DOCUMENT RESUME

ED 066 843 24 EA 004 588
AUTHOR Ammerman, Harry L., Ed.; And Others
TITLE The Orégon studies in Educational Research,

Development, Diffusion, and Evaluation. Volume IV:
Protiles of Exemplary Projects in Educational RDD§E
(Part Three of Three Parts - Diffusion). Final

Report.

INSTITUTION Oregon State System of Higher Education, Monmouth.
Teaching Research Div.

SPONS AGENCY National Center for Educational Research and
Development (DHEW/OE), Washington, D.C.

BUREAU NO BR-0-0701

PUB DATE May 72

GRANY OEG-0-70-4977

NOTE 438p.

AVAILABLE FROM Oregon Studies in Educational RDDEE, Teaching
Research, Monmouth, Oregon 97361 (Complete Set, 360
Postpaid; Vol. 4, $21; Each Part Vol. 4, $8)

EDRS PRICE MF-$0.65 HC-$16.45

DESCRIPTORS *Case Studies; Community Involvement; *Diffusion;
Disadvantaged Youth; Educational Development;
Educational Innovation; *Educational Research;
Educational Television; Information Centers;
Information Dissemination; Information Retrieval;
Measurement Goals; Objectives; *Program Evaluation;
Reading Programs; *Research Utilization; School
Visitation

ABSTRACT

This volume contains 20 case study profiles of
educational RDDEE projects and, as such, constitutes the data base
for the Oregon Studies. This part (Part 3) OF Volume 1V contains
profiles of five diffusion projects along with information that
describes the development of the profiles, explains how to read the
protiles, and includes a glossary of common profile terms. Each
profile contains three sets of data: (1) descriptors of general
project characteristics (2) descriptors of personnel working within
the projects, and (3) descriptors of the work requirements within a
project. The central data reported in a profile deal with project
work requirements. In this regard, each profile describes the output
of work effort; the standards established for those outputs; the
operations required to produce outputs to specified standards; and
the knowledges, skills, and sensitivities needed to carry out those
operations. Related documents are EA 004 582-587 and EA 004 589.
(Author/Jhn)




- Final R . {7 .
i on]o":t Né.moi * W { '076 o C

Grant No. OEG-0-

A pvoéoct entitted, "The Generation of information to Suppon Lon -Term Manpower .
tudies of and Pllnnlno for Training Programs In Eduoltlonl R,D,D, & kd

|--d frr </
Suppomd by a Grant from (he

THE OREGON SHUBIES | u%;mon"w:m

i RESEARCH

ED 06€847

I
DEVEI.OPMEN
Dlrruspn

EVALUATION

FILMED FROM BEST AVAILABLE COPY

§ TEACHING atsmcu
ERIC 5 4““5‘00@»»&&%!#5&%

g




AN OVERVIEW OF THE OREGON STUDIES IN EDUCATIONAL RDD&E

In the spring of 1970 the Training Branch of the U.S.
Office of Education, National Center for Educational
Research and Development, announced a plan to effect
change in the preparation of educational RDD&E person-
nel. Two factors led to the announceinent. The underlying
factor was the rather dramatic emergence in the pa t decade
of development, diffusion, and evaluation activities as
vehicles for educational improvement, and the attending
necd for qualified personnel to carry them out. The
precipitating factor, however, was evidence that in spite of
an investment of approximately 30 million dollars by the
Federal Government to help training programs become
morc responsive to the personnel needs created by these
new activities, essentially the same number and kind of
personnel were being prepared in 1970 as in 1965.

The plan for change reflected a strategy that can best be
described as “beginning at the beginning.” It incorporated
three interrelated lines of activity: the creation of a
conceptual and empirical base on which to build functional
training programs; the design of more effective and efficient
approaches to training; and the development of instruc-
tional m- terials that reflect desired changes in both content
and procedure. The propositions on which the plan restea
were straightforward: (a) little was known about edu-
cational development, diffusion and evaluation activities, or
how they related to educational research; (b) even less was
known about the training of personnel to carry out such
activities; and (c) until both of these conditions were
remedied the likelihood of designing effective and efficient
programs to prepare personnel to carry them out was slight.
The plan as a whole was coordinated so that the various
activities within it would be developed with sensitivity to
each other, and so that they would come together in
completed fashion at approximately the same point in time.
(For additional details on the plan for change see Chapter |
in Volume 1 of the series reporting the Oregon Studies.)

