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October 20, 1970

REPORT OF THE ERIC MAWAGEMENT REVIEW GROUP

I. INTRODUCTION

The mission of the ERIC Management Review Group was to examine thé'praccices
and procedures used by Central ERIC Manegement in their guidance and manage-
ment of the 19 ERIC clearinghouses. We were also to comment on the organi-
zation and operation of the clearinghouses themselves. Primarily, we

were concrrned with the policies that had been set up by the Central ERIC
Mencgement Group in defining their relationship with the clearinghouse
directors and with the reports and management procedures which were teing
followed. The review group was not asked to examine tie masnagement of the
central ERIC facility as it relates to the activities of central process-
ing, the computer operations of Leasco, or the microfiche and hard-copy
production activities of HCR.

Similarly, it was not a part of the mission of the Review Group to examine
larger questions such as the role of ERIC in the general education infor-
mation network ror to evaluate the role which ERIC products play in the
general informetion system of educational practitioners, Inevitably, the
Group was drawn into discussions regarding these larger roles and, as
appropriate, comments will te made on these roles as they relate to manage-
ment problems.

Almost inevitably the report of a review group highlights possible short-
comings or areas needing attenticn, This report is no exception. But we
would be remisy if we did not express our appreciation of the very real
achievements of the ERIC system and those responsible for developipg it. A
system has been develojed which contributes greatly to the needs for educa-
tional communication. The Director of the National Center for Educational
Communications, the Director of ERIC, and his staff were most cooperative
and helpful in supplying information, in discussing problems, and in
interacting with the Review Group in a frank and positive mannes.
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II. RECOMMENDATIONS

Recounendations and suggestions are mrele at various points throughout the
report. In this section they sare brought together for easy reference.

At times their summary character may reflect too dogmatic a position or

too simple a treatment since they are separated from the context which,
hopefully, gives them clarity and qualification. The major recommendations
of the Management Review Group follows:

1. Central ERIC Management should clarify the relative emphasis to be
placed on serving users witn widely differing necas. If the primary
audience for ERIC products is those practiticners in state and local
education agencies, this should be clearly stated as guidance to
clearinghouse directors. (See pages 7 - 9, 19, 20, ?T, and 28.)

2, Central ERIC should issue guidelines to clearinghouse directors
regarding the content, intended asudience, format, and level of
analysis and writing of interpretive reports, (See page 18 - 21.)

3. Central ERIC Management should examine the relative value of the
report literature, curriculum end teaching materials for inclusion
in ERIC. The pres;;;—;;;I;;I;ﬁ_s?—SFimarily the report literature
no lenger seems Justified in view of the apparent emphasis on ERIC's
service to practitioners. (L. pages 16 :-17.)

., It is our understanding that the Central ERI Management does not
place a high priority on the rendering of direct services by clearing-
houses. In view of the large number of requests made for such services,
it is suggested that this position be reevalusted, particularly by a
careful analysis of the linkage betweern the ERIC system and the ultimate
users. (See page 22 ff.)

5. While recognizing the quality of the ERIC production system, there
does not seem to be sufficient emphasis on the "marketing” of ERIC
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services; that is to say, the resources availeble throuss ERIC need
to be actively and vigorously brought to the attention ¢ f potential

user groups.

6. It is suggested that guidance to clearinghouse directors should be
made exrlicit, in writing, perhaps through & series of policy guidance
docurents. (See pages 27-28.)

T+ Central ERIUC Management should review, clearinghcuse by cleasringhouce,
the wide variaticu between clearinghouse functions as revealed in FY 69
expenditures {and presumably in similsr FY 70 figures) to determine if
they are consistent with the policies and guidance that may result from

the previous recomrendations. (See pages 9-10.}

8. Centrai ERIC Mansgement has a well formulated management plan as
it relates to clearingiouses. It is recommended that a detailed
examination be made, clearinghouse by clearinghouse, of the extent
to which the administration of the plan has been fol.owed year by
year. (See pages 23 and 2k.)

9. Preliminary information suggests that a considerable savings might
be made through centralization of the more routine aspecte of document
processing. The Ceniral ERIC Staff should study this possibility vo
see if savings would actually be realized and how centralization would
impact on related clearinghouse activities. (See page 18.)

10, Central ERIC should study present practices regarding the criteria
for selecting material, bibliographic format, characteristics of
abstracts, ete. to assure that ERIC practices are maximally compatible
with other information resources frequently used by libraries and

information centers.



11. Central ERIC Management should sponsor studies of the criteria to
maximize the utility of various report areas as & means of obtaining
guidance regarding the extent that ERIC should sponsor information

activities in these severval areas. (See pages 12 - 16.)

12, The Netional Center for Educetional Communications should have a
plana and analysis ceapability and associated resowrces which allow for
prompt response to rapidly developing areas of interest. (See pages 22 - 23.)

13, It is recommended that the expressed intent of Central. ERIC should
be to continue individual clearinghouses on at least & threesyear
basis, provided there is satisfactory performance and funding and
priorities permit. ({See pages 25 and 26.)

14, It is recommended that USOF establish an advisory group for the
National Cent  for Educationsl Communications. {See page 29.)

