ized as flaws leading to lack of confidence and apathy in the organization.

It was felt by many field personnel that Central Office contacts had be-
.

come either undependable or pejorative. This situation created much ill

feeling.

Personnel policies wath respect to promotion, transfer, and hire uere

also identified as sources of deterioration of morale:

"People are not treated humanely"

"Oytsiders lacking knowledge calling the shots"

"Indians hired regardless of competence"

"Accomplishments not acknowledged"

"Favoritism among the staff"

The one encouraging note was sounded by many people who appreciated

being asked their opinions by the Director and therewith expressed a faith

that this andother signs of his leadership and relative permanence, was

CAU00 for hope. There is inherent danger in this, of course, in that ex-

pectations may not be sufficiently realized.

The attitudes of Indian and non-Indian respondents did.not sigoift-

cantly differ from eech other.

23
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V CONCLUSIONS AND RECOMMENDATIONS

The Task Force conclusions and recommendations arc preiwnted in terms

of five major elements:

o Goals and Objectives

Roles and Nesponsibtlities

o Functions

o Organization

Suggestions for Lmplementation

In those ca.-As where there appeared to be several desirable alternaiivcs,

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

Coals and Objectives

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:

"The Bureau, in cooperation with Indian and Alaska Native
people, seeks for them adequate educational opportunities
in public education systems, assists them in Ihe creation
and management of educational systems for their own benefit,
or provides from Federal resources the educational sysLems
needed."

The current guidelines supporting overall Indian educaLion objectives,

also included in the Appendix, are not up-to-date. To make the function

operatioual,thcse guidelines should be updated to define more accurm.ely

what constitutes "adequate" education in any system serving Indian studentn

in Ow 1970's. Operational provision should be made for greaLvr emphasis



in helping Indians and Native Alaskans develop and manage an educational

system.

Host important, this statement and standards or criteria for making

it operational should be discussed at staff mee-tings, in publications,

and in other exchanges, so that Education employees at all locations and

levets can understand and apply concerted effort toward accomplishment.

Roles and Responsibilities

The levels are described beginning at the lowest level, so that their

relationshipi may be seen in proper perspective. 4

Schools - The school is the operating unit. At this level the phllo-

sophy of education is implemented. The schoot is responsible for the

curricula and for the maintenance of standards. Also the school pro-

vides professional leadership, and promotes_a high level of morale

both within the staff and among the students. The education staff

maintains school records, school reports and correspondence, and

makes recommendations for the imptovement of the education program.

±,errat - The Agency prepares a yearly plan of educational activities

in light of reservation needs and in conformity with Boreal.: prebrams,

policics, and standards. %Mee appteved b;:t the Agency Superintendent,

the plan becomes the reservation's education program.

Area - n collaboration with Agencies, the Area Office:

Formulates and inauebrhten education programs based upon
the resources of the reservations and adapted to the needs
of the Tridian children who are enrolled in the boarding
and dhy schoolq.

o Fvnlitates end checks on conduct of reseivgrion proem--; te
determine whether or not they conform tu the overall objec-
tives and policies of the Burenn.

-17-
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O Develops ara maintains good relationships with state il!
public.school authorities.

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

Assists Superintendents and their staffs in the preparation
of plans and budget estimates fer the e1fect4ve operation
of the schools.

The Arca also reviews and appraises recommendations which may

concern policy or program chances suggested to the Area Office by

Agency Superintendents, !Warding School Superintendents, or Reserva-

tion Prtncipals, and specifies those which should he referred to the

Central Office.

The Office of Education Procramc - This office provides leadership and

assists in the planning, deVeloPment, and evaluation of an oveiell

education program for ltdians and Alaskan Natives.

The Bureau of Indian Affairs - The Commissioner and Associate Ccmmis-

stoner provide leadership in interpreting Departmental policy vith

regard to programs for Indians and Alaskan Natives.

The De artment of tbc Interior - The Department has the responsibility

for the menagement, conservation, and development of natural resources.

It has as an objectivethe orderly incorpoyation of Indian groups and

individuals into our national life by creating conditions which will

advance their social and economk. adjustment.

Activities la.Level - To support the philosophies disenssd in the para-

graph!: above, the Task Force developed zi chart which 41umairizes and com-

pares by level the major management activities as they relate to the over-

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

the followinz page (Figure l).
26



Figure l

RELATIONSI1PS AND LEVELS OF ACTIMIES

Level

,.

Depart-
ment

DIA
Commissioner

-------4

Central Off.
of Education

(Inter)

Area Agency School

Direction I I/ / /

Allocation / l/

CoordinaCion / V

Review and
Evaluation 1

/

Technical
Assistance
(Consulting)

Program
Design

.

.
.

/ /
Operation 1/

Planning V( / I/

-- .

/Budgeting
1

i/
Staffing
Standards /

s

/ /

tr ITReporting
& Recording / 1/ 1/.

Contracting
..

{.. I/.

V/

* Squares denote primary level for an activity.
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Distribution of Functions

my, major functions in the Indian education field were identified

and defined as follows:

General Management - This major function consists of those activities

which have as their purpose the general regulations, directions, execu-

tion, and control of the affairs of the Office of Education"

Programs of DIA. This includes the execution activities of the

Director, which are concerned with discharging the duties assigned

to him,.and involve activities such as direction, allocation, coordi-

nation, review and evaluation, project design, planning, budgeting,

decisions, determination of staff standards, and school contracting.

. Internal Services - This major function is concerned with services

provided to General Management and to the operational units within

the educational activities of the Bureau of Indian Affairs. The ser-

vices are supporting ones and include, but may not be limited to,

such activities as:

Flannin, Condination of the educational program planning
activities of the Bureau.

Financial Services - Coordination of Education s budget and
fund Mlecatinn activities, based on established priorities.

o Records and Reports - Providing an orderly arrangement of
--------1-7'7-7-dato, an7 pr ce uies for collecting and organizing data per-
tinent to var.ous educational interests such as pupils, staff,
facilities, and finance.

o Office Mana!,enent - Dealing with activities concerned with the
general admimstrative functions of the Central Office of Edu-
cation Programs; e.g., personnel management, property manage-

ment, records management, etc.

Research, Evilultiori and Program Review - This major functional cate-

gory consists of activities entailing the conduct of, or .2i:using to

28.
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be conducted,.basic tesearch and ev7iluation studies or program re-

views, the results of which provide information for immediate or

long-r'ange applications in the field of Indian education. Efrorts

include:

Identification of needs, determination of purposes, and
decisions regarding the means by which desired outcomes
can be obtainad.

