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Facilitating Change Through A Simplified R & D Process .

. I3

Research findings are seldom put into practice and there are un-

4 )

.doubtedly numerous reasons for this. Bell (1975) suggests'that one & -

L

the most important factors is_the‘failuré of R&D personﬁel to invplve

program users in the early stages of the research process. He further (

. 4 .

points out that educational researchers ﬁavé often chosen inappropriate ';

' -

‘. N

tépics and areas of inquiry rather than focusing on the most argent and .

pressing needs of students in the classroom«and_tﬁé decision makers who .

»

must deiermi%e thé types of educational programs tHose students receive.
‘The conclusions that Bell (1975) makes would suggest thgt there is a

need for a'new R & D process - a process that would allow researchers to

£ v . .

- hd 'Y .
¢ommunicate more effectively with-both users and administrators (or

funders) - a prdcess that would facjlitate the extenaion of research
findings'into,actual practice. This paper will suggept an K & D process
» ' . . .

which has demonstrated its utility in addressing the igsues described by -

€

»

Bell. Following the description of the process itself, itgggﬁil}ty will

ect at the

r)

be examined by describing its applicatien in an oﬁgoing proj
] L

National Technical Institute for the Deaf. !
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«

« .
Degscription of the Process - ) R

- i ’

The process suggested in this paper is by intent not compliqated\ BN
- - ’ ’ . ) ' .
It consists of gour primary phases. These -four phases tepresent the _ .’

N .« . " . -

broad sequence of activities necessary for advancing the embryo of an

Al

idea into thé énd goal of actual practice. Thehfou; stages are: 1)

~~
1 - . ’

Research, 2) Development, 3) Implementétion, and 4) Maintenance.

\ ’
¥ - * . . Y

r". ‘- o ’ 4 ! . ‘,:.' B . ] .‘5
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" Evaluation is not listed as a separate stage since it occurs in all S
XS » b ’

stages. Figure 1 depicts the four stages and the relativé.pencenxages

of involvement of R & D personnel and the users for whom the program -
——— R '
is being produced,

" .
. , . , P
- '

ﬂhé absolute values of the percentages are not important in that this
. ~ ‘ .
LY
will change as a{gunction of the project and personnel involved. What

is imPoitant is that the users are involved in all four phases. Their
A .
involvement should ensure thatJ 1) the end product will be relevant to

-

the needs of the intended audience, 2) the content will be valid, 3) s .
users will view the program as "theirs and hencé, be more willing to
1

’

implement it. ) ) ,~ . e

-

Within each of the four phases are, a series of subordinate -activi- Tl

-
[

ties. In this paper ve will not attempt to elaborateée on those steps,

except to say that the \phases and associa‘d activities are not mutually

. -

exclusive. Research qctivities may be conducted during the Development‘

Phase, development activities.may be carried out during the.Implemendetion

Phase and of course, evaluation is carried out in all stages. The
category labels simply indicate thquelative emphasis of the different
types of activities. In other words, the Research.Phase‘s primary focus

is research, the Development Phase's, development, and so on.




‘students enrolled in regular college classes. . |
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S Using the Process Co.
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' During/the past.year the Department of Research and Development at

‘

the National Technical Institute for the Deaf (NTID) has been testing
the utility of this process. "’ Oﬁecgrojectvthat has been conducted using

the process as a guide is the tutoring/notetaking (T/N) project. A
3 Y
detailed description of the project has been reported elsewhere (Osguthorpe,

+

1976). In the past, two options were available at NTID for providing -

tutoring and notetaking services: . ) , &

N

[

""mm»mv

>

Option 1: Professionals (master's‘degree level of training) serving,

-

as both tutors 4nd notetakers. - \

o

dﬁtion‘Z: Professionals serving as tutors and student volunteers as

‘notetakers. - v . S

-~

L,

The first option‘became prohibitive from,a cost perspective as the

institute increased its enrollment'from 89 to approximately 900 students.

x

The second option resulted in notes of varying quality dnd decreased
contact between thé professionals and chrse insgructors. The T/N

project‘was initiated to provide an alternative that would maintain

-

quality at a reduced cost. The objective oflthe'project has been to

train normal-hearin; peerg to titor and take thes for deaf college

-~
- .