III. THE ROLE OF CLEARINGHOUSES

A, Relative Priority of Clearinghouse Activities

Since an evaluation of the management functions relative to the clearing-
houses was one of the missions of the group, it was important for us

to understand the role and operations being performed Ly the clearing-
houses, We recognize that the several activities being underteken by

the clearinghouses have rchanged over time; originally the major emphasis
wvas on report collection and bibliographic processing, hile now increas-
ing emphasis is placed on the analysis of the implications of these
reports for educational activities. In trying to understand the
evolving priority of functions at the clearinghouses we drew up a

table which seemed to refiect the opinions of Central ERIC Management

as to the relative emphases on the differen’ activities bteing

conducted by the clearinghouses.
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. Table 1

FUNCTIONG AND PRIORITIES OF ERIC ClLEARINGHOUSES

Priorities by Time Period ip ERIC Histo

Function Early Present Future
1. Document Oriented Activities: Highest Middle Tied for
Middle

Acquiring/Abstracting/Classifying
Journal Citations
Developing Files of Local Interest

2. 'Interpretation and Analysis Activities None | Highest Highest

Preparing Special Reports
Commissioning Interpretive Papers

3. Developing Linkages: None Tied for Tied for

Lowest Middle
Involving Professional Societies

Sponsoring Special Seminars
Summer Conferences
Relating to Regional Information Centerq

Y, Direct Services: R ‘ . None Tied for Lowest
Lovwest
Ansvering SEA and LEA Requests
: Services to Individuals
; ...  Responding to Letters, Inquiries, Vieits
\ R <

)
L , i

As the table indicates, the early history of the clearinghouses, from the
time of their being founded and for a year or two thereafter, placed major
emphasis on the collecting of report documents and their analysis for entry
in the abstract service or ERIC, "Research in Education.” As time went on,
the Central ERIC Staff recognized that the simple availability of an
abstracting and bibliographic service was not sufficient to have a

marked influence on practitioners and researchers in the education field;
therefore, priority shifted from the processing of report to the analysis
and interpretation of materisl contained both in RIE and in the published




literature. While the documentation activities of the clearinghouses
were still important, the mechanical aspects of handling the report
literature had been well worked out and routinized. The professional
directors of the clearinghouses were able to turn their attention to
more analytic and interpretive questions. The Central Clearinghouse
Staff indicates that they now hope these trends will be further
emphasized, with the clearinghouses taking a still more active role
in interpreting the results of research, development, and inaovative
practice throughout the education community. In addition to analytic
reports, the importance of special seminars and the communication
aspects of professional societies, the role of regional and-state
information centers are recognized and given emphasis. It was sug-
gested that in the future the document-oriented processing activities
will, perhaps, be given ¢ still lower priority in the overall operaticn
of the ERIC clearinghouses.

B. The Users of ERIC Products

In considering the function and priorities of the clearinghouses, it
became apparert that there was not a clear definition of who were the
prime users of clearinghouse services. Probably in the early time
period the clearinghouses tended to be oriented towsard the academic
researcher and those workers in the then recently established regional
dqvelopment laboratories. As time went on, it beceme evident that
there was & great need to broaden the role of the clearinghcises from
their emphasis on research reporting to an emphasis on ovérall
educational resources. With this change in emphasis, there was a
corresponding change in the audience toward whom the ERIC clearing-
houses were oriented.

It nov seems to be the vbelief of the Central ERIC Clearinghouse
Mansgement that the ERIC system should be primarily oiiented toward
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serving the larger educational needs es represented ty the require-
ment3 of the practitioners in the local and stete eduvcational agencies.
This shift from a service oriented primarily to the researchers to

one for the practitioner has resulted in a corresponding change in

the role of the clearinghouse and the clearinghouse director.
Generally, the researcher is satisfied if he has a system which makes

;available a bibliographic record of the existing literature. He wents

to have a descriptive or evaluative abstract of the literature, as
well as the appropriate bibliographic references. It is his mission
to analyze this literature and condense it in accordunce with his
needs. On the other hand, the practitioner has gquite different needs.
Generally, he has neither the time nor the inclination to mske a
detailed study of all the relevant literature on a particular problem
he may iace in his day to day duties. Rather, he waats an authori-
tative and succinctly stated summary of the relzvant knowledge, as
well as an interpretation which will lead to wise action on his part.

The review group recognizes that the statement of a dichotomy, with
the researcher on the one hand and practitioner on the other, ts

too simple and that their needs tend, to some degree, to overlap.
Nevertheless, we gain:d the impression that the differing require-
nents of these two roles had not been recognized clearly when giving
guidance to the directors of the clearinghouses. There seemed to be

a feeling by some on the ERIC staff that traditional bidliographic
services were important and a belief that this role of the ERIC
clearinghouce should be emphasized and continued at a high level.

But again, there was a recognition that the ERIC system must go
beyond its document-processing activities and that its ultimate success
would be judged by the influence it had on the everyday practice of
the educational community. It is perhaps enough to simply state these
points to lead to the suggestion that the Central ERIC Management is

>



somewhat conflicted regarding the relative emphasis that should be
plac .4 oii these roles As a result, the guidance to the clearinghouse
directors may lack something in clarity. Guidance should be given

in functional terms such as ‘aciground needed to understand the

report, newness of topics to be covered, level of detail, style, etc.

