LIPS R . :

B S ey

o,

‘ED,237 165 L " -' B .[o i ;
B T DO LR, VL
~“Ehrmghn, Stephen C. -~ -

TITLE ~ . - Imprdvihg Education: The Bhradox of Risk. " .
fPUB'DATE%fJ-SJYTlﬁAPIQBB&JLEjf‘}'7,v“fsi;}‘; L .

PUB TYPE © ' Collected Works » Serials (022) -- Viewpoints (120). ..
TJOQBNAL c1T?L.w';nnovationﬂkbsgréctsg_v5'nxp=Ap:'1,1983“. L
EDRS PRICE -, . .MFO1/PCOl Plus Postage’ "~ - - = i'

;jpESQRrgTQRsV;;:_compétitivéxselec;ionjhnemohstratiénﬁéﬁqgfams;;A;

.
™

*

.  #Educ§tipna1gIhprbﬁeﬁent;,*Eduthiqné;1Inndﬁati6ﬁ;F*"f;ff
B ) . *Federal Aid; Grants; Guidelines; Opinion Papers; -~ ° . :
s ~ Postsecond :yggducation;vaqg:am Proposals; ' . - o

w0 ... Success ) : ST S . . S e

LI

CABSTRACT - oo hc el T T
... - - ... Projects supported by the Fund for the Improvement of -
. Postsecondary Education. (FIPSE)/have a very high survival ratio after '
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“‘include/ allowing mdximum’IOCa;_freedbm-to;iramg:g_problemfandfdesign,_5*

"a solution, and mainfaining/high standards for assessing the - . ..
gfsignificancerand}feasibiliFY'otyproposals.FThis;cfeateshajrigorous Lo
.;cpmpetition‘{hgwhich.oﬁly:the§veny,besttoﬁjtheﬂmanyiprdppsalsj_;~'g S
“received are.funded. Most/ideas and action plans are not very good, .., -
.‘but a few are very gOQd;‘ndegd;»A c¢mpe;itive;]openfrgviévarOCessj[j W'-
-.such as. this is ideal for spotting the good: ones. Several states have. -
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IMPROVING EDUCATION THE PARADO@( OF RISK

Many colleges hes1tate to pay the prlce for reallocatlng funds to new programs_
because innovation is_risky. And they are r1ght——rnnovatlon is-indeed’ risky, as many
stud1es have shown.. *Yet' a $422,000 external evaluation' of projects supported by the |-
1 Fund for “the Improvement of Postsecondary .Education (FIPSE)  indicates that 70% of | .
: ‘this Federal agency 's, seed grants survive arnfd grow’ ‘affer’ ‘the grant ends’ (in contrast |
to rates of 5-15% in other seed grant programs).w 'The! evaIuators found evidence of..
"FIPSE's. nat1ona1 1nf1uence on educational practice in a var1ety of .arenfs. +In add1t1on,‘ 1.
Fungd " 'projects spothghted in Innovation Abstracts .over the last two years “have |
» received hundreds of in‘quiries, further evidenaog of the s1gn1f1canCe of their ideas and | .
.| the: success of the1r efforts. All this has been done on a budget equal to about $l 00
) “for: each postsecondary learner in the country, or 11.1 million dollars. .
_ * How has the 'Fund exerted such influence:when its guidelines’ even_ state that pro—"_ :
§posa1s ‘be "nsk taking*. . . new and unproven. 1deas“"' The answer does not seem to |
lie in any one person: . ,the Fund's record of ach1evement has been - Bull,t over ‘a .| o
decade, under “four: pres1dents,'s1x d1rectors and actlng d1rectors, an “almost

> '-)’ .+ 'The answer seems to lie.in  the structure and pnnc1p1es of - the agency.‘ These,'; )
‘ pmnctples might be ‘adopted as. guzdelmes to ‘help tnstwutwns create thew own tnnova- B .

#Hon funds at the.campus, district, or system levels. . AT , -
. Local Freedom to Frame the Problem‘and Design the. Solution = S i
L : The first pr;nc1ple is to ‘give local applicants maximum- freedom t'o define the most |

important .problems facing their 1nst1tut1ons, and~'to "encourage them to de51gn s1gn1f1-—'
| tions -are.free to apply. = - o g T -

' The result of: this pr1nc1p1e for’ FIPSE is! over two thousand pr0posals a. year.
Evidence of the openness, that the prmc1p1e creates comes from the’ variety . of- project |
d1rectors._ The &valuators found. that. one—thlrd of the grantees had never app11ed to: L
‘the Federal Government before.. = v » L

Hjh Standards for Assessing Slgnlflcance and Feas1b111ty . o
7 The Fund is looking for proposals whose. results. will be w1de1y useful, in. that the-,_, o
'problem-1sv..w1de1y felt, the' solution- 1s a s1gn1f1cant 1mproVement, -and . the pro]ect is 1
»11ke1y toipe form as promised. B ' _
' The:-basi¢ “purpose- of ‘the Fund.is to 1mprove educat1ona1 opportun1t1es for learn—.
.| -ers, _whether d1rect1y or ;indirectly. A project may be a new idea for a s;lngle"blass-;.,.