The Oregon Studies, carried out by the Teaching
Research Division of the Oregon State System of Higher
Education, were to contribute in a beginning way to the
conceptual and empirical base called for in the plan. As
such they- were to produce five products: a collection of
detailed “‘case study’™ descriptions of projects that illus-
trated exemplary RDD&E activities within various edu-
cational contexts; a reliable, economically feasible method-
ology by which to collect the data needed to prepare the
case studies; a conceptual system or framework for viewirg

the domain of educational RC D&E that could be used asa .

guide to the ciasses of data ‘o be attended to in the case
studies; cross-project analyses that highlighted : the simi-
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larities and differences observed in the projects described,
and that tested in rudimentary fashion the adequacy of the
conceptual framework underlying those observations; and a
compendium of the existing literature that pertained to
either-the nature of or the interactions between activities
labeled educational research, development, diffusion and
evaluation. These products are reported in five volumes:

Volume 1. Summary Report (with Technical
Appendices)
Volume II.  The Litcrature of Educational RDD&E
Part One (Research, Evaluation, and
Devel.pment)
Part Two (Diffusion & Combinations of
RDD&E)
Volume Ill.  Conceptual Frameworks for Viewing
Educational RDD&E
Volume V.  Profiles of Exemplary Projects in
Educational RDD&E
Part One (Research and Evaluation)
Part Two (Development)
Part Three (Diffusion)
Volume V. A Methodology for the Study of
Educational RDD&E

Each volume in the series reporting the Studies has been
designed to stand alone, but because cach volume reports a
different product, and each product can be understood
fully only in relation to the other products, two “‘reader’s
guides” to.the series have been prepared. The first involves
brief summaries or abstracts of the contents of each of the
five volumes in the series. These appear on the inside of the
back cover of the volume, and are intended to serve as a
guide or overview to the series as a whole. A more detailed
guide is provided by Volume 1. In addition to serving as a
generd summary of the Studies, it contains descriptions of
the developmental histories of the products reported in the
various volumes, the relationships that exist between them,
and the manner in wl.ich they have interacted over time.
Accordingly, for the reader who wishes to determine
quickly what each of the five volumes in the series contains,
turn to the inside of the back cover of the volume; for the
reader who wishes to understand how the volumes relate to
one anothe., follow that by reading Volume 1.
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ABSTRACT

This is one of five volumes reporting the results of the Oregon
Studies in educational resecarch, development, diffusion, and evaluation
(¢ducational RDD&E). It contains 20 case study profiles of educational
RDD&E projects, and as such constitutes the data base for the Oregon
Studies, The Volume 1is bound in Thre« parts. Part One contains profiles
of five research and three evaluation projects; Part Two contains profiles
of seven development projects; and Part Three contains profiles of five
diffusion projects. Each part within the volume contains information
that describes the development of the profiles, how to recad the profiles,
and a glossary of common profile terms., Each profile contains three
sets of data: (a) descriptors of general project characteristics, e.g.,
objectives, timelines, organizational structures, and project 'dynamics;"
(b) descriptors of personnel working within projects, including back-
ground of training, work experience, and job role definition; and (c)
descriptors of the work requirements within a project. Work requirement
data include descriptions of the outputs that derive from a project, the
standarJds held for those outputs, the operations required to produce
outputs to the standards specified, and the knowledges, skills, and
sengitivities drawn upon to carry out project operations. Nine hundred
and sixty-two outputs of work effort were identified in the 20 projects.
Two hundred and ninetye-eight of these were analyzed for their work
requirements., From this analysis 1148 descriptions of standards,

3722 descriptions of tasks, and 2974 descriptions of knowled,es, skills,
and sensitivities were obtained. One hundred and thirty-fcur pro-
fessional persons were interviewed in collecting these data. The profiles
are discussed in the preface to the volume froam the point of view of

their utility as scientific and training documents.
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PREUFACE

The present volume contains descriptive profiles of 20 educational
research, development, diffusfon, and cvaluation (cducational RDDSE)
prejects.  The volume s bound {n three parts. Part One contalns pro-
files of 9 research and 3 evaluation projects; Part Two contalng profiley
of 7 development projects, and Part Three contains profiles of 5 dif~
fusion projects. In addition, cacn part within the volume contafins
information that describes the development of the profiles, informati{on
that serves as 4 puide to reading the profiles, and a glossary of common
proffle terms. In combination, these materfals should permit a reader
te study the protiles with gensibility and understanding.,

lach protile attempts to portray the e¢ssential characteristics of
the project {t describes and the realities of work requirements within
it. Toward these ends, cach profile describes: (a) the general charac-
teristics of o project, L g., objectives, timelines, organizational
structures, and project "dynamics;'" (b) the characteristics of personnel
working within a project, including background of training, work cxperi-
ence, and job role definitions; and (¢) the work requirements within a
project.