C. Difference in Emphasis between Clearinghouses

In considering the allocation or rescurces among the clearinghouses

and the way in which these resoiwces were utilized within the clearing-
1ouses, the Review Group had available a detailed analysis of the RRIC
clearinghouse expenditures for 1Y 69. This analysis showed that the
clearinghouses had received sbuut $3 million in federal support in

FY 69 and that the Average clearinghouse had received approximately
$175 thousand. The figures detniled the way in which the clearinghouses
had used their resowrces in three major categories: those related

to document acquisition, selection, and processing; secondly, those
activities related to the preparation of interpretation and analysis
reports, newsletters, bulletins, and other linkage work; énd, thirdly,
those expenditures related to the overall management of the clearing-
houses, tieir training activities, advisory boards, ard public relations.
As a geueral rule, approximately a third of the resources were devoted
to acyuisition and processing. Another third were devoted to analysis
and disseaination activities, and the remaining to administration and
special projects. While these generalizations are true for the clear-
inghouses as a whole, we note wide variation from clearinghouse to
clearinghouse. For example, in the area of document acquisition and
processing, one clearinghouse spent ax little as 20% of its resources
on these activities, while anotlier spent just over 55% on them. In

tre area of analysis, interpretution, and linkage work, one clearing-~
house spea@ about 20f of its resources in this area, and another spent
almost 65% of its resources on these activities. Similarly, one

10
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clearinghouse seemed to have used as little as 10% of its resources on
administration, advisory boards, and public relations, whereas another
spent as high as LO%.

These wide variations in level of expeniitures could te accounted for
by several factors. FY 69 was the first year in which such statistics
had been accumulated and it is quite pcgsible that the clearinghouses
had different practices in allocating expenditures under different
categories, and thus the wide variations are more a function of book-
keeping than they are of the reality of expenditures. On tne other
hand, ti:c Central ERIC Clearinghouse Staff indicated that they were
aware of quite a degree of variation froem clearinghouse to clearinghouse
in the emphasis that is placed on the several functional activities.
While there should not necessarily be great uniformity among the clear-
inghouses, the existence of wide variations raises question as to the
extent to which the clearinghouse directions were operating under common
assumptions regarding the relative importance the Central Clearinghouse
Staff §laces on these different activities. The Review Group sug-
gests that the Central ERIC Clearinghouse Staff examine the FY 69
expenditures, and the FY TO expenditures just now being collected, to
see if they are in agreement with the relative emphasis being placed

on expenditures and can rationalize the variations from clearinghouse
to clearinghouse. It may be found that the several clearinghouse
directors are following their idiosyncratic interpretations of guidance
from central ERIC and that more uniform guidance is called for.

IV. THE BIBLIOGRAPHiC AND DOCUMENTATION FUNCTION

A. The Use of ERIC Materials

The Revlew Group did not have as one of its responsibilities an enalysis
of the functional utility or extent of utilization of the ERIC system,
Nevertheless we were inevitably druwvn to the question of the way in
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which the ERIC bibliographic services are being used and the difiarent
kinds of users. Most of the Management Feview Group members have had
experience in the use of ERIC materials and some were in day-to-day
contact with these materials. In particular, three different members
described how they used ERIC materials.

In the San Francisco Bay area there is the Information and Dissemination
Center for Educational Materials supported dy local school dist-icts.
One of the major resources available to this center is the various

ERIC materials. It is reported that these materials are used by the
dissemination center on a daily basis. For example, in February 1970
the Center had 55 individual requests which were satisfied by search of
the ERIC material. As a result of these searches, 850 microfiche and
about 350 photocopies were supplied to requesters. Had it not been for
the availability of the ERIC bibliographic resources, these requests

for service could not have been efficlently fulfilied.

Recantly the New York State Education Department has started an
Educational Resource Information Center giving service to local educators.
Although this service was started only in January of 1970, by April

arnd May it was receiving monthly over 300 requests for services. Again,
these serviczs were deperident on the ERIC materials being supplied
through the clearinghouses and the ceatrasl ERIC system.

In a different area, information was collected regarding the use of
ERIC materials at the library of Teachers College, Columbia University,
Ncw York City. Users of the system during one week were queried
regarding the reason they were using the materials and their educational
status., Of the 49 users, U0 were students, while four were researchers,
and five vere outside visitors. Of these users, 19 were using the
system in connection with class assignments, 16 on term papers, nine

on dissertation searches, and the remainder on miscellaneous activities.

12
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These examples are cited to give a feeling of the way in which the
ERIC bibliographic materjals are beirg used through the country.
Without making an exhs:ustive evaluation, the Review Group is con-
vinced that the ERIC bibliographic materiais form a very important
and useful rescurce which is critical to the operation of many infor-
mation services throughout the educational community.

B. Consideration of the Criteria of Utility

As the amsunt of report literature in a given field becomes svbject

to bpidliographic control, a point is reached at which it becomes
prohibitively expensive to capture the last few documents. In general,
the addition of each new document to a bibliographic service becomes

less and less cost-effective in terme of the incremental information
which is edded to the base bibliographic file. Wher a new subject area
is being developed, and bibliographic control is first being exercised,
the addition of new items >f information adds considerably to the store
qf total organized information regarding the subject, but as the file
becomes larger and the total amount of information becomes more definitive,
then the addition of any single new piece of information, on the average,
adds less to the total amount of information. This point is made to show
the dilemma facing all bibliographic snd informsticn resource stores,
namely, the problem of how exhaustive and complete the system should

try to be.