Inquirkes and searches to find better procedures for accom-
plishing new objectives that appear desirable.

Assessments and objective measurements of achievements or
products which have implications for standards for school
operation, staffing, training or retraining needs and other
aspects of educational programs serving Indian students.

Nonitoring contract research.

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

Preparing and maintaining the Bureau's Education Research
Plan.

Communication Services - This major function assists the Director of

Education Programs in communicating to all Bureau education personnel,

school board members, and other persons directly responsible for Indian

education programs, the Director's objectives, plans, and guidlines.

The services facilitate a two-way flow of communication so that che

Director of Education Programs will have the benefit of the wishes,

ideas, opinions, and experience of the Indian corl . Bureau.

personn2l, and non-Bureau sources concerned viLh Indian edocation.

To this and the function involves the development of publicalions,

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

which will rtuult in common, understandings and sh.ared goalic

Legislative Liaison - This major function provide:. coordination of the
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Indian educational program with concerned governmental agencies,

Indian interest groups, and others. It includes interactions with

Legislative and Tribal Relations Offices (such as suggesting and

reviewing legislation) to stimulate and coordinate Bureau participa-

% tion in all opportunities for improved /ndian education. It also

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 distribtuton of flow-through money for grants

to Indian students attending colleges and universities, and for-funds

allocated to school districts and triblial groups for the operation of

pre-school, elementary, and secondary education programs. These

funds are distributed to Area Offices and Agencies which in turn

make'thd grantS to individual students and negotiate the contracts

with states; Tribal corporations, or school districts.

This function provides leadership and technical assistance to

contractors and Area Offices La their administration of the programs.

It provides special direction to assure that Indian people have every

opportunity to administer these programs directly whela such responsi-

bility is desired.

Consultative 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-

dures, and practices essential to designing innovations and imple-

menting tested improvements in eetication, including school facilitie-:

and teacher quality. /t also provides Technical assistance to other
1

Central OfZae functions, including the "Title" programs.

-i2-
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School Oesution Coordination - This major functioo cpordinates the

programs and 'enrollment policies of those schools whose student bodies

are drawn partially or wholly from outside a single Area Office juris-
t

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 Eor

meeting emergent needs through the changing of eurr icula, the shiftfrig

of enrollments, and the establishment or closure of school facilities.

It also maintains liaison and coordination with the program* of Adult

Vocational Training'and Adult Education.

It works within a policy of maximum delegation of authority for

actual sehoA operations at Lhe local level and the provision of
el

housekeeping services through agreement with existing secvices in

proximity to each individual school.-

Function-Aciivity Relationships

To sumumrize and compare the scope of activity in these functions,

the Task rorce 4-'veloped a Table of Functions mid Activities (1Figure 2)

designed to present an illustrative "profile".

Eleven activiiieb were identified. Five of them -- direction, co-

ordination, planning, allocation, and budget -- comprise the major conrecns

oC the Office of Education Progr=s. Activities considered basic to a

function nre indicated by checks in the Table.

it should be noted that project design wns pot considered basic to

any Central 0Cfice function -- rather, it remains largely in the domain

of intermediate and local-level cducational operations. Sthoot operations,

a twelfth activity, was not used; as seen by the Task Force no function

uf the Central Office related to it.
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figure 2

FUNCTIONS AND ACTIVITIES

--
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Ve 1171

Allocation V P// r 1

1

-
5. n v /..7.

Coordination r .--
I ,,, .........

1

..

Review and
.

Evaluation 1. f*v]

Technical ryi
Assistance

Project
g7.

Design V .

Planning V V V 1.....- r tz1

Budget / V' I F71 /
Staffing
Standards

*I [ V
;

Reports and
Records

Schodl

F71
.

IConLracting V
---- .

3 2

*Squares dcnotv primary activity.or -ictivitio3 of 4 runctiOA.
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While the check marks reflect the concept of the Task Ponce regarding

relationships bet:Wean functions and activities for the Central Office, the

absence of check marks indicates what should be reserved and/or shared with

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

evaluation, project design, bud4et, staffing standards, reports-and records,

and School contracting. 1he Central Office and the Area Offices oust work

together to'achieve many tasks. It is also obvioui 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 contained in Appendix D.
.

Omanization'Structure

Criteria - Having identified the appropriate activities and functions

within the Office of Education Programs, the Task Force developed

the criteria for arranging the functions for the purpose of admini..

atrative organization. The organizational criteria applied were as

follows:.

Objective - The organization must be an expression of Che
mission and purpose of the Office of Education Pro,srams,

o Individual Career Aspects - The organization should not
only respond to Bureau goals, but should provide a structure
which will promote the attainment of individual career goals
for all employees.

ClaOty and Completeness - It must.include-all functions as
appropriate to the office.

o HomoReneity to the DeRree Possible - The dctivities of Lhe

organization should be grouped according to the closents.: of
their relationship to one another.

O Span of 'Control and Distance - A manager shonid not. be required
Co exceed a reasonable span of control with respect to number

.25-
. ,
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of individuals. diatance from them, AP1 time involved for the
supervjsion function. These limits va..y with the functtons
involved. Likewise, the structure should consider both dis-
tance from the next level of supervision and from people and
organizations served,

o Coordination - The structure should facilitaie unit of effort
and coordination (including communications in the broadest
sense).

o Authwttty - There should be a clear line of authority to eNery
individual in the organization. Each should be directly rer
sponsible to a single supervisor. PAP

o Definition - The organization should be so structured that the
content oi each element -- its duties, authority, and responsi-
bilities and it.s relationships with other positions shoktld be
6lear1y defined in writing And published for all concerned.

Econcrnv. - The structure should be arranged and functions dis-
persed internally and geographically so as to promote economy
iu day-to-day operations.

Drlance - Elements of the organization should ha in balanckt in
terms of size and scope of responsibility.

Structural Arrarmements - Alternative organizational arrangements were

identified nnd related to the criteria. During the study, the Task it

Force collected and reviewed a number of individual efforts for sug-

gested changes to the Central Office organizational structure. A

presentation of all these alternatives for consideration as a part of

this report has been rejected as not being responsive to the assign-

ment at hand. Instead, the Task Porco has selected as appropriate

for pr:svotation four organizational alternatives, and has presented

them as-lhe options listed belop.
.,

o pption one. - the presnt organization.

O pptioz tvo - the structure recommended in Progress Report
of the Tasl: Forc(: on Realignment, dated January 5, 1971.
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O Option. three - an organizational arrangewent by function.

o Option four - an organizational arrangement by location.

A disCussion of these alternatives follows.

