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AN ALTERNATIVE APPROACH TO THE ORGANIZATION Or THE
OFFICE Or EDUCATION PROGRAMS v

INTRODUCTION

In bis historic Message to COngess on Marie= Indians, President Nixon

stated this about Education:

Consistent with our polacy that the Indian community should
have the right to take over the control and operation of
federally funded programs, we believe every Indian coninunity
wishing to do so shoad be able to control its own Indian
schcols. This control would be exercised bfschool boards
selected by Indians and functioning nuch like other school
boards throughout the Nation....

It is incumbent upon the Bureau of Indian Affairs and its Office of Educa-

tion Programs to do all it can to see that the PreSidentt s policy is

carried out. Dirthermore, and without additional "cplanation, the policy

of self-Cieterndnation in educati.on is one of areniunt importance and is at

the center of the discussion that follows.

The "purpose of this paper is "to.present a. possible organizational plan for

the Central Office level of operation of the BIA Office of Education
. .

Programs. 'This paper, then, is ane that presents an organizaticnal

alte;native that is rooted in self-determinatiaa,

4A070

,

in concept,. th'a Office of Education Progreans is similar to a State Depart-

ment of Edudation. is4;n-operational and is not directly involved,
in:the running "Of:schools. Under the BIA, the running of schools is

delegated to tile area level of operations. Thi's paper does not dicuss
.

that'ievel. 4": *..
:
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THE EXPERIENCE OF INDIAN CONTROL OF EDUCATION

At this point, it is appropriate to discuss briefly and in detail what

functions are performed by the Central Office of EducationrPrograms. In

this respect, it should be remembered that the thrust &this paper

focuses directly on Indian oontrollad operations and what this has meant

for the general functions of progrem direction. This discussion is not

about what will be needed. Rather, it is about what has happened and

what has been consistently callechforfrom Indian groups.

First, Indian groups interested in obtaining control of their education

programs have needed assistance in the process of taking over a Federal

operation. The Central Office has developed guidelines for this and has

taken the lead in implementation.

Second, when Indian groups have gained control they request items that

fall into two categories.: . (1) funds, and (2) technical services-tboth of
S.

whidh enable Matto provide"the highest quality of education available
. .

for -their children. !
. . .

A word of explanation is needed regarding Indian school boards that are

advi"sory" to Feder.;.1 I.schools. 'The BIA operateS 200 schools and all are

guided by adVisory sciloo3; boards that not4 have been in existence an
.$

average of four (4) oeari. 'A,rlationship has developed between the

schoolS ind their all-Indian Boards that is viable and under; the circum-

.

".stancesy approaches th.at of the tradftal schoollboard in American educa-
..-

tion. The abOve two needd expressed by Indian controlled operations also

: pertain to.the.Indian adviilory-school boards. Thds paper applies.to the

totality of BIA education programs, and addressewitself to the Central

5
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Office level ,of organization. in stmoexy, education employees, whether

they are tribal or Federal, listen and follOw the guidance of- Indian

Peoples, especially as expressed through their school boards.

Nbw., back to the process of Indian control of education and ;tat it has

seant for the Office of Edimation Ptograms. Tb review, Indian Peoples

seek, first, to control their schools. Then, and during the process of

obtaining control, they seek funds and technical services to support the

program a their choice. What types of technical service?

*Indian People have sought help in developing 'new cumicula,

such as bilingua3. education, improved science instruction,

special education, career widance.

,

-.
*Indian People have sought help in developing school

ties that reflect the curriculum theq desire. This Ms con-

sistently been a high priority with them and may .be seen in
. .

the ac#1ons of ftaimah; P.ouglRockr and"Whiariver,, or philocco
.

Indian "'High School (an off-reservation boarding sdhopl).

*Indian People have sought help in obtaining more funds to

linance tie college education of yOuth.. More and more
.

Indian young"Pegpy are entering" calle0 to become profes7

sionals. More and more of them are compleiing :thee

baccalaureate level of education..

*Indianjeopg h'axie:sought.heip'in el/ablating the effective-
.

ness of their schobls, Evaluations have found that Indian:

People are very supportive of and anxious to improve the

,

educational progrems provided theiz children,. including
- . . - . . . . . .. . ..

. . .. .. .. .
- . - -. . . .
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those public s is financed by Johnson O'Nblley,

those controlled under contract with the Government by the

Tribe, and those that are federally controlled (including

boarding schools).

*Indian People have sought and received an active participa-

tion and control of Johnson O'Malley programs and are seek-

ing ways and means to improving then. They have torked with

the Central Office to achieve greater control of the JOM

programs.

°Indian People have .sOught help in lairning and understanding

the Federal role in the education of their children. In-.

this capacity, the Office of Education Programs has supplied

technica3. assistance in explaining the Govenunent and how

Tribes may become. involved ,in a variety of Programs. This'

includes explanation. of the eergirg ogrà in Didion. eclu:-

"'-c.ation adMinistered by the DfpartMent of Health,"Fclucation

and Welfare, U. S. Officecif Eduation: ---
.4..."41'.. .

. - . . .., . .

- ,97.ndian Peopie haVe "sought assistance. in developing lother .. .& . . .

. .. . . . .. . . . .:
.

. . .
funding resource 3. -. : . .

. .
.

:

. .
. . .

. . .
. .... ..

lid.tin People have sought a greater voice in .the control of .

education programs of the state and local governmeis wjuicJ

Serve' them. The Federal Government has an amportant'advocacy

role in.this respect if it is to be fully supportive of the

polick of self-determination.

.

..
.



AN ORGANIZATIONAL ALTERNNITVE

J.

$r

The experience of the past two years serves to bear out the findings of a

Task Force which directed its efforts to the organization of the. Office

of Education Programs in the spring of 1970. The report was an in-depth

look at the office in relationship tp policy and Field operations. Me

Task Force also attempted to identify .needs in terms of function and

activity. Its report developed four alternative staffing patterns, and

the one which members selected as nost appropriate bears a strong rela-

tionship to the subsequent experience of the staff of the Office of Edu-
e

caLcon Programa. A Copy of this document is contained in Appendix A.
r

..

r

With the discussion presented in the seotim, "The INperience of Indian ,--
t.. ................. .,., .