Related to this s the question of where a particular store of infor-
mation is perceived as lying on the general curve mentioned above. To
illustrate these points, seversl hypothetical figures have been drawm.
These figures are not based on em; . ical evidence but reflect the general
opinion of the Review Group regarding the shape of the curves for these
particular topics. Figure 1 (page 15) shows the possible shape of the
relationship between the percent of the report literature covered and
the cumulative value of adding new reports for the two arzas of tests,

13
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measurements and evaluation and the area of the urban disadvantaged.
The curve for tests and measurement starts at a relatively low level.
This is because tests and measurements is a traditionsli subject in
education and there already exists a large literature both in book
and journel form. Thus the addition of new materiel from the report
literature starts from a large base and each new report does not,
percentagewisa, add a great deal to the overall store of information.
On the other hand, the area of the urban disadvantaged is relstively
nev and rests on a much less secure theoretical and erpirical foundation
than does the area of tests and measurement. Thus the formation of a
new bibliographic store on urban disadvantaged starts out at a higher
utility level and likewise the addition of each new report adds more
to the total sum of information than does the addition of a similar
item in the tests and measurement area, The importance of each
clesringhouse's in}ormation to the overall fund of information in

its specislty area differs depending on the level of sophistication
and the total am unt of literature available in that particular

area, It would be instructive to have curves similar to these for
all the areas covered by the clearinghoures. WNo doubt there would

be some disagreement from authority to authority as to the nature of
these curves, but until there is reasongble understanding of the
intercept end slope of the curves, it will be difficult to develop

a rational position as to the emphasis that shoﬁld be placed on the
bibliographic aid document collection activities in the several areas
represented by the clearinghouscs.

Figure 2 represents snother way of thinking about the bibliographic
materials available from any clearinghouse. Figure 2 is a possible
representation of the relationship between the percentage of material
covered in the area of tests and evaluation and the cumulative value

of adding a new report as viewed from the perspective of several different

ERIC 14




-1k- -

users, If this representation is correct, it argues that the
practitioner, the student-scholar, and the researcher all receive

about the same amount of information through the addition of items

to a clearinghouse bibliography in this particular area. This is

based on the supposition that the amount of literature in this area

is already quite great, is covered by a number of different bibliographic
and abstracting services and that the increment derived from any
particular item is not great for any of tre user populations.

On the other hand, Figure 3 shows a quite different set of curves

for the area of urban disadvantaged. The rationale behind these

curves is that ror the researcher, the report literature in urban
disadvancaged is, relatively speaking, unsophisticated and unsystematized.
Many of the y~ports are not based on sound experimental or odservational
material but rather are impressionistic and single case studies. Thus
the researcher finds this naterial of limited value in his effort to
work in the field. The curve shows that for er~h item added, on the
average, the researcher does not gain a great deal. On the other hend,
for the practitioner who is faced with the problem of working in the
area of urban disadvantaged, the initial formation of a body of infor-
mation, as unreliable as it may be, is still his best source of infor-
mation and probably the only one to which he can turn. Thus any material
is welcome and the addition of new items adds, relatively speakinz,

more to bis information about a particular topic. The student-scholar
tende to fall between these two extremes. He wishes to understand the
phenomena, to draw generalizations about it, and to be more detached
than does the practitioner who must take action.

A consideration of these figures emphasites several points., One ir that

the bibliographic functions of the different centers vary considersily
in terms of their iurormation utility, that this variation depends on

19
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a number of factors, but particularly on the state of knoivledge, under~
standing, and documentation in any particular field, Second, the
importance of establishing a large ERIC data base differs considerably
from field to field., This variation depends on a number of things,

but particularly on the status of the field, its general support
institutions, the level of development of theory in the field, and
general ability of educators to deal with problems in the area. Third,
the curves emphasize that the importence of the ERIC data bYase varies
depending on the user. In some areas researchers will find much less
incremental value in adding material to the data base than will
practitioners.

The fourth factor to be considered relative to the curves revolves around
the coordinates at which the present ERIC file stands in the distri-
bution of coverage of the literature, For example, it is conceivable that
in the area of tests and measurement the literature is at a 75% coverage
point, whereas in the area of the urban disadvantaged it is only at a

10% coverage point {or perhaps the percentage should be reversed). The
ERIC management should have & perception of where each clearinghous?
stands relative to this question and thus be guided by the relative
emphasis that stould be placed on bibliographic activities at the

several clearinghouses. Probably not too much emphasis should be -

placed on the exact shape of the curves presented here. They dc
repreaent, however, a method whereby the ERIC management could examine
the re’ative inmportance of tﬁe'literatuxe being processed by the

several clearinghouses.