The central data reported in a profile decals with project work
requirements. In this regard, cach profilc describes the outputs of
work cffort, the standards established for those outputs, the operations
required to produce outputs to specified standards, and the knowledges,
skills, and sensitivities needed to carry out those operations. An over-
view of the data sets used to describe these variables and their inter-
dependencies is provided in the reader's guide to the profiles. The
rationale for and a full description of the data sets used 1s proviced
in Chapter 4 of Volume I of the series of volumes reporting the Oregon
Studies.

The profiles were designed to serve the purposes of both science
and training. In support of sclence the profiles serve three functions:
(a) the carcful description of phenomena of interest; (b) the develop-
ment of a methodology by whicihh to carry onut such description; and
(c) the development of a data base that permits parameter identification
and romparative analyses. In support of training the profiles serve
two functions: (a) they provide a means of gaining insight into the
nature of and work requirements within individual educational RDD&E
projects; and (b) they provide a means of gaining insight into the
nature of and work requirements within the domain of educaiional RDD&E
as a whole. Because these various concerns have combined to make the
profiles as they are, each will be discussed briefly.

PROFILES AS BASIC SCIENCE DESCRIPTIONS. Individually and collec-
tively the profiles provide accurate, reliable, and relatively exhaus-
tive descr.ptions of ongoing RDD&E activities at the project level
All projects described arg illustrative of the kinds of RDD&E activities
likely to be funded in the decade ahead. The rationale for obtaining
such descriptions Involved a series of related propositions: (a) resecarch,
development, diffusion, and evaluation activities have served as powerful |

1)
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Ayt lealture, v aneduns bz U a s el Lae i sesterat o application wity
Phe contegt of vducation nas beon Limited, (b)ta nave applicabilbiey within
e context of education JDB&L o tivities rust be adapted to tHt partic
alar demands of ceducation; (('_) to et fectively briny about such adaptat fon,
the dewands of RDDAL witihin education must be understomd; (d) at the tin
that the Oregon Studies - cre undertaken Hittle was bnown about educationad
development, diffusfon, cad evaluation activitiea, aboul now such activi
Civs related to caucational research, or about how any or all activitices
telated to the improvenent of ceducation: aad (51) in order to understand
matters not understood it is wise to begln by describing them in detail,
The rationale for reporting suca descriptions {n case protile format was
legs complex: Tt invited a more detafled description of project charac-
teristics and activities than might otherwise be provided. This was
assumed to he true for both the {dentification of the varfables to b
attended to in deseribing projects and Lue exploration of the inter-
actions of those variables.

PROFLLES as METHODOLOGICAL PRUVING GROLSL.  The decision to describe
cducat fonal RDD&EE projects in case profile terms required that a wethod-
niogy be developed taat would generate Vcase study™ Jdata.  The develop-
neot of sucn x methodology became a primary focus of the Oregon Studices,
qnd the preparation of profiles was, to a large exteny a natural culmina-
tion of that focus. Two assumptions accompanicd the criphasis on method-
ological development: (a) the Oregon Studies represented the first in
a suries of empirica) studies to be undertaken on the nature of educa-
tional RDD&E; ard (b) greater benefits would accrue to education over
the lorg term by directing limited resources to the development of strong
methodology than would dccrue had the investment of resources been directed
to the collection of large amounts of data with a weaker methodology.

As a proving ground for metiiodology, the profiles provided a basis
tor making two kinds of judgments: (a) judgment as to the sophistication
of the methodology, L.e., the extent to which the methodology generates
accurate, reliable, and reasonably exhaustive descriptions of educational
RDD&E cctivities; and (b) judgment as to the robustness of the methodology,
i.e., the extent to which the methodology can be applied to widely
varying projects with equally productive results. Evidence as to
sophistication was obtained by submitting completed profiles of projects
to the directors of those projecte for review and approval. In a'l cases
the profiles met the criteria of sophistication outlined above (sce the
Notes on the Development of the Profiles for project director evaluations).
Lvidence as to robustness was obtained by applying the methodology to
the 20 projects described in the present volume. Thesc projects varied
widely, and it was assumed that if the methodology was indeed adequate
in terms of its robustness each of the 20 projects could be described with
equal facility. It was also assumed that the data gencrated in relation
to cach project would be roughly comparable. As will be seen upon reading
the profiles, those criteria have been met. An overview of the method-
ology is provided in the reader's Guide to the profiles. A detailed
description of the methodology, as well as a description of the manner
in which it evolved, is provided in Volume V of the series of volumes
rcporting the Orggon Studies.

iv 1?