Conttol of Education," and the organizational Task Force report in mind,

it is appropriate to proceed with the presentation of an appropriate

organizational design for the B1A Office of Education Programs.

. ... . . . , .. . . .

First, thereare two iisic finctions ilach.serie as foundation stones fok
. : .. . .

0.

,....... . . .

". the organization ot the Office of Education Programs:** ..,

.. .

..

..

.. 8

-

. ..

.. .

. .
. :. :.. .

.. ,
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FIG= ONE
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OFFICE OF EDUCATION PROGRAM
(Gemmel Management)

F7NANCIin or
.EWCATION PRCGRAMS

TEChNICAL SERVICES
IN INDIAN EDUCATION

These two basic functions are augmented or cemented together with a leader-

ship function which will be called General Management. There are three (3)

main functions of the Office of Educaticn Programs:

(1) Geneial Mknagement

(2) Financing of Education Programs

(3) Technical Services in Indian Education

The functions are inter-related and inseparable.

The three main functions may be explained In more detail in the following

manner:

General Management

. -. .... .
. .

..
. ..

'II. Financing of Education Prorami

. . .

A.. Internal Services*
..

-.

, . 13.. Oon4actOmmlGrants .. .:: .
. . . . .

%-.04' lechnicai Ser;;ices iii:Edudtion"--
,

A. Consatative Services

'13- :Risedrch; EVaivation.and Prbgrem Review
At

C. Communication Services -.

7 ..:'' lo. LegislAiv'e LiAisd "-*
. .

.

General Management:. This major function consists of those activities which

, have is their purpose;the-gerieral regulitims, directionsl'execution and
..

control of the iiffairslof.the Office. of Education Programs of the STA. This
. .

.

. .
, ; .

.1 " ...
, :

. : .
.

1.
: 9 . .

: .

. .. %..
.. . ..

.
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includes the execution/Activities of The Director, which are concerned with

discharging the duties assigned to him, andrinvolve activities such as di-

rection, allocation, coordination, review, and evaluation, project desip,

planning, budgeting deciiions, determination of staffing and program

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 services are supporting

ones and irclude, but are not necessarily limited tO, such activities as:

°Planriing: Coordination of the education program planning

activities of the BIA.

°Financial Services: Coordination of Education's budget and

fund allocation activities, based on established priorities.

°Records and Reports: Providing an orderly arrangement of

data, and procedures for collecting and organizing data pert-
.

.inent to virious :eddcdabnal lAterests, °mph as pupils," staff,

facilities and finance.

Office Management: Dealing with activities concerned with The

general administrativF function so the.Central 'oak* of iduca:.
.

- . - - .. . a .
. . . a ..

tion Programs, ig*r. personnel: Wianalmnimmt, property management ,

.
a a

.

records management, etc.

- ".
.. ... .

Contracts ant -.an'ts: This function 'includes the primary re4onsibility
.., .

for the. ciistri2:1:-zion: Of flawr;througrt. wroney, for pants ;to .Inld'pn students

attending colleges and universities, and for funds allocated to school

districts and tribal ,goups for the operation of preschool, elementary,

and sedondary education progurs . These funds are distributed to Area

..a

a 1 0 -
a

a .
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Offices and Agencies which, in tZlrn, Make the grants to individual studenti

and negotiate the contracts with states, -tribal corporations, or school

districts.

This function provides leadership and technical assistance to contractors

and Area Offices in their administretion of the programs. It providee

special ddrection to assure that Indian People have every opportunity to

administer these programs directly, when such responsibility is desired.

Clonstetative Services: This major function of providing technical assist-

ance to operating levels, conducted primarily typersonal contact at the

Area level, is concerned with the continuous diffusion of methods, mate-

rials, procedures, and practices essential to designing innovations and

implementing tested improvements in education, including school facili.ties

and teachei. quality. It also provides technical.assistance to other Central

Office functions, including the "Title" programs.

.. - :. .. -.-- 4.. . -

Research,. Evaluation and 15tofFem'ReVieW: TM'2; "MijOi- functional category
. - -

consists of activities entiiling th'e" conduct of, or causing to be conducted,
. . . : .

basic research and evaluation studies or progrlam reviews, the results of

--.

which Rovide fnformation for immediate on long-range applications in the_

4m..

. .
ield of Indian education: 'Efforts include: -

. . c`Identification of needs, determinct ion .of purposes and de-

.
cisions iegarding tie means by whi.ch desired outcomes .can

te. obtained.

Inquiries and searches fo find 6etter procedures-for
%

.4. accomplishing nirobjectilia :that appear.deafeable.

s



-9-

Assissments and ebjecti4 measurements of achievements or

products whidh have implications feT:standards fer school

operation, staffing, training, or rethaining needs.and other

aspects of educational programs serving Indian students.

*Monitoring =treat researah.

Serving as the Office of Education Programs' focal point

for research.

°Preparing andmaintaining the Bureau's Education Research

plan.

;

Communicatioa Services: Ibis function assists the Director of Education

Programs in communicating to all Bureau education personnel, school board

members, and other persons directly responsible for Indian educatioft pro-

grams, the Director's objectives, paans, and guidelines. The services

facilitate a two-way flow of communication so that the Director of Education

Programs will have the benefit of the Wishes, ideas, opinions, ancl.experience
. .

of the Indian constituency, Bureau personnel, and non-Bureau sources con-

cerned.Wih'Indian education. Tb this end, thefunctien involves the

development of publications, newsletters, andotherpeans of ensuring afree

flod-ef information, which will iesult in opmnon understandings and sharid0

goals.

Iggislative Liaison: Ibis funotion provides coordination of the Indian

educational programS with concerned governmental agencieslindian interest:

.groCips,:aniotheri: ft inaUdei Intel-actions with lee:native :and tribal.

relations offices (such as suggesting and reviewing legislation), to stiffs.)-
. . .

late and coordinate DIrdau participating in all opoortunities fop improvad

Indian education. It also-serves as a focal point for controlled corrat.:-..
. . .

pendence and ether ieniitive-contacts: . .