C. Source of ERIC Documents

The above leads to the question of the source of the documents that
are covered in the ERIC bibliographic system. It is reported that
the RIE portion of the system receives about 15% of its documents from
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mandatory sources; that is to say, from reports which are generated

as the result of studies sponsored by the Federal Government and
vhich nre required to be reported in ERIC, The other 85% are either
volunteered to the ERIC clearinghouses directly or the ERIC clearing-
houses have established relationships with authors and prorfessional
organizations which know that they would like to receive report
literature. It is reported that of the 85% volunteered to the ERIC
clearinghouse, editors screen the material and reject about two-thirds
as either being of local interest or of teing repetitive of material
already contained in RIE. It should be noted that the clearinghouses
do not abstract and enter into the RIE file material which appears in
the regular journal literature; rather, citations are entered in CIJE,
which ERIC epconsors, and is published through a commercial organization.

Central ERIC should consider the quantity and qualit) of material enter-
ing and teing retained within the ERIC system. As tha data file grows

it will become excessively large for ease of handling. Similarly, some
material vhich entered the system in the beginning will become obsoiete

or will have been replaced by later mat:rial. Consideration should bve
given to dropying some material from the file. Likewise, it may become
desirable to partition the file by subject matter or some other functional
category. This would enable users to search e data base more rnearly
tailored to their interests.

Another problem which needs to be considered is the basic nature of {he
materia) to be included in the ERIC system. As has been mentioned, it
originally started with emphasis on the research literature. As the
system has evolved there has been more emphasis on the total resources
available in education rather than on just research. There needs to
be an examination of the §uestion of the kind of material that should
be entered into ERIC. In addition to the research literature should
RIE contain reports on material regarding curriculum, or teaching

ERIC 18




<18-
materials available in different subject areas? In genersl, the
tendency he: .en to limit ERIC to the report literature, but there

is a growing :.~ling that this may be too narrow an orientation.

P, Centralized Processing

There is question regarding the desirability of centralizing much of
the processing that is now carried out at the several clearinghouses.
As the processing activities have become more and more routine it has
become increasingly feasible to centralize this portion of the ERIC
document work. Under this scheme the documents would still be col-
lected by the several ERIC clearinghouses but much of the biblio-
graphic functions and the abstracting activities would be centralized
in one place. It is suggested that such a centralization might sig-
nificantly decrease the cost of processing. It is reported that the
costs of bibliographic and abstracting functions in the current ERIC
system average about $50 an item. It has been suggested that some
other indexing and abstracting services are able to produce their
material at a significently lower rate. The Management Review Committee
did not have the resources to examine this question in detail but does
recommend that the ERIC central staff undertake an intensive examination
of the funds that might be saved through the centralization of process-
ing ictivities. It should be emphasized tha®. such a change does not
necessarily decrease the importance of the ERIC clearinghouse, since
many of the functions that might be transferred are of a routine
nature. On the other hand, careful ccnsideration needs to be given

to the extent to which savings would actually be achieved, and also
consideration needs to be given to the-possibility that many activities
at ERIC clearinghouses may have a great interdependence.

V. THE INTERPRETATION AND ANALYSIS FUNCTION

Each ERIC clearinghouse generates products that summarize, review, and
synthesize the state of knowledge on topics within its area of interest.
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Originally, ERIC management placed primary emphasis on the collecting

and processing of report literature. In recent years, however, the

emphasis has changed by placing priority on the production of interpretive
pepers, state-of-the-art reviews, etc. In the last three years 234 annotated
bibliographies on selected topics have bteen produced by the clearinghouses.
During the srme period 223 review and state-of-the-art papers have been
published. The emphasis on these reports is reflected in the increasing
number year by year. In FY 68 there were 32 review and state-of-the-art
pspers; in FY 69 there were 81; and in FY TO there were 110,

In producing this material the responsibility for its initiation and production
rests almost entirely with the director of the clearinghouse, It is expected
that because of his expertise in the various substantive areas he will be
alert to the topics which will be of greatest interest to his colleagues and
others using ERIC products. Generally, he will decide the topics to be
covered and the method to be ured in obtaining the paper. Freguently he

will consult with his other colleagues at the clearinghouse or in the
educational institution where the clearinghouse resides. Frequently he will
also review his plans with his national advisory board. The Review Group

has the impression that while the Central ERIC Staff has indicated the
priority they pla~e on the general production of interpretive and analysis
materials, it has remained largely to the discretion of the clearinghouse
director as to what materials will be produced, the audience for whom they
are intended, and the m2thod by which they should be produced.

Although the Review Group did not make an extensive study of the process of
producing such reports, it is our general observation that sometimes chese
reports are written by the clearinghouse director himself or in collaboravion
with members of his staff. At other times, the director asks knovledgeable
professionalr to produce reports on a particular subject. The clearingnhouse
usually supports the author by preparing bibliographic material, in supplying
reporis in its flles, in giving gecretarizl support, and, at times, remunerates
the author by offering an honorarium, Apparently, what support and whether or
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not an honorarium will be given and who will author the reports is almost
entirely a*% the discretion of the clearinghouse director.