OPti9n One -- Present Organization

The Findings portion of this report dwells in detail on

matters relating to the present organization. The Task Force is

sensitive, however, to the Director of Education's prerogIVe to

consider the present organization structure (Figure 3) the

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

other alternaiives, the results of an application of Task Force

criteria are summarized below!

"Pro"

The Task Force found no significant advantages in the prestnt

organizational structure.

"Con"

Span of Control - Too many people report to the Dioector of
Education Programs. The present structure shows It indivi-
duals competing for his time, not mentioning others outside
the scope of his responsibility.

Homogeneity - Too often an organization structure is devetoped
by adding new activities and functions to the existing frame-
work. Examples of this are the Training Unit in Brigham City,
Utah, and the Cultural Studies Section in Santa Fe, New
Mexico.

Clarity and OpmpletenesF - The present organization does not
clearly provide for activities relating to Tribal (ontraets,
Tlcle programs, achool operations, compunications, budgets,
and the relationship of the Instructional Scrvites and Pupil
Personnel Diviuions.

Lines of Authoria - Informal operation tends to blur the
lines of authority throughout the present streclure.



0

OPTION ONE - Present Organieation (Unofficial)

CULTURAL STUDIES SECTION
SANTA FE 14-7---

TRAINING UTIT
BRIGHAM Cny, UTAH

.

IASSOCIATE COMMISSIONER
EDUCATION PROGRAM

AMP

DIRECTOR
MUCATION PROGRAMS

IDEIUTY DIRECTOR (8)

I I

I DVISION OF DIVISION OF 1 DIVISION 07
t

SCHOOL FACILITIES PUBLIC SCHOOL RELATIONS ICURRICULUM,
tTillZWUNWEY---- (INCLUDES SCHOLARSHIPS ) ; DEVELOPMENT,

I O.* permanent) (rpellearierTi--- , AND REVIEW
. L

I

I

;

1

PROGFAM PIANNIM
& ANALYSIT7Vierza)

1

DIVISION OF
IVPIL PERSONNEL
SERVICT(T-7)

RESEARCH & EVALUATION
STAFF

PROGRAM DEVELOPMENT
& LEGISIATION (3)

AREA ARE A i AREA
L DIRECTOR

AREA
DIRECTOR

1 AREA
DIRECTORDIECTOR

11 icARDIxa.scixol)
"CFF-REEEF:7:ATIC:1- n

L.-REA
DIRECTOR I

DIVISION OF
INSTRUCTIONAL
SERVICES (20)

I INSTRAIONAL
I SERVICE CENTER
IBRISHAM cirf ;Thr.A.H
i (30 permanent) I
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Option Two -- llopress Report Structure (1/5/70

In a memorandum to the Acting Director of Education Programs

dated January 5, 1971, suggested organizational ariangements

(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

Option Two. A summary of the results of the application of cri-
.

teria is as follows:

;Pro'

*

A goal of being responsive to Indian people on the local

level was recognized.

"Con"

o The report reconalcndations on organization is'based on the
prerequisite of a broad reorganization concept which was
never implemented.

There yas a definite lack of definition of functions.

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

Oalop Three

The organi%ational 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 general

direction, execution, and control. Reporting to this office are th...

Legislative Liaison, Internal Services, and Communications ser-

vices functions. Also reporttng are the functions of Contracts

and Grants, Research, Evaluation and Program Review in Washington;

and Consultative Services fre..n a field location.

3 7
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OPTION TWO
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Figure 5

OPTION THREE
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A review of the attached functional statements for each of the

above reveals-that in their totality they provide for the require-

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 ond

making it somewhat more accegsible to the majOrity of field personnel.

This option envisions that all Education Program staff members hazed

outside of Washington, including the library services, woutd report

to the field office.

This organizational arrangement also provides for closer liaison

with Adult Education and Adult Vocational Training by lodging mspon-

sibility for these in the School Operation Coordination function.

While reduced, the span of control is still extensive. There is a

possible overlap bemeen Consultative Services and the Research

function. The School Operation function might be considered out of

balance in terms of the size and scope of its operations.

The alternat(ve is one of two presented which were developed

by-the Task Force. It sharpens responsibility assignments along the

lines of the major functions defined by the group and discussed in

an earlier section of the report, with some structured modifications

to meet Task Force standards.

This-option offers Ae Dgrector of EdUcation Programs a great

deal of flexihility. The Oesignated functions are ctearcut and

mutually exclusive. Thus, this option may be implemented with a,

azO

40
,
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separate organizational unit for each function as indicated, or

the functions may be regrouped as the Director of Education Pro-

grams finds expedient.

This option meets the organizational criteria tests, but

group discussion disclosed some feeling that it mdght be desicable

co reduce even further the span of control. Option Four was:the

result of explorations in that direction.

Oktion Four

This Option,'presented in Figure 6, differs from Option Tbree

in the provision of two Deputies, one to be located in Washington,

E.C., and Vie other one in the field, with the assignment of speci:-

fie functions to these Deputies.

There is an apparent difference in the Legislative Liaison

and Communications Services reporting point. However, in Option

Three, as well as Option Four, there would probably be a relatively

direct flow between the Director and these two functions, so tbal

little real difference exists in the two Options on this point.

A reduction in the span of control is achieved, along with

a higher level of control and coordination of field operations.

The function of Research, Evaluation and Program Review has been

moved to the field unit to provide closer coordination with the

Consultative Services. A Similar placement of tbe ReseatIch and

Evaluation function could, of course, be made within Opt!.on hree.

Additional alternatives open within Option Four which the

prestige of coordination of the Deputy level makes more practical

4 1
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ace the inclusion of Title programs approval and Film libra'y and

Publications services within the field Deputy's responsibilities.

It is possible that-the two-Deputy organization could experience

problems in coordination and control, since the total program is no

longer the responsibility of either one. They may not enjoy equal

status, due to their unequal distance from the Director, the differ-
--

ence in frequency of the opportunity to act for him, and the status

and scope of functions under their control. The Task Force unani-

mously agrees 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 recommends Option Four over Option Three for the

Director's consideration.

In considering either Option Three or Option Four, the Director ef

Education Programs should be mindful of any personnel constraints in-

volved. It is not the intention of the Task Force to recommend an

organizational structure which will downgrade present positions. On

the contrary, the Task rorce feels that the Deputy positions should

be at least grade GS-16.

Further Comments on Recommended Options Options Three and Four

have many thing:, in common. First, the nomenclature used to describe

the functions performed is similar to that employed by state agencies

charged with a cowparable responsibility. This woAld appear to have

benefits with respect to coordination.