12"
. .

-
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In the discussion above, it is Lgnificant that some functions have been '

given a Imajor" designation. Those not identified in thismanner are

important, but could be combined with major functions in the organization

of the Office of Education Programs.

9UALTrfOr EDUCATION

What Indian People have sought-in the'control of education can be united

under the general theme of quality education. They want the "best"

schools they can possibly get. The organizational alternative dealt with

herein has educational quality uppermost in_mind. Serious considenation

has been given to What it takes from the Office of Education'staff to get

adequate appropriations from Congress. Serious consideration has been

given to.what it takes to provide high quality technical services in edu-

cation to respond to the Indian desire to have the best schools possible.

In keeping with this theme, it seems practical that highly specialized

personnel (sudh as those in language arts, special education, science,
.4

. .

math, etc), would be assigned to the Area or local level of operation, -

. .

except When an emeigent thrust is under development by the Central Office.

The Central Office would have the prime responsibility in identifying.

broad educational need:' Then, locpl. experiise Would be sought to respond

to the various needs ihroughoFt the .BIAthat were identified. .Local

specialists would be obtained from nearby colleges and universities, from

staffwithin an Area, or from members of the tribes. Bymakini the"6entral

0ffice pne that is staffed.by higii.ty*iled generalists in Indian educa-

tion, fleXibility nad versatility are enhanced. The Organization would

krone* eesemble "a Siaie Deper6ent" o .tidticatione -.6

. 13
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IMPLICATION& OF TM ALTIIINAME

Ihis section will deal with the facts about what oan 'be accomplished by

implementing the organizational alternative introduced in.the pvevious

discussion.

Specifically, a SO percent reduction in staffing and operations of the

Office of Education Programs can be achieved. This would be accomplished

by the following:

*Elimination of the Teadher Recruitment Section

ftliminafion of the National Indian Triaining Center

- Elimination of the School Operations Coordination Ddvision'

0Selective reduction in remaining umits until a SO percent cut

has been adhieved

Such reductions can be made and, yet, an adequate program maintained to

perform the essential functions outlined under the Organizational Alter-

natime section.
%.

.:
. .

Discussion
:4

It should-be remembered that a baac 'thesis ofthe organizational alter-
.

native.presentia is that th:Office of.Education Prognmns does operate

schools." ./n keeping with the desire to have it fundtion in a manner Me.

that Of a State Department of EduCition, all operational activities have

peen eliminated.and,thetwo basid functions--,money and:technical services--

remain.

. 4".

. 41.4

Appendix B is a.brief paper. discussing teacher recruitmentlar:the.Buau .

of IndianWfairs: Thee are two:basic facts'to be Cdfisidered in elimina-:

ting Teacher Recruitnent ., First, with the emergence of Indian.schok

. . . personnel
boards, which is in keeping with.the policy of self-determanationdSelection

4. . 44 : . 4.
. 4

1 4

,
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has become increasingly a local'function. The board of education must be'

involved in teacher selection, and this approach minimizes the necessity

fora national. recruiting activity.

Second, for the first time in this Century, there are enough teachers being

graduated from colleges and universities to meet the demands of schools.

In fact, there is a. teacher. surplus. This means that local people will be

in a position to recruit nad retain teachers in antanner that is unprece-

dented. A, national teacher recruitment unit is simply not needed, and

should be dliminated.

National Indian Training Center (NITC) represents a unit that operates at

great expense, in relationship to.its product. Tbo, there has been no

identifiable expression of need from Indian People for such a center other

than for lay leaderdhip4training. The direction suggested, and it is one

that is already in effect, is that local personnel and Area Offices, handle

most'ofthoseItinctions now lodged in the NITC.. Ibis means that iheNITC:

as itexists,.and as BIAeducation operates toda, is a duplication of

effort that could be eliminatedidthout undue loss oi turned over, in

total, to the Civil Service dommissionfor:traini4"use. :

.

The Division of School Operations Coordination, as it exist's, and acbording

to the Departmental Manual, ChapterV, Part.13.0.5, is2a duplication 6f

effort of most every other division. PerhaPs most Important is the "opera-

tionar aspect of its function. OrienaLly, desigried to service schools in
.

. .
,

the Southeast and others whidh might report directly to Washington,

kis.iunctfOns ws aiier("xi 6y the creation Of an operational unit in the

Ctfice of the Cornissioner to 'handle the Southeast Agencies. With the.

CffiOc of Education Programs strictly non-op ierational, this division s

.
. .

15
,



-13-

no longer needed. Appendix C ifthe part of the Departmental Manual which ;

pertains to KA Education.

Selective reductions can be accomplished by reviewing priorities and rela-

ting then to existing allocatims in staff and money. Fbr instance, while

the legislative liaisokfunction is identifiable and necessary, experience

., has shownthat it does not require a large staff: However, those working

in this arearmst be highly proficient and knowledgeable of thegovernment

and its workings. ..,rt is anticipated that some reductions could be achieved

by organizational changes. Legislative liaison would probably function

better in closer organizational proximity to the Director of Education Fro-

grams --which means the activity can be carried out with much less staff

than that.now used--possibly two (2) persons.

The fuitctions of school board leadership and contract development which

have been assumed by this Division are now properly looated in other

Divisions.

"Examples of other possible selective redactions'that Are discusted in the

.paragraphs.that follow.

- .

Figures TWo and Three belad, give an overall explanation.ot permdnent

authorized positions for the Office orEducation Programs. It should-also

be noted, that the total'of 138 is a reduced figure front what.it was.in

197Q. There has been a gradual reduction.in size of the total permanent

aathited'positions for -the Office df Educatim Frograms., 4Next Page:fbr

(figures two and three). .
. . . .

.

16
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FIG6RE THREE

r3.4-

Total Authorized Positions 138
50 Percent to be Eliminated 69

Tbtal Remaining: 611
.4.69

Hoof Positions to be Eliminabal 69

a-School Operations tivision 11
b-lac .

c-Teacher Recmitrient 16

Iota Eliminated: -43.
Less Three Units Above -45
Total Remaining to be Taken ftom
Other Units 24

Other savings could be achieved immediately by:

°Suspention of funding "details" of Gentle]. Office pattonnel

to work in non-BIA or non-educational activities.