In considering interpretation and analysis reports, the Review Group was
impressed by-the degree to which the clearing*>use directors have been given
freedom to produce materisls. While we believe it important that the
di-.ectors be given freedom of expression in selecting appropriate topics

snd choosing the authors of reports, we also feel that somewhat more specific
guidance should be given by the Central ERIC Clearinghouse Staff. Among the
questions we have in mind is "who is the audience for whom the reports are
intended?"” It is our impression that considereble ambiguity exists regarding
this question. Some reports seem to be directed more toward the researcher
or university scholar than toward the practitioner, Some reports seem to
involve the reporting of original research while cther reports are summaries
of the literature. It is our impression that the Central Clearinghouse Staff
intends these reports to be directed toward the practitioner in the field,
particularly toward the teacher, curriculun supervisor, or the school
principal, rather than toward the more scholarly or research-oriented person.
Whatever the intention, the clegringhouse central staff should give clear
guidance to directors on this point,

We were also struck by the fact that the various reports differ considerably
in format and level of content. Some reports we examined had no abstracts or
summaries. Some were carefully edited, printed on quality paper, and
represented very high quality products. On the other hand, others seemed

to be rather hastily formed, were mimeographed, and may not represent the
kind of product desired by the Central Clearinghouse Staff. Again, we would
suggest that the Central Clearinghouse Staff consider the question of format,
depth of analysis, quality of the report material, and expense judged
appropriate in producing the reports, The emphasis here is not to reduce

the freedom of clearinghouse directors in producing the reports they con-
sider important but rather to give tbe directors an understanding of the
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attitudes of the Central Clearinghouse Staff as to the goals to be achieved
through the interpretation and analysis operation.

VI. DEVELOPMENT OF RELATIONSHIPS WITH "LINKAGE ORGANIZATIONS"

The clearinghouses are placed in several different settings. Some of them

are operated by the professional association in the area rovered by the
clearinghouse, while others are situated at universities or non-profit
institutions., There is & general feeling on the part of the Central Clearing-
house Staff that it is very imporiant for the clearinghouses to develop
linkages with the appropriate proressional organizations. This is done
through the appointment of executive cfficers or other o>fficials from
professional organizations to the advisory councils of the clearinghouses.

It is also accomplished by having the clearinghouse regularly prepare

material for publication in the professional journals, where there is often

a regular column devoted to ERIC ectivities. At other times there sre major
articles prepared by the ERIC cleeringhcuse direcior. While these activities
are considered highly important by the Central ERIC Staff, it is not apparent
that the clearinghouse directors have been given explicit guidance regard-

ing the relationships that should be estabdblished. Again, there needs to be

an appropriate btalance betwazen central guidance and the initictive and freedom
of the clearinghouse directors in establishing relationships to professional
organizations. The Managemeni Review Group was not supplied with any specific
material on this subject, and thus is not in a position to make any specific
recommendations, except to recognize the importance that professional organizations

play as a communications media to professional educators.

Perhaps even more important is the relationship between ERIC services and
organitations and the many information resource centers which link to the
ultimate users of information. Iacreaeingly, there are intermediate agencies
such as state educatinn departments' information systems and regionsl
information services which are in direct contect with the practitioner.
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These organizations frequently combine ERIC materials with those from other
sources to fill local rneeds. The ERIC system is well organized to collect
and make available appropriate information, but activities associated with
assuring that the ultimate customer is served are not as well thought out or
organized. This latter problem should continue to rgfgive high priority

bty the National Ceuter for Educational Communications.

VII. DIRECT SERVICES BY THE CLEARINGHOUSES

buring FY 70 the ERIC clearinghouses are reported to have answered 56,351
direct questions which came to the clearinghouses by mail, by phone, or
through personal requests, It is further reported that the majority of
these requests came from practitioners and educationsl decision makers
rather than from researchers, This large number of requests means that
each clearinghouse dealt with about 10 such direct service requests each
working day. Clearly, this service consumes resources which mighttother-‘
‘rise be used for bibliographic, document acquisition or interpretive
materials production. The Review Group has the impression that the Central
ERIC Staff feels that these direct eervices detract from the major function
of the clearinghéuges and should be of low priority. Again, the Review ,\
Group did not have the time or resources to investigate this question in

any depth, although it should be pointed out that the rendering of such services
certainly must enhance the degree of support the ERIC system receives

throughout the educational community. The rendering of this service to
practitioners and educational decision makers would seem to be an important
function which apparently is not being adequately fulfilled elsewhere. The
Neview Group suggests that the C :ntral ERIC Staff reexamine their position

cn this question, and, having done so, give clear guidance to the clearinghouse

director.

YIII. SUPPORT FOR EMERGING AREA3S OF INTEREST

From time to time new areas of educatibnal interest arise at a more rapid
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rate then had been anticipated or they do not easily rall within the domain
of one of the clearinghouses. Recently the areas of "experimental schools,"
performance contracting, and voucher systsms have been much discussed but
the ready availability of information about these areas has been slow to

be systematized. Continually new areas will arise, frequently in poorly
defined form. It is suggested that the National Cente' ‘‘or Educational
Communications should, at a very early stage, be in a position to recognize
these emerging interests. If this idea is accepted, i% leads to the re-
quirement for a functionally defined responsibility for planning and analysis
within the Center.

In support of such an activity it might be wise to establish & general or
"current subjects” clearinghouse within Central ERIC. Such a clearinghouse
could collect information in special or nevw areas, analyze it, issve
bibliographies, and generally act as a resource for those concerned with'

nev trends in education. The material collected and processed by such a
cleaﬁinghouse would be of a different character than that usually handled.
Probably it would include newspaper.clippings, material from popular magazines,
speeches by administrators end politicians, as well as items from more
traditional sources.