Further, both Options Three and Four more Wily meet the 'g-

gested criteria for organization than do other a/ternatives

4 3



considered. Current objectives are also more nearly met. For

clarity and completeness, both Options contain all the appropriate

functions and give attentiou 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 effort. There is a clear line of authority, with a defi-

nition of the content of each element. Both Options are better

balanced in terms of size and scope and responsPbility.

lu both Options, Program Planning and Analysis reports to-the

Director of Education Programs, rather han directly to the Asso-

ciate Connissioner. Further, both recommend a field location for

some functions now in Washington, D.C., and the return to Washing-

-
tau, D.C. of some functions now in the field. Provision is also

made for emphasizing the contracting of services to Tribal groups

and moving Title programs to a field location for consultatior and

approval.

Other Recommendations

During the course of the study, the Task Force developed informa-

tion and perceptions which were either outside the direct scope of, or

beyond the-depth of, their charter. In certain canes, these items wyro

so lignificant that it seemed desirable that these concJI:::tons mid the

recomnendat whtch they gemeraLed should be placed ou th recor4.

Mose item; are as follows:

44
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Line Authority - If the Education office of the Bureau of Indian

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

head must have line authority flowing from the Comnissioner, and

through HAD to the field office.

Thqvreasons 18r this recommendation arA compelling. In terms
.

of both the proportion of personnel and the.proportion of budget:,

at least half of the Bureau's resources go_into educational acti.mr

vities. In 1966, after years of betqg submerged in the Division

of Compunity Services, Indian education was placed under an Asais

tent Commissioner with line authority. In viey df.the emerging

national interest in the education of Indians,.this move was

hailed as a real breakthrough by critics Of.the Bureau, inside

Government as well as out.

For Educational Programs again to be merged organizationally

with other programs under a staff directorship.blurs its importance

and detracts from its status. We believe thal.%it places in doubt

the commitment of the Bureau to education andllends support to

arguments for removing the educational flnetion from the Bureau

4

of Indian Affairs.

While the Task Force recognizes that the precise means of

accomplishing the objective stated above can best be decided by

the Commissioner, it uould seem that under the present organtra-

tional structure the establishment of a separate As.sociatc Commis-

sioner for Education would be logical.

45
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Adu4 Education and Adult Vocational Tuaining - The Task Force clis-

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 rro-

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 involvcd throughout this proccss.

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

o A shift in responsibility would makc,possible a closcr
coordination of the counseling whal takcs place with

-- parents and children.

However, the discussion also revealed that EmplomBrit Assistance works

with adults on several programs, and that Adult Education and Adult

Vocational Training fit into this overall assistance program. Also,

there has been considerable success in funding these programs, due

in some measure to their visibility under the present structure.

The Task Force recommends that the present organizational

arrangement for Adult Education and Adult Vocational Trainintl be

continued at this time, with a closer liaison betwoen.these and

othcr cducation programs at all levels, starting with the Wshing-

ton office. In the Office of Education Programs this liaiso:1 re-

sponsibility should be a part of the School Operations function.

--38-
-
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Title Programs - The administrative responsibility for Title pro-

grams should be assigned to the Washington office, with the.alloca-

t:;:on function placed within Internal Services. The Area or inter-

mediate levels should look to the Central Office for assistance
4

Which cannot be obtained locally. -

Publications - There is confusion regarding the responsibility_for

development, reproduction, and dissemination of publications.add

other communications and instructional media. This responsibility

should be given special attention because of its importance,

particularly as a means of reaching the general pub/ic and as:a

tool for the instructional program. For the save reason,-the

Director's office should be direaly involved in the initial stages

of development of publications and educational material.

yudllet Precss Revision - If local involvement is to be mode mean-

ingful and.effective, some attention must be paid to the budget

process which is now excessively cumbersome and time-consuming,

particularly in relation to Title program funding. It is.first

necessary to eliminate the multiplicity of formats, submission

procedures and dates. This can be done.by utili%ing central and

intermediate administrative units under Education control to

handle the mechanics and to assure local input. (Local people

are now being buried in a myriad of forms, and there is a temp-

tation for the process to meet the leiter of the law but not its

spirit. This has led to tokenism in involvemult.)

lhe local school-community procer.s should employ technicel

cou,nitancs for assistance in identifying needs, otanning programs,

4 7
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and setting priorieies. The products of these steps can be in-
.

eluded in a simple format, with Ito need (at this stage) for pricing

ti.e program or for identifying the various funding sources. There

must be evidence of local community involvement and support of.the

proposed program. (Parent involvement must come at this level.)

Under the recommended system, a proposed program would:be

submitted to the administrative budget unit at the'intemediate

level where it would be priced out, determinations nmde an.the

most appropriate funding sources, and acceptable proposals devatoped.

This budget package would then be presented for approval or-:re-

vision to the local unit (Ward - Administration), as the level.

of representotive and elected local involvement.

The completed and approved budget package then is submitted

to the Central Office-Education Budget review 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

complements Indian involvement at higher levels, keeps the involve-

cent meaningful, and properly identifies lay, adminis=Crative, and

technical roles.

The suggested procedure would also eliminere countless fruit-

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

to complicated processes.



CLOSING STATEMENT

One promising observation made informally and formally by the Task

Force pertained to a willingness, a readiness on the part of most Central

Office personnel to put their shoulders to the wheel and work together

to develop and achieve common goals. The readiness itself is important

to any change, but in this instance was particularly significant because

it was enhanced by a corresponding acceptance of current policies of the

Bureau of Indian Affairs. That is, the employees of the Office of Educa-

tion Programs voiced an eagerness to implement the goals of Indian ini-

tiative and involvement.in all aspects of their work. This spirit points

up potential sources of strength for the application of study recommenda-

tions.

In closing, it is suggested that ihe 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 caliber of leadership

needed -- leadership whi.ch demonstrated and generated in others a subtle

but pervasive concern for the Indian child, and which provides the under-

-
lying sense of optimism that usually assures success.

4 9
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1..NrrEp STATES GOVERNMENT

-Memorandum
alp : All Employees of the Office of.

6' Education Programs

FRoM : Director of Education Programs

DATE: April 7, 1971

SONE= Task Force on Functions and Organization of BIA Washington Office 6f ,

Education Programs

Ii

A Task Force has been appointed to:

.6

Study objectives and responsibilities of the Central Office of
Education Programs ind make recommendations for the best organi-
zational structure for effective operation.