Before describing the application of the R &D procesa to_this pro-
‘_‘__ﬂ..r,_l_..\ "
ject, it is important to identigy,the ggsers '." As is the case with most

educational programs, the users aye composed “of several different groups.

-~

\ N *

t * , .
‘- - . ~
s - - .
. v
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In this project four distinct groups of "users" were identified.  The -
professionals were Considered as the primaxy group of users in the - * .

project because it hadebeen their responsibility to provide tutoring and

notetaking services and because the plan called for them to assume the . .
managerial responsibilities fox the progxam once it was &eveloped 4 . :
. - Another group of "users" would'belthe T/N's who wou}q be trained to " e
provide the&service. The T/N's were undergraduat: he;ring gtudents at .

the Rochester Institute of Téchnology (RIT) .~ Deaf students must also be

considered as users”in this project. Finally,.administrators who au-
& ' N 5 »
thorize the expenditures for the program are ip-a sense users.” It .

-t

S
should be clear at’ this point that it would be-impractical to involve

’ ' -* all users in ;he R&D process. ‘What is important is to ensuxe that each

- group of dsers is involved and feels a sense-of participation in the . T

- . A N
project. Since some groups of users are usually more central to the

.

-

success of a, program than other groups, it is assumed that these groups
- should be more heavily involved in the R & D process. This systematic
inVolvement of user groups in research and development activities is in

x oo direct response to Bell's (1975) injunction that researchers avoid-the

+ 7 common practice of designing programs and conducting studies in complete ;

, . isolation. ¢ LI - - T
.‘ »n _. B ’ v
*  In order to illustrate the effects of the R & D process a summary

2N

will be given .of the TVN.project as it has progressed thrOugh the Re- ’

‘gearch Development, Implementation and Maintenance phasesas .
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The Resgarch Phase

.In the Research Rhase data should be gathered to document an iden-

‘tified need. This data should also provide insight into the most ap~

«
%

*

propriate strategies for meeting the need. As strategies and/or pro-

5N

.

~ » ’

[ 4
_ grams are suggested, a thorough review of related research and existing Lo

programs should be. completed. In Figure 2 sample tasks are suggested

for each of the phases, including the Resgarch Phase. These tasks'are

provided for 11lustrative purpose§ and should neither be considered as a

>

complete list nor as mandatorv for all R & D projects. In the case of .

¢
*

the T/¥ project the need -for new support options became apparent as
- " -

s;udent numbers increased and the number of prdfessiongl ataff remained

tonstant. This identified .need was further assessed by interviewing
7 . .

2

. ~
professional tutors and notetakers. As the need became clear, alternative

L

strategies were proposed. The strategy viewed as having the most potential ’
N
- r

for meeting the established need was based largely on the use of parapro—
fessionals ae tutors and notetakers. Experts in the area of parapro-
fessional tutoring were'invited to NTID in a consultant role and exist-
ing literature-in notetaking-(espéﬂially for deaf,studEhts) was_re-
viewed. Follouing these initial steps, it was determined that a train-

ing program should be developed for the purpose of ensuring that para- /

-

profesfionals (normal-hearing peers) would have the necessary skills in .
order:to provide effective tutoring and notetaking services for deaf | N
1 . .- ‘ -
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'consi&ered an end id itself. Tasks for the Development Phage are <

” 0
\
* " ’ $ ~
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’, - : o '

A\

students. As Figure 1 .suggests » program users’ were ngt heavily involved

in this phase of the project. They did have input into the needs assess-

] .,

ment but were not responsible for reviewing research or writing pro-
. ’ /
‘posals. These taske were conducted by the project manager. It is im-~

s

portdlit- to note, however, that the users were fully aware of the T/N
' ‘e » ’
project and that it was in the Research Phase. This knowledge enabled

-~

»

users, administrators, and the T/N projéct manager to communicate more

' 3

“effectively concerning ‘the specific rbles and responsibilities of each

group., Users knew that their role wquld become increasingly important

as the project moyed from research to development. Administrators'

-

expectations and funding projections were aided-because they could.

predict prcgress and specific tasﬁ‘completion with greater accuracy.
.