Combining Youth Affairs with regaining functions.

*Reorganizing staff to streamline operations and eliminate

duplication of effort.

°Cutting employment of temporexy employees.

*Developink pxogram guidelines and reducing considerably .

, the neumbr oftcatracts.

. .

There ere 'pow about four eiployees .of the Office of Education Pr.ograms . .

. tbat are on "detail" to non-131A or non-educitional tunctions. These posi-

tions will be reyiewed to see if they are needed. If they are, their de-,

tails will be rescinded and they will return to a reduced Office of Educe-

'tion Progrems. ll.xttme details will be reviewed close; y and 4-t elationship

to a ieduced operetion.

The Office of youth AffOrs, /low. situa'p§d irrmediztely under the Conmissioner,- . .

win be reassigned and paacedunder,a Unit of the Office:of Education

grams. This act alone, would save more than $200,000.. . . ..
7
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A close look will be taken_ of the total Central Office to further identif;

duplication of effort so that services may be continued, but in a different

and reduced manner. It is believed that streamlining can,be achieved.

There are now 20 temporar9- employees on the staff, ranging from GS-2 to

GS-13. These in total or in part could be eliminated as a money-saving

effort.

There are a number of expenditures associated with contracts and training

that could be cut. A more important act would be to review closely the

entirS need in this area, establish firm guidelines, and follow them. It

is estimated that a considerable savings could birealized in this one

activity alone.

Before concluding, a brief discussion pertaining to geographic location of

the Office of Education Programs would be appropriate. The Reorganization

'Task Force recannended that program, personnel be located -in Albuquerque,

New Mexico, while those _concerned with money management be located in

Washington. Experience has veriiied ttie efficacy sand wisdom of this recall-..
mendatj:on. One of,themain rx,irfts to be made in this paper is that the

.
Washington-based staff should be slioh that it has general "fieicibility and

'has two main funCtions of legislative liaison and the management of.manei

and *associated Matters. The Albuquerque Office ha; major responsibility

0

for program direction under this concept. The two functions merge at the

Directori.s Off,icg. Again, it should be emphIsize4 that thii arratagement.. . .

has proven its value and its merits, which this brief paper does not have

1.11 detail",4ai-e. Appendix IS' presents an Organizational

chart of this discussion.

18
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MU-CA:110N DIRECTOR

In a reorganization, a remaining factor demands attention. The position

ofiarector, Office of Education Programs should be made apposition with

line authority, retitled,And regraded. This need ismademme urgent by

the passage of P.L. 92-318. Title IV of this Act establishei the position

of Deputy Commissioner of Education in-the U.S. Office of Education of the

GS-18 level:

The present function, title and grade relegates the Director of Education

Programs, and the progrmn he represents, to a secondary role although the

impact of Bureau operaticigNarlat least equal if not greater than those

in which the U.S. Office of Education will engage.

IMPLEMENTATION PROCEDURE

The implementation of the reorganization described in this paper involves

marwcomplex moves that Must be handled dexterously, yet with dispatch.

'Immediately following adridnistrative approval. for .the reorganization, it is

suggested that a three-person dommittee be delegated to carry out the work.

Re4rzanizations always.invoive close relationshdpstosersonnel andto the

employees affected by the'Moves.-"Dhe three assigned to do the work would

be involved primarily with personnel matters and would work closely with

Division Chiefs, the Director, and Personnel% It is strongly urged that

the total reorganization be achieved in as dhort a time as is practical

and t14t decisions.relative.to be lade early and held fast.

Anothei important point of the implementation process would be-an "Out-Flace

went Frogram" for employees whowould wish to seek.employment in.ftenoies.

outside the BIA. It is thought that this program shouldstart as soon as
. . .
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-

. .
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the organization of the Office Of Education Progrems is started. A reduc-'

tion-inforce in the Federel Gavernment is a canplex and demanding human

eice.rcise under the best of circumstances. It is the sincere belief of those

=caned that an out-placement progrem would do much to mitigate the effects

and difficulties generally associated tl:Ith a RIP action. The omnittee
t

suggested abzwe would be a key focal point in this progrem,-too.

In conclusion, it is believed that program direction in BIA Education can

be maintained if the above suggested actions are taken. It shotad he

understood that the policy of self-deterndnation is at the center of thought

behind this paper and that it relates strongly to local control and a better

school for the Indian child.
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EiECUrIVE SUMMARY

BACICCROUND AND SCOPE Or THE STUDY

When the new Director of the Office of Education Programs, Bureau of

indian Affairs, took office in March 1971, he found that the Organizational

and functional structure associated with Indian education had not kept

pace with the evolution of the programs themselves. To correct this im-

balance, he established an ad hoc task force of experienced Central Office

and area personnel and asked that the group review the functional and or. .

ganizational 'structure and report to him by May 3, 1971, with recommenda-

tions for theii improvement with regard to the Office of Educrtion Programs.

Further, he requested Task Force judgments 3S to which functions should

brirperformed in the Washington element and which ones in a field-based Cen-

tral-Office element or elements. This was alsessed without regard to spe-
.

.cific geographic location of field-based elemenis.

rhis document presents the highlights of the Task Force report and

summarizes its Findings, Conclusions and Recommendations.

g1.212621

Thelask Force design involve& one week for planning, one for data

collection and one for analysis and report writing. Data c011ection ih-

cluied review-of relevant documentation and-personal intervieum with the

Staff of the Office of Education Prograins and with key officials of the

Baresuof Indian Affairs, both-in Washington and in the field. The result

of this research and the subsequent.Task Force discussion is a recommend-
.

ing document which represents the views and conierns at every lever of

.

operation. Throughout.the studi,,the Task Force work was based on.the

.

broad objective of a.total ethicational progrma reApongive to Indian

-1-
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people at the local level, permitting self-determinationwithout

termination.