Task force members are:

0
1. Mr. L. Madison 'Coombs, Chairman
2. Dr. William I. Benham, Navajo Area Office
3. Mr. Warren I. Tiffany, Juneau Area Offica

. s

4. Miss Betty Coss, Muskogee Area Office
5. Mr. Pete Schmidt, Aberdeen Area Office
6. Mr. Charles Burnett, Central Office
7. Mr. Jerry Waddell, Central Office
3. Dr. Thomas R. Hopkins, Central Office

6;1

In keeping with my concern for staff involvement in the development 6f
basic guidelines for the Office of Education Programs, I have charged
this group to make contact with each of you. You are encouraged to
work with the Task Force and to be as open, objectiva, and thorough 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 ill function from April 12.to
May 1, when its final report and recommendations are due. I will
appreciate your contribution and cooperation.

;
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UNITED STATES.
DEPARTMENT OF THE INTERIOR

BUREAU OF INDIAN AFFAIRS
WASHINGTON. D.C. 20242

Miss Betty Coss
Bureau of Indian Affairs
Muskogee Area Office
Federal Building
Muskogee, Okla. 74401

Dear Miss Goss;

ItCrt t

Education-530

APR 6 1971

retuining to the Bureau I have been deeply concerned by the
inability of the Central Office of Education to effectively
respond to the demands placed upon it. It seems clear that at
least part of the difficulty is organizational. 1 intend to move
rapidly to correct ehiJ organizational .lack. In order to obtain
a broad review of the problem I am establishing a Task Force on
the Functions and Organization of the Central Office of Education.
I invite you to serve is a member of the Task Force.

The Task F iarce s 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 regarding Indian Affairs in general and Education in
particular. These policies should give special direction to the
activities of the Task Force. In addition, a draft of proposed
redelegneion of authorities is included,

I hope that the Taskyoree will finish its activities and submit a
report complete with recommendations 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 Bureau of Indian Affairs building, 1951 Constitution
Avenue, N. W., Washington, D. C. Please use pseudo code f01-01/1-
1740-1134 for travel authorizations.

Since the totil assignment is to be finished within a three-week
peried, sorm pre-meeting planning has been accomplished by the Central
Office staff. This is incloded with the attachments and is to be
considered as a suggestion, subject to modificatior. ty the Task
Force deliberations.

5'2



This will be a hard-working group and I am happy that you .hav.e
accepted the challenge. "r.look.forward to meeting with you cat
lionday, April 12.

Enc losures

41M.,

'Sincerely yours,

.
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APPENDIX B

OFFICIAL IN.DIAN EDUCATION

GOALS, FUNCTIONS, AND ORGANIZATION
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nrthARTMEIXAL MANUAL

2i.ganitation Part 130 Bureau of Indian Aflairl

.4 Chapter,.3 Education and Programs 130.3.2A(41

(4) to provide personal services to help students in
- Bureau schools and in s-dh15-61'§olierated by Indians and Alaska
Natives overcome individual handicaps through special educe-
tion, psychological consultation, child guidance and school
social work including diagnostic and remedial services.

Cr)
B. The Office of Communit Ser vices under the supervision

of a Director, provides special an professional staff assist-
"ance.related to programs

(1) to assist Indian and Alaska Native communities to
achieve die highest possible degree of social, political, and
economic independence and self-sufficiency, including Bureau
programs for adult education and extension services.

(2) to 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.

(5) for providing.law and order services and adminis-
. tration of juStice on Indian lands, including programs related.
_to-law enforcement, training of-Indian personnel, operation of
.tribal courts, crime prevention, probation and parole, juvenilez

.' and regulation of trading1 hunting dnd fishing.

(4) for provision of social services. to assist Indians
and Alaska Natives to deal with -social problems, including pro-
grams for providing individual counseling; financial assistance
for needy Indians on reservations; arranging foster care and
appropriate institutional care for dependent, neglected and
handicapped Indian OT Alaska Native children; cooperation with
local OT state agencies for whose programs Indians or Alaska
Natives may'be eligible; and to assist tribes in the development
of tribal social service and work experience programs.

.(5) for de.:elopment and improvement of tribal goveln-
ment and political processes, including advice on tribal employ-
ment of attorneys and expert witnesses and the preparation of

. tribal rolls; and for performance of required BlITCOU actions
related to the approval or disapproval of tribe/ enactments,
liaison-with the indinn Claims Commi5sion, the definition of
beneficiaries of claims awards, and tbe development of judgment
fund legislation.

3113/70 (Re)ease Uo. 1169)
Replaces 11/23168 (Release No. 1086)

, 5 5
."-ies 1



Organization ) Part 130 Itureau of Indian Affaisri

Clatter 3 Education and Programs 1

.1 'The Associate Commissioner for Education and ProgI2ms
exercises the delegated authority of the Commissioner in the
line direction of Bureauwide programs for the social, economic
and educational advancement of Indian and Alaska Native peopJe.
Within the immediate office of "the Associate Commissioner a-La

-staff personnel to assist in the supervision of school opera-
tions and in the planning of program and budgetary matters.

.2 Nhe Office of the Associate Commissioner for Education and
p-rograms at fhe headquarteiTTriEriaes taFUllowingiTiaaee
.T51-ch ifovide specialized staff assistance in the planning,

..development and el,aluation of programs in the areas of edocatin
programs, community services, and economic development:

A. The Office of Education Programs, under the supervisio:'
of a Director, provides special and professional staff assist
ance.related to programs .

(1) for the conduct of basic and applied research and
. studies, including evaluat.ion_and analy_sis of educational pro
.grams directed toward Indian and Alaska Native students and
the compilation and analysis of statistical information con-
cerning the educational status of Indians and Alaska Natives,
so-as to provide information for wide and leog-range app)ica-
.tions to the field of Indian and Alaska Natiee education and
for dissemination of such information to professional persoane
concerned with the education of Indians and Alaska Natives and
to Indian and Alaska Native groups uho are engaged in their
own education programs.

(2) for the development of professional educational
standards and specinCitions ler the operation of Aureau school'
5n;c1f6r-17-gaidance-of Indians and Alas,ka Natives in their
own operation -of-schools, including educational specificat;ont
for school facilities, instructional programs and staff
development.

. (3) for the identification of curricula needs, the
development and acquisition of Wew-drrevised curricula mateet4
and the integration of curricula improvements into Futeau
school operations and for advice and assistance to Indian
and Alaska Native people in the improvement of currcula in
schools they operate.

.

0,473 (Release No. 1169)
Replacea a/21/68 (Release No. 106,6).
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VOL VI COMMUNITY SERVICES

EDUCATION

OHAPTER41

ADMINISTRATIVE ORGANIZATION

Section 101. General Information Relative to Program.