IX. ERIC CLEARINGHOUSE MANAGEMENT

A. Management Procedures

The procedures used in managing the ERIC clearinghouses have been

clearly described in a report by Mr. Marron. (1} From this report it is
apparent that a numter of menagement procedures are used, including
conferences, newaletters, progress reports, technical guides, and
fornalized program planning and budgeting methods. These procedures

seen. to constitute a well-thought-out system of management. For

exarple, the program planning and tudgeting cycle has the following , -/
major steps:

(1) Marron, K. Management of a Decentralized Information System.
Journal of Educational Data Processing. 1970, 7, 68-13.
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1. Four months prior to tlie anniversary date of a contract the
particular ERIC clearinghouse is visited by the ERIC contract
monitor. During this visit he examines the clearinghouse
operation in some detail, assessing management control, efficiency,
end overall adequacy of the processing plan. He also discusses

with the director plans for the subsequent budget year.

2. Three months before the anniversary dete a budget session is
scheduled at the central ERIC facility in Washington, where
appropriate Office of Education personnel and the senior personnel
from the ERIC ciearinghouse meet to discuss the:plens and budget.
level for the forthcoming vear.

3. Foliowing the meeting in Washington a formal letter is sent to
the clearinghouse director covering the items discussed in the
review session, All problem areas are noted, and the clearinghouse
director is invited to react to the points raised by the Central
Clearinghouse Staff.

L, As a result of the preceding session and correspondence, the
clearinghouse director prepares a formal propossl which is submitted
by his sponsoring agency (university, professional organization, et:.)
for the continuation of the work of the clearinghouse.

5. When the formal proposal has reached central ERIC, it is prucessed
through the normal Offire of Education budget review, contracts
and fiscal offices in a routine fashion.

The above will give a feeling for the extent to which the Central ERiC
Staff monitors and manages the operation of individual clearinghouses,
The Review Group finds little to suggest in the way of improvement on

El{lC pLs
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this statement of management procedures. {Except that the process
might well start earlier than four months before expiration of the
contract,) Some concern is expressed, however, regarding the extent
to which the ERIC staff is able to follow all of the steps mentioned
in the muanagement plan. We have noted instances where site visits
appeared not to have occurred with the frequency specified or where
the formal reaction to proposals did not seem to be as specific or
definitive as the clearinghouse director feels would be most helpful
to him. The Review Group did not have available detailed information
regarding the actual number of site visits made, the actual extent of
central ERIC conferences with the directors or material showing the
evaluative results of these conferences. We consider this to be an
internal management matter which the Director of ERIC and his staff
will want to consider in depth., e would strongly suggest that the
Central ERIC Staff review on a case by case basis the extent with which
they have been able to visit each clearinghouse on an annual basis and
the extent to which they have been able to complete the other elements
of their management plan. It is very important that the clearinghouse
directors receive clear, consistent, and properly timed guidance in
vriting.

B, Contract Matters

Another issue which was discussed by the Review Group dealt with the
nature of the contract entered into between the government and the
sponsoring institution. It is appreciated that because of the nature

of the funds and the work being performed, a contract is a proper
instrument rather than the grant mechanism. While it is important

that the statement of work in the contract be relatively precise in
defining the work to be done by the clearinghouse, it should also be
recognized that the Office of Education is contracting for a professional
service with an educational or professional institution and sufficient
leevay should be given to allow the director to exercise considerable
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professional judgment in the conduct of the work. While the contracts
are formally on a year-to-year bas! -, it is the Review Group's opinion
that there should be an understanding developed with each of the clear~
irghouses regarding the relative permenency of the clearinghouse, pro-
viding that adequate funds sre available to continue the areas in

which the clearinghouse exists. When a clearinghcuse is first
established, it would seem reasonable that, for most fields, there

be an understanding that the clearinghouse will be maintained for at
lecast a three-year cycle, with the expectation that it would be con-
tinued if performance were satisfectory. In certain stable or basic
areas one might expect that the clearinghouse would continue operation

at a given institution for a longer period--perhaps a five-year cye¢le.

No matter what the length of the understanding, the sponsoring institution
should be given at least a year's notice if there is an intention to
discontinue a clearinghouse. This length of time seems only reasonable
in view of the fact that most of the clearinghouses are at academic
institutions where yearly appointments tend to be the mode for employ-
ment contracts., It should be kept in mind that unless a reasonable
continuity is maintained, it will be difficult to attract well-qualified
directors and, if this is not done, the quality of the clearinghouse will
suffer. This becomes particularly important as the emphasis of clear-
inghouse products shifts from predominantly bibliographic to more analytic
and interpretive activities.