FINDINGS

are:

No significant points were evident during the data-gathering phase:

Opinions varied considerably as to the quality of education
program activities and the potential approaches to their im-
provement.

There were many significant factors other than goals, functions,
and organizational matters influencing education program success.
These were so interrelated with Task Force areas of interest
that it was necessary to consider them in the study.

Significant findings are presented in eight major categories. They

Goals and Objectives

.Priority Definition

Outside Influences

Distribution of Functions

Administration

Methcds.orOperation

Communications

V Attitudes

CONCLUSIONS AND RECOMMENDATIONS

Results of the Task Force study are presented in four major elements:

s Goals and Objectives

Roles and Responsibilities

.
. i. .

.

Functions . ..

Orianization

..

"".

o .

'.2L

25
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Where there Are several desirable alternatives, the report includes

these and comments on the points for and against each.

Goals and Objectives - The Department of Interior Manual, Section

130.1.1 includes a sound overall function for the Office of Education

Programs, The related objectives (Section 101.01 of the ll/A Manual)

include guidelines which should be'updated to define more accurately

what constitutes adequate Indian education for the Seventies.

once updated, the Objectives and Guidelines and their associated

standards and criteria should be widely disseminated to permit a con-

certpd effortetoward accomplishment at all levels.

Roles and Reseonsibilities - Chapter V 'describes in capsule form the

relationships of various levels. In brief, the school is specified

as the 'operating unit; the agency as the source of a yearly plan of

education activities for the reservation; the area as evaluating and

.supporting reservation programs and maintaining state and public

school autbority relationshipi; the Office of Education Programs as

providing leadership and assistance in planning, developing, and

evaluating the overall education.progeam for Indians and Alaskan

Natives; the Commissioner and Associate Conimissioner of B/A as pro-
.

viding leadership in interpretation of Departmental policy; the De-

partment of Interior as managing, conserving and developing natural

-resources.

Figure 1 illustrates.in chart form the actiyities at each level

and ineir'relationships.- I.

Functions - The Task Force identified and.defined eight majoi

functions in the Indian.educaticn field, aA follows:

4 26 .
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a

RELATIONSHIPS AND LEVELS OF ACTIVITIES
:k

Level

Activit

Depart- BIA
ment Commissioner

Central Off.
of Education

(Inter

Area Agency School

.

Direction I /
.

/

Allocation V( tofr

Coordination /

Review and
Evaluation Of / VI

.

Technical
Assistance
(Consulting)

.

i*

I /1

Program
-Design

-
I/

'Operation .. .

.

.. .

. .
.

.

Planning .,

,

.
.

P/1. 17

Budgeting
. ..

.

.

.
.

.

./

to'

.

Staffing
Standaids if

. .

/ 1/

Repo rting

& Recording

.

.

.

VP 10/..

.

1/ V(..

Contraciing

.

%...

.

. .

.

.

.

,

if.

: Ire Squares denote primary level for an activi.ty,
. . ,

. -4- ,
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general Management

Internal Services

Research Evaluation and Program Review

Communication Services

%

"to Legislative Liaison i PLIIL(141

Contracts and Grants

Consultative Services

School.Operation and Coordination

4.
Through detailed discussion, all current functions mere clarified

. 'and related to one of these new iunctions by definition. A signifi-
.

eant point is that the new functions closely related C43 the standard

terminology and functional groupings for state education bodies, as

expressed in the Department of Health, Education and Welfare Office.of

Education puilication, A Handbook of Standatd Terminology and a Guide

For Recording and Reporting Information About State Education Agencies,

. .

- Fourth Draft.

. .

figure 2 presents the eight functions:kr' chart forms.with their

relations to activities.

Organization Structure . The Task Pprce used the foklowing criteria

in arranging the.identified.functions fi?r admihistrative organiza-

tional purposes:

Objectives

Indimidual career aspects

Clarity and completeness

Homogeneity ..

Spun of eontroi Jnd distance

28



Figure

FUNCTIONS AND ACTIVITIES
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0

Coordination

Author/A'

Definition

Economy

Balance

. A number of individual suggestions for change to Central Office

organizational structure were made available before and during the

course of the study. Thi Task Force selected two of these as repre-
.

sentative and considered them along with two structures developed by

the Task Force itself:

Option One - The presenr organization

Option Two - The structure recommended in January, 1971,
by a Task Force on Realignment

Option Three - An organizationalarrangement.by function

Option Four - An organizational arrangement by location

Thase alternatives are described below,

Option the - The Present Organization

The current structure (figure 3) was included principally to provide
. .

the basic option. No significant advantages were detecied in thii

structure. Disadvantages were identified with respect to span oT

control, homoweity, degree of clarity and.completeness, and lines

-"of authority.

Option Two.- Progress Report Structure

This option (Figure 4) is the structure recommended by the.January

Task Forte on Realignment. While the Jinuary study.was responsive to
,

- the needs of rndiari people.at the 'ideal level, :rhe rejection of this

30
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Option ls recommended on three counts:

ipte organization in based on a broad reorganization concept
"which was never implemented

It lacks a clear definition of functiOns

The structure is too verticat, with too many levels of super-
vision

Option Three

One of the two options recommended by the Task Force for consideration

by the Director, Option Three (Figure 5) is i siructure in which each

of the eight basic funetiona is assigned to an indi4idual element of

the Office of Education Programs. The function of Consultative Ser-

vices operates from a field location (or tocations) outside of Wash-

ington; all other functions are Washington-based.

Option Three has a number of advantages. rt sharpens responsi-

bility assignments and reduces the Directo's span of control require-
. 06

ments. The functions of each elemenz are cleai-eut and mutually ex-

clusive. The option meets all organizational criteria tests,,and allows

maximum flexibility for the development of additional organizational

arrangements or.options.

Option Four

ThiS option CFigure 6) was devtloped to:

o Narrow the Director's span of control even further than Option
Three

. "
o Provide for closer coordination below Director's level of the
functions of Consultative Services and Research, Evaluation
and Program Review, which have a strong similarity of interests
in the innovative aspects of education.

These modifications are achieved through a two-deputy system --

. me deputy to be based in the field, with the responsibility.for
. .