N .01 Objectives. The basic educational Objective of the Bureau of Indian
Affairs is to assure adequate educationil opportunities for all

.

Indian children of one-fourth or more degree of Indian blood within
"the contingntal United States and Alaska. This basic objective.
includes the following:

Chp2.1...;ectiort
--1 . 101 A).

A. To obtain school facilities for eligible.Indian children not
. now.in school.

.

., (1) To increase enrollment of children in av4ailable public and
Federal schools.

k,

, - (2) To secure" construction. of heeded 'school plants through. .

;. applicable laws and appropriations. For example, Public
.. Law 815, 81st, Cong. (64 Stat. 967) as amended August 8,

4, 1953 (67 Stat. 522)1 and Navajo-Hopi "Rehabilitation Act,
.

.81st Cong. (64 Stat. 44).

(3) To provide temporary faci).ities to meet emergency situatioa,

(4) To initiate other less traditional arrangements for pro- .
"viding educational-oportunities for children i4 isolated

4oo family units.

- . -

": B. To carry out an effective progran for children in Federal
. schools designed to prepare Indians for successful living..

..

...

,...(1) To develop in children basic academic skills.

.44
. (2) To give children an understanding of the social and

econemic world and to help them secure improved standards.:
;

--0` of living,

(3) To develop understandings and practice's which wdll assure

. optimum health.

(h) To provide vocational training which will "qualify youth
for gainful employment.

(S) To provide adequate training for students desiring to
enter special schools and institutions of higher learning,



VOL VI
PARt-II

COMMUNITY SERVICES
EDUCATION

Sectow

C1APTER1 ADMINISTRATIVE ORGANIZATION 101..010.

,(B) To make available financial aid and other assistance to
qualified students seeking advanced training.

10) Tco provide guides for planning and conducting loce
school programs based on the needs of children.

(8) To develop materials and teaching aids", -

SO To proride opp;rtunities for professional growth of
employees through in-service training, conferences,
seminars, workshops, meetings, advanced courses. .

AU) 'To premide for research and surveys.

Xll) To provide technical consultation in guidance, health
education, home living, and other fields.

C. To secure tor all Indian children the educational opportun-
.ities provided for other citizens through our system of public
education.

C.(1)' To transfer the operation of Federal schools and school
. plants to public sohool districts through orderly pro-'

cedars.
-

(a) To secure the active participation of local Indians;
employees) and public school officialo and patrons
in all phases of the transfer.

(b) To propose transfers to local school districts title
to school lands and property.

(2) To assure ndequate educational programo in public cchools
enrolling Indian children.

dm.

(3) To provide tinancial aid to qualifying pubaic schools.

D. To dcvelop on the part of Indian groups, State and local
school officialo recognition and acceptance of their full
responsibilities tor the education of Indians.

(1) To turnioh adequate infonnation concerning fesponsi-
bilities and pertinent toots needed for determining
decisions.

(2) To cooperate with other.grOups in Sormulating principloo
under3yint responsibilitiee.

-50-
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PART TT

t ".

CetelUNTTY SERVICES

EDUCATION

Mergfii. ADMINISTRATIVE ORDANIZATION

'SectEcilt.

101 02

B. To retain the valuable elements of Indian life and to strengthen
the pride of Indian groups and the recognition by non-Indiane as

. to the contribution of the Indian heritage to the national life,.

(1) To include information regarding tho virioua Indian cultures
in the school curriculum.

(2) To interpret:Indian cultural values to .non-Indian groups.

P. To secure regular school attendance of all Indian children until
., they graduate.

(1) To cooperate uith parent-teacher associations and local
: organizations in securing acceptance by Indians of respons'i,-

, bility for regular attendance.

(2) To cooperate uith officials in securing enforcenent of
applicable attemdance laws when other means fail.

Gk. To appraise periodically the n6ed for boarding schools.

(1) To accept applioants for boarding achools on the basis
or established criteria and admit only those for whom

, adequate provision cannot otherwise be made.

.. (2) To close boarding schools which established criteria
indicate are no longer needed.

..02 Apthotttx. Administration oP the Indian School Service is vested
ill the Comnisskoner of Indian Affairs, nubtject to the direction
of the.Secretary of the rnterior. (Act 35 Stat. 72; 25 U.S.C. 295)

.03 blieg. It shall be the policy of the B&Ireau of Indian Affars to
accomplish these objectives either directly or by arranpmenta with
States, public oc mIssion schools. Wherever adequate school facil-
ities are available, Indian children shoal he enrolled in the local
public schools. Where such facilities are not available, Indian
children onty be cniolled in Federal Indfdan schools.

D20 8 3953
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ORGANIZATION AND FUNCTION CiiAR/ Bureau of/ndian Affa
Washington Office

Research Advisor

. 4..c&-=2.2r.remsr-me..1:ez:iw
6

School Facilities
Assistance Section

Federal School
Operation Section

bereleps pliina, materials,
fuldts 4 atandarda far Burrou
yshaals. Conlvelt petgraa avatt$;
provides in.service coy:at:co, re.
velych, filo, library, visual aids,
t publicatiors re:vices to laicad
peranaecl & schrris. Maintaias

vtili Drexel:es of Tersattael
Welfare t Federal 4 nob-Federal

agencies 4 ccganiontiols.

Field Technical Unit

Deve/ops & evaluates standards :Or
federal 'school programs; provides
sass-Aimee to Federal se:AoIa la
111m, 1:brary %isnot aids oar,-
Ices; appraises toatcuslional,
feeding t dormitory operations :=
Vederal achoola; devllspe imsu-/c .

times materials; proviles teen-
oieal ossistates in devrlIpment or
opettfientions fir instructional
equipment.

Non-Federal School
Operations Section

Develops polity & rraccAures 4
evaluates programs reloted to
onsistonce to public schools; pro-
vides liaison tatb State edutation
personael & personnel :0 related
7:ograms to vast: o'coelra. De-
velops policy & plans ror 4 tva1n-

1

ate: adult clunation & sebslarshtp
programa. 1/

a/ Three posIttonn at internnttttain

E./ Three Posttto:, At AllInvIrcv,

tducotion program
granroreb.

Collaborates vith ASt4s Se develop.
Sng long-rang, nebool construction
needs & standards & coo:dinette
educational heed: vith Bureau con-
struction prOgram. Provide& tenn-
u4col estistante to field personnel
in proper care &use Ot AV; equip-
=cot L 1).411431r/a & collaboratec in
atvelopmunt or Genoa equipment
tpecificaticnn.