N
v ¢
, ?
. r -
’

The Development Phase .

g The4gevelopment Phase can best be differentiated from the Research

o

Phase by considering the outcomes of each phase. In'the Research Phase,

> . A "
the outcome can be characterized as accumulated data. Some of this data

~ +

1s collected epecificallf\fbr the project and some is reviewei from pre-

vious research. The form that findl write-ups take is completely de- *
. N\

pendent on project needs, -but the primary outcome remairns as data.” If

- »

instruments are cbnstructed, they are also designea for the eollection

«
-

of data that will lead to program development, The irstrument is mot - * _
¥+ .
described in Figure 2.- In each -task, it can be seen that the expecteﬂ

[y

bdutcome is some type of interventign program. While data collection is

esgsential in the Development Phase, it is,ngt the primary. purppse of the

.
- . . * - L
L] . .




\

5

. . f Facilitafing Change

~

.. 8. .
e »

phase,, The primary purpose is to produce.an effective instruttional

program that will meét the needs identified in the Research :Phase.

-

. ¥

gs tne T/N project mdved from research to development, users * -

graduall& aasumed an inc?easingly important role.

and netetakers were asked for suggestions concerning the development ‘of ¢

-

Professional tutors

- H

-
-

a training guide for T/N's.

&

of

Meetings were held with groups of pro-

fessionals as well as separate meetings between the project manager and

individual tutors.

As the T/N guide was written, -professionals were

asked for critical feedback and suggestions.

A

Once the T/N guide was com

plete, the t

raining program was designed

Again, Pﬁ%ﬁbssionals and other faculty played a key rolé in the planning
h

and conducting of the training

program. Aft

£
ter T/N's had completed the -

training'program, the projEct manager continued in a supervisory role ¢

tutoring and notetaking skilis.

test of the T/N concept which was still in therdeveiopment stage.

. .
Professionals were involved in the field test, usually as‘scheduling

.

coordinators.

+were supporting, and the courses they were covering.

noted, howevet, that professionais had little direct contact with T/N's

during the development phase.

In essence,

, meeting with T/N's weekly and suggesting methods for improving their-
-8 . (4

this constituted the field
A

»

They knew how many T/N's were serving, what students they .

-

It should be

€

-

A Y

At the «close of the first quarter of the T/N field test, formative . v

. n
themselves, 2) students, and’3) faculty (see Figure 2).

Lt

_ data were qgllected from‘each of the threefpopulations involved:

¥

~

1) T/N's

The jinput

-

,obtained from these tprEe groups was used in making reviaions in the T/N
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+ e ’ 9 / L)
manual and training procedures (see Scriven, 1969). It is important to '7 .
note_at.thie point that the T/N project remained an "experimehtal"
program throughout the Development Phase. The primary purpose of the ;/
\project during this phase was to test the feasibility of the T/N con- - ‘
-

cept 3nd refine the program as opposed to providing the needed service. *

@
3

A - ! - v " /I .
Implementation Phase N 4 . . ‘

During the Implementation Phase the project is still experimental:

. R -

but the nature of the experiment has shifted. In the Development Phage
] ‘ .

the experiment is to find a procedure that will work in controlled

‘circumstances. In the(Implementatmbn Phase tﬁ t provcedure whieu worked
in a controlled environment is now- tested, in the "real world" with all
the users [for whom it was designed. The project director's role is one
of evaluatjon & revision, not one of direction’

"At the writing of this paper, the T/N program is nearing the end of

the Implementation Phase. The'T/N manual has wndergone extensive revi-

sion based on the formative data, sgeveral professionals in different

‘ colleges have assumed full management responsibility, and the purpose of -

4

the program is gradually shifting from experimental in nature to that of
!

providing service to students. This ghift in purpose is important for ’ :

two reasons. First, it is a signal that the program“is being conducted
/ : .
" as it was originally envisioned and therefore must be carefully evaluated.

[}

The evaluatign should be summative in nature - comparing the effects of
the program with dome other alteruative. It would have been inabpro—
priate to gather thig type of data earlier when the program was in ’

embryo because the data might have been misleading. For example, if

11 ] <,
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"the data were spositive, it could be attributed to the artificial manage-
\J

’
‘. ’ - , ’

-ment scheme and monitoring procedures thaf change during ;ﬁé Implementa-

. 3
)

tion Phase. L, ‘ :

. - . Summative data, then, should be kapherea when the program is in T
" 4 & l’ @ .
transition from an experimental study to an institute-wide system that ,

’

has been assimilated by usérs,aﬂd has, in effect, become ‘'theirs.'" The -

TI/N program is. now near the end of that'transitory phdse. ,Managers have _ |

" .- begun to think of the program as their own. They are testing its effec— . .
. \ .