'3 3



I

Figure S
8

:OPTION THREE

a L S. am. a BO

, q'::
I

. .

.

Dirac tor"

Deputy

Lfaison
In ternal.

Services
Communication

Services

Consu ltative
[2ervicea

ifieldl

..Contiacts
and Cranps

Areas-
.

(
uation and

I School.
Operation

Research Eval

;Itonam Ravi, Coordination

41.1=t

.7.



- :".

Figure Six
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ConstiltativeServices and Reseatch, Evaluation, and Program Review;

the other, based in Washington, te have the responsibility for Internal

Services, Contracts and Grants, and School Operation Coordination.

The functions of Legislative Liaison and Communication Services

report to the Director as in Option Three.

411.

The Deputy position in the field makes possible final action for

the office on Title program approvals at the field level, close to the A

user, and similar top supervision in the field for film library and

publications services.

Options Three or Four 'have many adyantages in common. Both con-

tain all functions appropriate tOeducation programs, and indlude Pro-

. /gram Planning and Analysis, which under the present structure reports

to the Associate Commissioner rather than to the Director of Educa-

tion Programs. Both options recommend a field location and an im-

proved distribution of office'functions between Washington, D.C., and

the field location. Related activities are cloiely grouped. There

are clear lines of authority and definitions.of responsibility, and

these options have both achieved better balance than ihe current

structure in terms of size and scope and responsibility for each ele-

ment.

Although the Task Force recognizes the'possibility of problems

for coordination and control in Option Four (because the two Deputies

may net enjOy equal status, due prOcipally to their unequal distance

from the Director), a majority vf the Task Force recomTends Option

Four over...2prion Three. It is unanimoushragreed that either woult:

provide an organizatton.superior to those proposed iq Ootioni One or Two.

-13 -.
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Other iecommendations - In the course of the study, the Task Force

developed several perceptions which were outside the direct scope or

beyond the depths of their charter, but were so significant as to

deserve inclusion in the record.

Line Authoritx - if the Education Program of the Bureau
iS to be truly revitalized, its head must have line au-

---------thority flowing from the Commissioner, through him to
the field office. More than half of the Bureau's re-
sources, both with respect to personnel and to budget
now go_to Education activities. Merging Education or-
ganizationally with other programs under a staff direc-
torship blurs its importande, detracts from its status,
and conflicts with the emerging national interest in
Indian education. It places in doubt the Bureau commit-

. mint to this activity and lends support to arguments for
iti removal from the Bureau. The Task Force suggests
consideration of a separate Associate Commissioner for
Education.

Adult Education and Adult Vocational Training - the Task
.Force recommends a closer relationship_between these ac-

- tjvities and ether Indian education program. This should
be achieved by increaiedtmphasis on coordination at all
levels between the Office of Community ServiceS and Educa- .

tion Programs, rather than by shifts in responsibilities.
Current placement provides important ties with other com-
munity activities, and 'achieves maxiMUM visibility of the
programs which is essential to an appropriate level of
funding.

Position classification - Task Force organizational recom-
mendations should not impair current position grade levels.
On the contrary, the Task Force.feels that-the Deputy po-.
sitidns in any recommended option'should be establisbed.at
a minimum orgrade GS-16, to provide appropriate authority
and representation and to attract and hold appropriately
qualified personnel.

Title programs - Administrative responsibilly should be
in the Washington office, with the aliocation activity
assirned td Lnternal Servtces. Intermediate levels should
look.to the Central Office for assistance.which is not lo-
cally availpble.

.

Publications - Confusion exists with respect to location
of the responsibilities for development; reproduction and
discemination of publications and ether eommunications

-14-
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and instructional media. Resolution of the confusion
should be given priority attention by the Director, and
his office should become directly involved in the initial
steps of developine educational publications.

Budget - Current preoaration.orocedures and administration
. should be undated and streemtined. MultipLe mmerlapping

forms and submission procedures Ahould be simplified and
standardized to permit more attention to the substance of
program justification and less to the complexities of the
process itself. This change would encourage local parti-
cipation, which is now in some degree discouraged by the
complex procedures.

38.
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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 bmportant

to any change', but La 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 bnplemont the goals of /Mien ini-

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

up potential sources of strength for the applic6tion of study recommenda-

tions.

. .

"In closinge it is suggested ihat the ingredient necessary to utilize

thee obscrved 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 emploiees rehected a caliber of leederihip

needed -- leadership which demonstrated and generated in others a subtle
. .

but pervasive concern for the Indian ahild, and wh;ch provides the under-

aying sense'of optimism that usually assures success.

19
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APPENDIX B

Subject: Recruitment of Teachers

SeveNal developments have produced a need for an immediate and profound
alteration of our teacher recruitment practices. Most importantly is
the policy of Indian Self-Determination which translates into the
ability of legitimate, local Indian school boards to enter into the
staff selectioq process. Under the present system of nation-wide recruit-
ment and hiring, these boaras simply cannot effectively participate in
teacher selection on initial hiring. This is a situation which we
cannot, in good faith, allow to continue.

Given the overwhelming justification presented by this policy conside-
ration it would appear unnecessary to cite any further rationale for
making a change, however, it is probably useful to do so .in order to
establish the direction most appropriate for the change. One such
consideration is the change in the teacher supply situation nationally
where a shortne which existed at the time of the establishment of the
Teacher Recruitment Unit has now changed to a teacher surplus. All
areas have indicated that there would be little difficulty in obtaining
more than enough applicants to meet the needs of their schools.

A more negotiable, but still pertinent consideration is the financial
and personnel squeeze which faces us for FY 1975 and FY 1974. We can
just not afford more than a quarter of a million dollars and 16
positions to do this job when the areas have stated that they could
absorb the recruitment effort without additional staffing except for
the major users, Navajo and Juneau where two and one additional staff
members respectively would be required to adequately perform the task.

In light of the above, therefore, I urge i phasing out bf the Teacher
Recruitment Unit and return of the hiring responsibilities to the Areas
for further redelegation as may be post appropriate within each Area.

. .