. -

School Management Sect

r

Provides basic data for educatio
program planning, budget justif
Lion & (Soon:lel progreass., bra
legislation & legislative repot-
Providr$ clerical, stenographic
boune)ceeping asListance. AdviS
prorrnsionai Oar on edastalt.tv
tivc & manogeacot matters, pr
vides liaison vitb otber tdtci-
i.trQtlyc & management braotbr:

:*
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awl10E OF EDUCAT3ON FUNCTIONS
DApublished and Unofficial)

. The Office ofthe Assistant Commassioner for education advises

'the Commisaioner, Douty Commissioners, and Area Directors on the

management of educatinn programs within ehe Bureau. It direct') the

development, evaluatinno and'areoution of programs designed to provide

educational opportuultLes-which meet ehe needs of Indian children,*

: including NatiV'e children of Ala0a. Through its direction, the Indian

people are encouragedroparticipate

programs. 'The Office aupervises the
.

in.the operation of education
/

efforts of the Bureau promoting

assumption by varioun .S.t=es of the responsibility for eho education of

Indian and Native ctalibmn through public school systems. Within the

.. Office are the followang Staffs and Divisions:
.

(1) The Research ind Evaluation Staff assists the Assistant

Commissioner for Educntion ill conducting or causing to be conducted

basic research and evaluation stodies the results of which provide infor-
.

mation for.wide and long-range applications in the field of Indian

. .

- education. It serves ma a coordinating point at which problems and

*? vaguely defined needs of the total education program are assembled,

evaluated and articulated into.the nature and amount og data and infor-

mation requited. The Staff arradges for the information to be gathered,

either directly by the Bureau or by other agencies and contractors. It

also develops and opetntes a Fistem for disseminating technical informa-

don received from such studies and evaluations to program unito ior

development of program applications,

0.2
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(2). The Program 'Planning and Fiscal Management Staff assists

the Assistant,CoWssioner for Education in coordinating the educational

. program planning activitieS of the Bureau and allocatesfunds based on

established priorities. It develops PPioriented cost-effectiveness

eystems for program development and operation. The Staff maintains

general statistics required in the planning of programs and makes. fiscal

surveys of current and long;.range programs for a comparison with alter..

. native approaches. It also helpo prepare,the education budget for the
.

Bureau. .

(3) The Program Development (Lettislation) Staff assists the

Assistant Commissioner ler Education in reviewing proposed, pending,

cind enacted legislation to stimulate and coordinate Bureau participatioe

-in all opportunities for improved Indian education. It assists in the

initial development of new education programs, the qualifications for

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

develops the requisite" administrStive and contract procedures. :Vie

Staff reviews-proposed projects from Che field and assigns each to the

proper Division .for further substantive study. It maintains liaison

i with legislative staffs oi Ole Bureau, the Department, and other agencies

concerned with education and, upon assignment, works w.ith Congressioaal

Comalttee Staffav

.

-54- '.
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(4) The Division of Curriculum Development and Review provides

assistance in the development and evaluation of programs and policies

for detrmining curricula requixements and development and implementation

of curricula. The Division assists in "the development of curricu/a

specifications for contract studies andmonitors the studies once they

are underway. With material content gained from sUch studies and that

obtained from4field testing and consultations, develops.broad curric-

ula outlines; the outlines arc formed in units and'combinations to permit

necessary adaptations and conformities by Arca and local staffs depending

"on ,the prevailing educational conditions. 1114 Division provides field

demonstrations for curriculmm material use and reviews Its effectiveness

after implementation. The Division includes branches of General Support,

anguage Arts, Early Childhood Education, and Social Scienceao

. (5) Tbe Division of Instructional Services provides aasistance

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

administration and iristructional procedures in.the field. It directs

the administrative operation of school systems, includinz boarding
;

facilities. The Divon directs the operation of instructional systems.
.

(:cvelo:,cd for the implementation, of substantive educational prograr7,1.

It developa and interpreta methods and staAdards of instruction. It

also directs the operation of teacher training and orientation programs.

.The Division includes branches of School Adminiotration and Instructional

41:et-hods and Training.

755:
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(6) The Otvision of Public School Relations provides assistance -

in the implementation of Federal legislation relating to Indian and

"Alas3a,1Zative children in public schoolsmanagement of the Johnsoa-
.

O'Malley Programadministration of higher education pro'grams, and ia

the development and evaluation of progrms, policies, and legislation to

provide the transfer of Bureau.schools into public.school systems. /t

encourages aud assists the establishment of Indian.boards of education,

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

authority in tho,administrative operation of school systems. When the

resources are available and when thcro is a desire by tribes for such

responsibility, the Division.develops programs iroviding for tribal

operation of cchool systems under formal agreements.

(7) The Division of Pupil Personnel Services provides assistance

in the development and evaluation of programs, policies, and legishttion

:.to provide personal cervices to help studencs of Indian schools overcome

individual handicaps through special educa'tion, psxchological consulta

. .

tion, child guidance, and school social work. It provides consultive

servicee, in the related professional fields, for students within and

without the classroom to aid them ia their psychological developzaent. It

develops procedures and methods for diagnostic and remedial aervices and

mahe peeiodic reviews to evaluate their effectiveness and recommends

adaptations of new and tmproved techniquea when applicable. The %vision

65,



includes branches of Special Education, Guidance and Counseling,

Psychological Services, and School Social Work.

0). The Divinion of School Facilities, in coordination with the

Office of the Assistant Commissioner fox Engineering, provides assist-
.

ante in developing'pbypical facility requirements for the Bureau education

program. ft assists in the development of long-rangc plans for construc .

tion and maintenance of school buildings and develops criteria for the

management of school space and the l'oci.lrement of school equipment. it

- also assists in the selection of school sites .

-57-
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APPENDIX C

AD6ITTONAL DETAILS ON OUTSIDE INFLUENCES.
(IN SUPPORT OF CHAPTER IV)

Other Federal Drpartments and Agencies

1. Department of Health, Education and Welfare

a. Indian Health Service

b. U. S. Office of Education

ESEA - Titles I, II, III, Bilingual, etc.
NDEA Titles
Teacher Corps
'Head Start
Higher Education
Bureau of Research
Regional Laboratories
Office of Indian Education

2. Office of Economic Opportunity

a. Community Action Programs

b. Early Childhood Programs

c. VISTA

3. Department of Labor

a. Manpower Development Training (Indian Desk)

4. Department of Housing and Urban Development

a. Indian housing

atIM.
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Indian OrganizatiOns.