*
\

tiveness with a variety of students in a variety of courses, They

N ~

continue to provide helpful'input concernisg chénges.and augmentations -
: - .

that would improve the program's utility, . i X

4

‘

Maintengnce Phase . - ' ' . .
N . i . »

If the'summative data collected in the Implementation Phage in- '

dicate that a program is meeting the needs for which it was developed, o

A ]

the program will "enter the Maintenande Phase. In the Maintenance Phase .

*

R & D personnel assume a less important role in the program ﬁut continue .
' \

to monitor its effects and make recommendations to program managers. .If

it is determined that tﬁe’program is no longer meeting the intended
needs, or if the éxpertéehtal environment chahges and the original needs

¥

.dissipate, R & D personnel ﬁay conclude that the prégram shéuld be

discontinued. Additional R & D maintenance tasks are described in
. 7 '
Figure 2, : . . .

After summative data have been collected on the T/N program, a

decision'will be made concerning the program's future. If the data show
- . \ . )

i , "
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: ‘ _that the program is meet_ing the needs- originally identified, the program

_ 11 enter the Maintenance Phase. In the Maintenance- Pﬁe, users. will
o Paihtes : ane I . ‘ : \ )
- - ) o : V. “ :
o .o assume al’f of the respon&ibilitfies .associated with the management and

> ¥
-- P -

'training aspects of the }rogram. R &.D pers'onnel will a.'sshme a less .

S

- vigible role b\t will sti!l be involved in the daté collection needed

- to ensure' that consis‘t‘entl_y higher quality support services are-being '

. o . | , delivered. -The'mechanis;; for co'llec'ting t:uch ;:tata wil‘l largely Be .
’ integral to the program at this pomt - ra‘ther than auxiliary to it.

This data might best be called system monitoring data’? (see Fipure 2).

N

) ) ~_By gathering this type. of infornfation, it is anticipated that program

>
v

improvements will continue as long.a:\!:he program is adfiinistered.

-

. ' . . .
’ > }
N =~
LI
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° The results of the T/N project WOUE suggest that the four phase . .
. s, K " . . 7
process can enhance the probability 6f'br'inging about innovation through
. N - .
research and development efforts. That:‘.%’:i‘%ot to .say thdt the process -
y N 5 - «

precludes the,occurrence of difficulties. It should be noted that the -~ ¢
T/-N‘ project ‘did encounter Some reaistance. It sh,o\uld also be noted, .

’ r .
however, that the problems that developed in the T/N project could
3 ay : b T .
usually be attributed to’ poor gommunication bet¥en the R & D staff and ‘
' B . AN
the users. Part of this communication copsisted of role clarification.

* It was found that when R & D staff ‘and admingstrators took time to
. - :

clarify ro&bs using the model, wsers and researchers had congruen£

”
»

éxpectations .

. There is no question tﬁat‘when R & D personnel use the four phase

-
¢ »

modeé; projects-are completed at a slower rate. Involving users and

administrators in the decision making‘f'qg:esses takes time, The trade- .
3«‘("‘,, '

A4 T

1

, off is the geater assurance that K

R4 7%

. « ~ N N [ B
improved practice. In the opirrion of &he guthors, the trade-off is
v\ < \ P . . N ] .
worth ita ' . . \, ' B
P, - . .
‘ - ~f9 . .‘t" ":f LY Y
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Facilitating Change Through A Simpl¢fied R & D Process (EVA)
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»

. .
' b .
- .

. - & ~
A four, phase process is described4yhich is designed to 41d R & D

- A - . . .
personnel in their attempt to institute change in educational practice.

The four -phases include: 1) Regearch, 2) Development, 3) Implementagfon

. [ ] » . ,
and 4) Maintenance. Emphasis is placed on increasing "user' involvement

wi;hin each stage of the process. Résults are given of an R & I} project
&

4

which qsed the four phase proeess as a guide.

The resulis show'that the -

process can be ugéfﬁ%é{ﬁ
-

Hvérs and- administrators, as well as R & D

personnel.
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Figure 2.’ Sample tasks emphasizing the rele of

-

evaluation in each of the four phases of the R & D process. .
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