Dae.to the lead time necessary in effecting charge, it ie essential
that immediate action be undertaken so that recruitment.for nzxt year
can be influenced by local Indian People and savings in. funds and ceiling

;realized. The Office of Education Programs will be more than willing to
to assist in smoothing the transition including the plac6ment of Teacher
Recruitment staff into positions within the education structure.

O
4.t -

"s1 -
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PERIOD COVERED
PROM: 9/20/71
TOI 10/29/71

a.

BI-NEEKLY REPORT
INDIAN EDUCATION RESOURCES CENTER

Elementliry and Guidance only

. AREA GOALS TOTAL OFFEiS
Period Cumulative

DECLINED TO THRU
Period Cumulative

ABERDEEN 55 3 231 2 169

ALBUQUERQUE.. .27 1 42 0 11

Eguncs% 3 1 7 0 4

tENTRAL OFFICE 0 5 0 0

DATA CENTER 0 0 . 0 0 0

'JUNhAU -78 0 127 0 37

MUSKOGEE. , 6 0 30 0 24

NAVAjO 213 0 11011 0 790

PHOENIX 35 0 91 0 52

PORTLAND 2 0 o 0

. .
TOTAL 424 13 1,546 2 1,087

1.4 4

. 471 fl4&e* . 6.. 0.1.

FISCAL YEAR 1972

FINTL7MITUTION-r----DECLINED TO AREA &
REFERRAL TO AREA OPF RETURNED TO TRU

Period CumulativePeriod Cumulative

1 62.

1 31

1 3

0 5

0 0

0 90

0 6

5 221

3 39

0 2

11 459

1

0

0

0

0

0

0

0

2

0

3

7

4

0

0

0

14

0

9

4

0



1972 RECRUITMENT YEAR REQUESTS - AS OF 9/1/72
REQUEST FOR 1972 SCHOOL YEAR

Remainder of,1971
School Year

Before Week Week Week

August August August August
9th 14th 21st 28th.

/TOTAL

ABERDEEN 1 25 27 12 10 75

ALBUQUERQUE 9 10 19
,

7 6 51

IERC (IAIA) 0 0 9. ) .0 0 9

JUNEAU 0 59 5 0 2 66

MUSKOGEE 26 5 0 3 0 54

NAVAJO 27 37 53 17 13 147

PHOENIX 42 33 11. 5 3 94

PORTLAND 14 6 0 0 2 22

S.E. AGENCIES 1 1 12 6 2 22

TOTAL: 120 176 136 .50 38 520

224 after the August 9 deadline .

.
I
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Department of the Interior

DEPARIIIENTAL MANUAL

Organizational Part 130 Bureau of Indian Affairs

Chapter 5 Education Programs 130.5.1

.1 The Office of Education Programs is responsible for
administering programs which will provide educational
opportunities to Indian youth and adults in either Bureau,
public or private schools as well as in non-school settings.
The Office is under the supervision of a Director and includes
staff specialists to review and'evaluate educati6n programs
and related legislation; for directing and coordination of
school operations; to develop programs of assistance to public
schools enrolling Indian students and to Indian students in
public or private schools; for the planning, and development
of educational programs for Bureau schools; to coordinate
the acquisition and maintenance of educational facilities;
to develop programs which will meet the needs of Indian
students but which are not provided in the classroom; and
for basic and continuing education of Indian adults. The
Office includes the following divisions:

A.. The Division of Adult Education develops and arranges
training for adult Indians and Alaska Natives in both basic
skills and in achieving a higher level of achievement. It
develops general guidelines for obtaining greater tribal
involvement in more meaningful adult education. It also
provides interagency liaison between Federal agencies having
Adult Education programs:.

B. The Division of Communication Services is responsible
for communicating the policies, objectives, plans, and guidelines
to Bureau education program personnel and for development of

. educational publications and newsletters.

C. The -1.vision of Educational Assistance located in.
Albuqueraue, iMexico,assalsintlevledeveopment of plans
for sppcific services to Indian children in public schools;
and.provides assistance in the. development and administration
of the various titles of the Elementary and Secondary Education
Act and other programs administered by the U.S. Office of
Education.

D. The Division of Educational Planning and. Development
located in Albuquerquer New Mexico, reviews and deveiops new

. and innovative educational programs for possible use in
Bureau schools; performs or monitors selected research on
specific educational problems; and provides technical assis-
tance on new programs.to public schools educating Indidn
children.

2/16/72 CReiease No. 1399)
Replaebt'11/12/71 (Release lb. 1362)
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E. The Division of Evaluation and Program Reiew conducts
or arranges for evaluation studies and program reviews hich
provide information to effect long-range or immediate improve-
ments in the education program, 4.ncluding direct evaluation
of major components of the program to determine effectiveness;
evaluation assistance to individual schools to develop an
effective internal self-evaluation system; performing compliance
reViews of specific Johnson-O'Malley contracts with states
and tribal groups; and monitoring evaluation of all ESBA
Title programs.

F. The Division of Internal Services coordinates educa-
tional program planning; budget and fund allocation activities;
and administrative functions in the Central Office for educa-
tion programs including maintenance of records and reports
which contain data pertinent to various educational interests.

G. The Division of Legislative Review develops, reviews
and prepares legislation on Indian education ccordinating with
other governmental agencies, Indian interest groups and others
on education matters. The Division also provides for interagency
coordination of educational matters.

H. The Division Of School Facilities located in
Albuquerque, New.Mexico, provides assistance in developing
physical facility requirementvfor the Bureau education
program; in the development of long-range plans for construction
and maintenance of school buildings and criterid for ihe
management of school space and procurement of school
equipment; and in the selection of school sites.

I. The Division of School Operations Coordination
reviews and evaluates programs and operational problems
related to off-ieservation boarding schools and post-
secondary schools operated by the Bureau; develops arid
coordinates general enrollment policies, curricula and
administrative systems among off-reservation boarding
sóhools; provides technical assistance to the post-seconelary
schools and to the schools at Seminole, Choctaw and
Cherokee Agencies; and facilitates.communication and
interaction between off-reservation boarding sdhools.

-2/16/72 (Release No.1399) .