_There are several private .Indian-interest organizations which

devote:sone or all of their efforts to the:betterment of American
-

.-Indians. .1a/tons the best known nre4

Americans_for Indian Opportunity

Adoption Resource Exchange xff
North Lmerica

Sponsored hy the Child Welfare
League of America

44 east.23rd.Street
. New. Yor4,.41. Y. 10010

American Triends Service
Committee, Inc.

160 North .15th Street

Philadelphia, Pa. 19107

American Indian ColJege
Foundation

141931.Elicheth Avenue
Charlotte, N. C. 28204

American Indian Historical
Society

1451 nasonic Avenue
.San Francisco, Calif. 94117

Arrow,'Inc.
822 Dupont Circle Building
1346 Conncoticut Ave., N. W.
Washington, D. C. 20036

Associated Executivc Connattee
of 1'r1cnds on Indian Affairs

40 A Avenu!
Central City., Nebraska 68826

AssoL.iation on American Indian
Affairs, inc.

432 rark Avcnue South
New York, N. Y. 10016

Lutheran Council in the USA
Department of Church and

Community Planning
130 north Wells Street
Chicago, 114. 60606

luteau of Catholic Indian Missions
2021 II Street, N. W.
Tiashintron, D. C. 20006

Frinnds Committee on National
Legislation

245 Sc:cond Street, N. E.
'Washington, D. C. 20002

Futures for Children
5612 Yarhston Road
Waatiogton, D. C. 20016

General Conference of Seventh May
Advmtists

Pcmth American Missions Committee
6840 Eastern Avenue, N. W.
'Washington, D. C. 2001.2

Indian Rights Association
1505 Race Street, Room 519
Philadelphia, Pa. 19102

IDS Indian Student Placement
Program

10 South Main, Suite 331
Salt Lake City, Uteh 64101

The Lutheran Church Missouri Synod
Department oi Social Welfare
210 North Broadway
St. Louis, 11 i:;soliri 63102
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Office of National
Indian Ministry

Consultant

The Lutheran
Church Missouri

Synod

2116 South Minnesota
Avenue

Sioux Falls,
S. D. 57105

.Save the Children
Federation

Boston Post Road

Norwalk,
Conn. 06852

Lutheran
Social Services

of

Sonth Dakota

600 W. 12th Street

Sioux
Falls, S. D. 57104

Michigan
State Commission

on

Indian Affpirs

946 College Drive

Sault Ste. Marie, Mich. 49783

National Congress
of American

Indians

1346 Connecticut
Ave., N. W.

Room 1010

Washington,
D. C. 20036

National
Council

Executive
Council

of the

Episcopal
Church

Second Avenue

New York, N. Y. 10017

National
Council

of the Churches

of Christ in
the U.S.A.

Division
of Christian

Life and

Mission

475 Riverside
Drive

New York, N. Y. 10027

National
Indian Youth Council

1 Carden-Circle

Berkeley,
California

94705

70
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Southwestern
Association

on

Indian Affairs,
Inc.

P. 0. Box 1964

Santa Fe, New Mexico 87501

United Church of Christ

Division
of Church Extension

287 Park Avenue

New York,.N.
Y. 10010

The United Methodist
Board of

'Christian
Social Concerns

Div. of Human Relations
and

Economic
Affairs

The United Methodist
Building

100 Maryland
Avenue, N. E.

Washington,
D. C. 20002

United Presbyterian
ehurch

Board of National
Missions

475 Riverside
Drive

New York, N. Y. 10027

United Scholarship
Service

P. 0. Box 18285

Capitol Hill Station

Denver, Colo. 80218



Non-Indtan and Non-Federat Aaencies and Organizations

The following organi:tations are representative of those directly

and significantly involved in Indian education:

I. National Education Association
2. State Departments of Education
3. Te,.a.0ers Unions
4. Universities and Consortiums
S. NAACP
6. Foundations

Ford
Kettering
Carnegie
Mott
Donner
Dahforth

The following organizations have indicated th3t:tim.have4some

need for volunteer (V), summer (S), or full-time (F-T) emp19yees.
4

Contact each directly for further information.

Personnel Referral Service Board of National Missions (VFT)
The United Presbyterian Church, U. S, A.
Room 1126, 475 Riverside Drive
New York, New York 10027

(Volunteers considered for any posicions in line with.theiT
training and interest, Applicants should specify_that_thgy
wish to work with Indians.)

saint Christopher's mission (17, S)
Bluff, Utah 84512

(A misbion of the Episcopal Church. Welcomes work groups.
Write Cor particulars.)

Americans for Indian Opportunity (V)
1820 JetferGon Place, N. W.
Washinaton, D. C. 20036

(Reccnt'y organined, MO plann to serve e.:; t national clearing
hous.! for Indian and non-/ndian volunteers to work with Indian
orgardnations and iribes.)
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Ihe American Indian Foundation (V)
26265 west River Road
Grosse Ile, Michigan 48138

American Friends Service Committee (V,F-7)
160 North 15th Street
Thiladelphia, Pennsylvania 19102

(A4dress requests td Personnel Division, American Friends
Service Committee, for information on work camps or amploymunt.
Specify that you wish to work with Indians.)

Gallup Indian Community Center (V)
IL Maxwell Avenue
Gallup, New Mexico

((Interested in Indian student volunteers onl) and especially
those uho are leaving high school or college and anticipate
returning to their reservations with community development in
mind. Age 16 or over.)
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APPENDJX D

FUNCTIONAL LOgATION CONS1DERAT1OS
(IN SUPPORT OF CHAPTER V)

Location of functions

The factors for consideration in locating each of the major
Education Programs - functions in or outside Washinton are
summarized below:

WASifflIGTON. D. C. FIELD

School Operations

Close to powbr Closer to action.
(Director - Commissioner -
Sectetary of Interior)

Senditivity

Internal Services

(Records & Reports Element)

Near budget activity Near computer, for
and other elements input control

Close to rest of ,
(Albuquerque)

Internal Services

(Option 1)

Close to Conlress
Status

Liaison

Would provide Director
with Jocal competence
in this function

f

Contracts and Grants

Consultative Services

-63-

(Option :2)

Closer to Area Offices

Economy
a. travel
b. available

facilities

Closer to action

Quicker response

Inadtcp!ate accouaoi,Ulon.-
(Brighall WI, Utah)



WASHINGTON, D. C. FIELD

Communications

Servos as arm of
Director

Research Evaluation and Program Review

(Option 1)

Closer to resources

(Option 2)

Closer to action and .

laboratory situations.
(especially,Program
Review)
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