’

readers that, u1t1mate1y, nationally s1gn1f1cant improvement in learning will occur. (It
helps if tHe proposal is based on a. vision; 'of what s?r‘ne real .human beings. want and' "
“need to- learn; many poor proposals talk abput faceless learners ") C :
}. " Each year the Fund publ¥shes in its gu1del1nes a short essay on what seem to be |
the most . important problems 'an portun1t1es facing postsecondary education. Th1s -
‘essay is not meant to restrict’ agl\lc{ants in -their choice of problems. Instead it sug-

.. ~| gests a standard of ° s1gn1f1cance° send us your proposals Af they address problems as-
~."1mportant as these; 'l R T

A National Marketplace of Ideas About Improvement* - - e T

The - effect- of this. structure——freedom to. structure proposals, lots of proposals,'
_and few grants--ls to create a, rlgorous compet1t1on among‘ldeas. The staff’ creates .

) ,Pfog’ram 'iri'C.ommunity'C\olleéjﬁ'Educanon The_ Unlversrty oéTexas ?tﬁ\usun EDB 348 Ausun Texas 787 12 ] S

‘complete turnover. i staff. 2 ' N B

" cant), pract1ca1 solutions.. Guldelmes must be - clear and flexIble.L All .k1nds of organ1za— '_ :

! 4 K
room or a change. in a regional acéreditation process, but all’ proposals must ‘conwince



_There are’ several reasons'why such a ‘marketplace of .idgas can ‘work.:

|- and. develop opportun1t1es for major 1mprovement.v_-_ o ‘

- var1ety of ways. . Sy

. might 'be Tead by any. staff member. External readers’ contrlbute rat1ngs.,_ And com-'
: ‘Adapting the Model to a. Community College

. educatlonal effectﬁ/eness.s.' It might- ‘begin'~ with formal” and informal.’ evaluatlons of -
| «cut costs without’ ‘harming effect1veness.-' S1m1larly, educat1on research suggests ‘that .
. ‘one can iricrease . effectiveness without increasing cost.. Apphcat;on guldehnes could -
tlons and firms outside the district. .© o

‘effectiveness’ and on staff skills in. o-reat1ng such 1mprovement. Penod1c re-evaluatlons

“Opmlons expressed here .do not- necessarl1].y reflect the policy of t{ Fund nor of the |

" f; ing. V1rg1n1a and the California Commun1ty College System. = The .Oregon: State Univer-- | .
' s1ty is using a FIPSE gramt to créate a- loan fund for" 1mprovements, and is test1ng the |

want ' “to. .obtain. Fund’ gu)dellnes "which - descr1be the ‘agency/s. process, th_e address of_

,.‘ : A ,\. B . B P ’, .\

from the proposals a’ structure of pr10r1t1es useful in. selectmg the best pro]ects.--

F1rst, the :'best - proposals are very good. 1ndeed. . The grants compet1t10n g1ves L
" people and institutions an” annual - excuse to- pause, step back from rdut1ne and’’ cr1ses, g

‘Second, ‘with " ‘80 many proposals, any problem w111 be defmed and addressed m a |9

7 Thn‘d, ‘the: numbers of proposals on a top1c furn1sh a rough barome’eer of 1nterest

‘and’ importance. . - o 1.
* Fourth, ‘the marketplace can funct1on because' the proCess and the Fund staff dre |

organ1zed to- compare- ‘these many ;ideas' and approaches to 1mprovement.‘ Any ‘proposal: .

petitive proposals:are’ the center of ‘continual- debates. oy Dl o

Suppose for example that a, commumty” college wanted to cut costs wh1le mcreasmg

current ,cost-effect1veness, comparmg value - ‘added aga1nst costs, and, against the cost’
- of. ‘similar operatians in other . dlstr1cts. Howard Bowen reports in.‘his book, . "THE,
COSTS. OF. HIGHER. EDUCATION, ‘that' campuses of s1rmlar _size,, strudture, and reputa- v
tion spend substant1ally different -amounts per stude‘nt. It - appears -therei.is ‘room-to ‘|’

polnt to’ part1cular problems and - opportunities, - prov1d1ng a context for the initial
wr1t1ng of proposals by staff, students,’ departments, administrative un1ts, and 1nst1tu-'

Periodic competitions: and grants,_coupled perhaps w1th workshops on’ the art, of
des1gn1ng ‘and 1mplemerit1ng change, might well have . a 'cumulative - 1mpact on- cost-

:‘could "spotlight ‘both progress and new opportun1t1es. ' e ol
~The Paradox of Improvement: . A’ Resolution. . R oo B

' Most 1deas for- 1mprovement are not very good, but if the people closest to the : "
problem are given the occasion ‘and- the incentive, some few of”the jdeas can. be’ very'
good indeed. . 3The same goes . for. actlon plans.: Most are not likely. to ‘work, because -
'most ; faculty and staff have little tra1nmg or ‘experience in "planned change and because |

1

1 not’ every good idea gets the back1ng it needs. - But_some few are very,good 1ndeed. 1. }
.And a competitive, open review process,. can spot such ideas. and plans in- advance. " In

fact, the biggest propOSed changes" from: the status 'quo may be less. risky, rather than |:©
more--they are . more .capable of attract1n the necessary support and resources: WSeit |

may be- poss1ble for a local improvement’ fund of this type to demonstrate that 1mpro‘\re-' -

ment is not only a good 1nvestment, but al safe one. " . R : I
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‘U.S. Department of” Educat1on._ Several states Have - created improvement funds, 1nclud- 17
. power of the concept to attract pr1vate g1|ft capital; cgntact Dedn .Osterman, Director of. |.-
Instructlonal Development,.h OSU, Corvallis, OR 97331, If you know of such. a “fund or |-

FIPSE is 7th and D Streets, ._S w., _Room 3102 Wash1ngton, D C. 20202
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