Replaces 11112/71 (Release 1+1..). 1362).
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J. The Division of Student Services headquartered at
Albuquerque, New Mexico, develops and evaluates programs,
policies and legislation to provide pupil personnel services
to help students in Bureau shools and in schools operated by
Indians and Alaska Natives overcome individual handicaps
through special education, psychological consultation, child
guidance and school social work, including diagnostic and
remedial services; and assists in the administration of
scholarship grants for higher education.

K. An Instructional Services Center, located in Brigham
City, Utah, develops instructional material and training
program for Bureau Schools.

.2 The organizational units of the Office of Education
Programs which are located in Albuquerque, New exico an4
Brigham City, Utah, are coordinated and supervised by a
Field'Services Administrator who is physically located in

Albuquerque.

. .

. '

. "

.2/16/72 (Release ft. 139.9)
Replaces 11/12/71 (Release No. 1362)
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Chapter 7 Administrative Services 130.7.1

.1 The Office of Administrative Services is reiponsible
for developing and evaluating programs and policies for
providing administrative and housekeeping services to all
parts of the Bureau. The Oftice is under the supervision
of a Director and includes a Contract Advisor who provides
staff assistance in the developmdnt and evaluation of
programs related to contract policies and practices.
The Office includes staff specialists for the functions
of contracting services, personnel management, property
management, and safety. The Office also provides personnel
services, office services and records and mail services for
the operation of the Washington Office and selected field
units of the Bureau.

A. The Division of Contracting Services develops and .

evaluates contracting procedures and t:ichniques, and
develops proposed legislation for procurement and contracting,
with emphasis on Indian involvement through the contracting
process, and provides operational contracting services to
Central Office organizations.

B. The Division of Personnel Management develops and
evaluates programs, policies, and legislation for obtaining
and managing personnel resources.of the Bureau, including
programs for position classification, wage and 'salary'
administration, recruitment and'pl'aceffieht, training', career
development, position management, employee and labor relations,
employee benefits, and manpowerplanning and forecasting.
The Division also proVides staff assistance to the Bureau
Equal. Opportunity Offider. The Division includes a Brandi of
Personnel Services which serves'as an operating personnel
office foi the Washington Office and selected field units of
the Bureau.

C. The Division of Property and Supply Manaaement develops
and evaluates progra=s, policies, and legislation for manage-
ment of the personal and real property resources of the Bureau
and trust properties used in Bureau programs, the procurement
of supplies and services by other than formal contract
procedures, incluag an e:mensive excess property acquisition
and utilization program. The Division includes a Branch of
Office Services which provides office operation services for
the Washington Office and selected field units of'the Bureau.

. 2/16/72 (Rele2se No. 139)
. Replaces 11/12/71 (Reieast No.. 1362) .
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D. The Division of Safety Management located in
Albuquerque, N. M., develops and evaluates prograbs, policies,
and legislation for the prevention of accidents, reduction
of injuries and fatalities, improvement of health and safety
conditions, and processing of tort and injury compensation
cases. The Division includes a Safety Liaison Officer
located in the Washington Office.

E. The Records and Mail Management Services Office
provides records and mail operating services for the
Washington Office. The Office is responsible for the
maintenance and disposition of records in the Washington
Office and selected field units of the Bureau.

F. The Field Sunnort Services Office located at
Albuquerque, New Mexico, provides acministrative and house-
keeping services for the Central Office field units located
in Albuquerque, N. M., Denver, Colorado, Brigham City, Utah,
and Santa Fe, New Mexico. The Office includes the branches
of: Personnel, Property and Supply, Property and Supply
Liaison, and Teacher Recruitment which recruits teachers
.Bureauwide.

.

6.2716/172 (ReleiSe No. 1399 .

Replaces 11/12.41 (Release No...1.30)
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Chapter R Fiscal Plans and Management 130.8.1

.1 The Office of Fiscal Plans and Management is responsible
for programs which support all parts.of the Bureau in the
programming, acquisition, control, accounting, and expenditure
of financial resources. The Office is under the supervision
of a Director and includes staff specialists to assist in the
documentation of programs and plans and conversion of thoSe
programs and plans into budgetary requests, account for
Bureau and Indian trust financial resources, and analyze
the feasibility and justifiability of new and on-going
programs. The Office includes the following divisions:

A. The Division of Budget.develops annual and supplemental
budget estimates. It assists in the presentation of the
budget to the Department, Office of Management and Budget,
and Congressional appropriations committees and coordinates
preparation of testimony for hearings. It administers the
distribution and control of appropriations and manpower
resources.

B. The Division of Financial Management, with offices
in Washington. D. C., and Albuquerque, New Mexico, plans,
coordinates, and evaluates the anancial operations of
the Bureau. It reviews and anar Bureau fiscalli

.. accounting systems fo Tr.Bureafisc resources including
. wtrust funds. The. Division,p.rovides professional assistance

.

in thp ititerpretatiem, preparatiOn, and idiViniitratiOn of
related fiscal and financial regulations and the development
of programs for investment, utilization, and control of
Indian and-Alaska Native trust funds. The Division includes
the following branches: Branch of.Financial Systems,
Branch of Financial Operations, Branch of Investments and
Indian Service Special Disbursing Agent, Sranal of Researdh,
and Branch of Liaison and Service.

. k.

C. The Division of Program Analysis is responsible for
conducting program development and analysis in support of
BureaU operations and fiscal and budgetary plans. It
performs studies to evaluate program alternatives appraise
program effectiveness and establish a basis for selection
of priorities, alternative lemels of fundingt program mixes,
and program formulatiOn. The Division providet advisory

.

services on techniques of program development and analysis.
I& prepares program documentation n accordance with_OMB

'CirCular'A-11:' ..
-"

. .

. . .
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D. The Division of Statistics
coordinates

the planning

development
and technical

direction
of statistraal.activities

and programs,
including

provision
of statistical

analysis

in support of special studies and statrstical
controls and

te&hniques
for the solution

of basic problems.

:

,

- .1/14/72
(Release

No.1387)

Replaces
11/12/7.1

(Release
No. 1362)
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