There was some feeling on the part of members of the review committee
that, at some institutions at lesst, the ERIC clearinghouses did not

seem to be deriving appropriate benefits from the overhead being paid

to the institution. It was noted that in severul cases the clearinghouses
seened to be housed in substandard or very crowded conditions, There

vas a general feeling that tte Central ERIC Clearinghouse Starf should
reviev with appropriate university authorities the extent to which
overhead funds were being used to properly support cleariaghouse

operations,

y)
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C. Guidance to Clearinghouse Directors

The Review Group considered at some length the kind of guidance that
should be given to clearinghouse directors. It must be remenmhered that
the 19 separate clearinghouses are vart of a system serving the

education community. As such, the directors of the clearinghouses

n2ed to have an appreciation of the overall goals the €entral ERIC Staff
is trying to achieve in the operation of the total ERIC system. The
review committee feels that there may be a need for central ERIC manage-
ment to clarify several matters in giving guidance to clesringhouse
directors. Among the items we have in mind are questions such as the
audience which is intended as the primary focus for the ERIC system.

We have the feeling that when the ERIC system was first established its
target audience was thought of as being largely a research-oriented
group. As USOE priorities and goais have changed,(the audience which
USOE managenment believes should be the target*ﬁudience £6r the ERIC. systeém may
have shifted quite considerably to emphasize the educational practitioner
and the state and lccal educstional agencies. If this is, inceed, the
intent of the Office of Education management, this guidance should be
clearly transmitted to the ERIC clearinghouse directors, and tieir
performance should be judged in terms of such guidance.

Along the same vein, §{t is the Review Group's observation that the
relative emphasis of clearinghouce activitier has shifted from an
emphasis on bihliographic activities to one giving high weight to
interpretive and review articles and to linkage with the practicing
educaticnal community. If this is indeed the fact, we would wonder

to what extent this has been made clear to ERIC clearinghouse directors.
Is there a policy guidance series of publications which cover matters
of this nature; are such changes in policy transmitted in a suitable
fashion? It is our general feeling that overall polilcy guidance should
be wr;tten and made quite explicit so that the directors have little
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doubt as to the direction the overall ERIC system is evolving. The
review committee would hasten to add that we believe it appropriate

for the central ERIC management to make their policies and guidance
clear to the ERIC clearinghnuse directors, but at the same time the
central management should give directors considerable latitude with
respect to the operestion of the clearinghouses, although guided by these
general policies.

D. Policy Regarding Interpretive Reports

Continuing the above thought, we wonder regarding the extent to which
it is clear to ERIC clearinghouse directors the role to be served by
interpretive reviews and analysis material, To some extent we have the
feeling that the several directors have developed their own inter-
pretation as to the kinds and levels of reviews that are appropriate.
We found it helpful to think of the planning and production of inter-
pretive reviews in four separate stages. First, we believe there
should be a clear statement by central ERIC management as to what
audiences are considered most important for interpretive reviews and
analysis materials. Are these materials to be written primarily for
researchers, for university and college scholars, or for day-to-day
practitiopers and administrators in the field? It ie our general
feeling that this issue has not been resolved but that it shouid be,

80 that the clearinghouses can follovw the Office of Education guldance
in establishing priorities. Secondly, each ERIC clearinghouse director
will devote time to planning the type of material he will wish to
produce. Again, the question of audience becomes important. If the
material is to be developed for the research sudience, the édirector
will undoubtedly wish to use certain consultants and plan to use
certain authors who would be quite different than those who would

be consulted or used if the audfence is made up of general practitioners.
It is believed that at the planning stage the central ERIC management
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will wish to re-iew the plans of the several directors regarding the
interpretive material and snalyses which they intend to produce in
each contract period. The third area deals with the actual production
of the material., At times it appears that interpretive reviews are
vwritten by the ERIC clearinghouse director himself, at other %imes

by scholars in the field, much on the order of & journal article. At
other times they are commissioned and written with either a research
or practitioner audience in mind. The level of the audience, the kind
of editorial assistance being used, the format in which the waterial is
presented, and identification with the ERIC system are all important
and general guidance should be given by the Central ERIC Staff.
Finally, once the material is produced and distridbuted it should be
evaluated. It would seem that an appropriate part of the duties of
the director of the clearinghouse is to irstitute a formal evaluation
of the extent to which the material that has been produced by the
clearinghouse meets the guidelines for such meterials., On a selective
basis, such evaluations should be undertaken formally, but it would
seem appropriate that informal evaluation be undertaken for every

product.

E. Policy and Advisory Group

Early in the history of the managexent of the ERIC clear.. ,aouses it
became apparent that it would be advisable to form national edvisory
councils for each nlearinghouse. It is felt by many directors that
the advisory council has been an important adjunct in their mansgement
of the clearinghouse operation. The Review Group suggests that USOE
consider the desirability of fciming a similar advisory group for the
National Center for Educational Communication. It is our feeling
that a policy and advisory group might serve as an important link

to other information systems, to ERIC users, to the educational
community, and to the agencies supporting the educational communi-
cations effort. We believe that such an advisory and policy group
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might include among its members several individuals representing
the users groups toward whom the ERIC system is directed.

Similarly, two or three ERIC clearinghouse directors might
~ppropriately bc members of the grour. Representatives from several
national or regicnal information systems should be considered. It
is felt that such an advisory group should not be large, but rather
should be small enough so that a vei, informal and intimate working
relationship could be established. Perhaps quarterly or semiannual
meetings would be appropriate, Basicalliy, it is our feeling that it
would be helpful to the overall communication effort of the Office
of Education if an advisory group were available to assist in the
tormulation of overall policy for the guidance of this very important
communications effort,
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