PROFILES AS A DAIA BAsE FOR PARAMETER IDLNTIFICATON AND COMPARATIVE
ANALYSES . The decision to view the profilles as a data base for fdenritying
or "mapping" the parameters of tne domatn of educational RDDAL emerped as
a4 Iogleal extensfon ot the two previously discussed profile functions.
Since extensive degeriptive data on the nature ot ceducational RDD&L were
to be made avaflable as a result of profile develupment, and since profiles
were to be prepared for widely varying projects to test the robustness of
a methodology, the selection of the projects to be described was approached
from the point ol view that they represent o sample of the projects that
¢xist within the domatn of educational RDND&F as a whole. Given the small
number of projects thar could be described in case ctudy form with the
resource base avallable, and given the variabtlit, that was to be reflected
in those projects, no {llusions were held about the representativeness
of the sample that could be drawn, At the same time, {t was reasoned
that if the projects to be described sampled at all well the variability
that existed in projects within the domain, the descriptions of those
projects would provide at least a beginning basc for sketching an "outline
map"” of the parameters of the domain  As an outgrowth of this kind of
reasoning, {t was decided that projects should vary systematically with
respect to major sources of variability in educational RDD&E projects as
a whole. Accordingly, the 20 projects described vary as to focus (research,
development, diffusion, and evaluation), size (a funding base of less than
$100,000 per annum. between $100,000 and $250,000 per annum, and over
$250,000 per annum), and sctting (public schools and state departments
of education, colleges and universities, publicly fundea laboratories
and R&D centers, and privately funded R&D centers). A description of
the procedures followed and criteria used in selecting the 20 projects
is provided in Chapter 3 of Volume I of the series of volumes reporting
the Oregon Studies.

As a data base for mapping the domain of educational RDD&E, the
profiles actually serve two functions: (a) they provide a basis for
mapping the parameters of the domain; and (b) they provide a basis for
mapping the commonalities or central tenden.ies of the domain. As a
basis for parameter mapping the profiles constitute an excellent source
of data. Even though the project sample is small, and the absolute data
base on which to prepare maps limited, projects have been selected so
as to insure that they are reasonably representative of the range of
projects to be found within the domain of educational RDD&E. Thus, the
range of personnel employed in the 20 projects described, the range of
project strategics followed, the range of organizational structures used,
the range of outputs produced, the range of tasks performed, the range of
standards held, and the range of knowledges, skills, and sensitivities
drawn upon In their execution can be assumed to be reasonably representa-
tive of the range of such things to be found within the domain as a whole.
The technical appendices that accompany Volume I of the series 0. volumes
reporting the Studies summarize these data.

Given the sampling strategy that was followed, it is obvious that
the profiles constitute a much weaker data base for mapping commonalities
or central tendencies. Clearly, the sample was drawn to highlight the
parameters of the domain rather than its central tendencles. Nevertheless,
the data are amenable to central tendency analyses, and they were under-
taken.  The "outine maps" presented in Chapters h, 7, and 8 of Volume |

v
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e ecden o valunes reporting the Oregon Stoaafes summarize these

POV AL A LT A TS s tae most detaibed deseriptions o
ongdng SDD& e tivities avallable, (U was anticipated that the proliles
conuld serve a ovaluante toodlobng tanecions Readers ghoatd (ind, tor

cranple, that they {llustrate the nature of the work tound within
edacational Rob&L projects, the nature of the tasky fnvolved In carry-
ing out that work, the knowledges, skills, and sensitivities needed to
carry ftooat, the interpersonal and interagency dyvnamics {nvolved in
project operation, cte,  Such intormation gshould be of value to studencs
prepavitg to cuter the tield of educational RIb&!, stary who have just
entered the tield, or project directors who need to provide ¢n the job
tyaining.

PROFILES AaD CROSS PROFLILE ANALYSES AS A BASLS 'R TRALNING PROGRAM
bestol, By treating cach of the 20 profiles as reliable descriptions of
“what Lite is 1ike" within the context of educational RDD&E projects,
oy treating the summated data as 1 trastworthy ‘lescription of the range
o' project activities within the domain as a whole, and by having at
nand whatever central tendency data that can bhe gleaned lrom the compar-
ative analyses oY projects, the designer ot training programs should be
in a positiontou make reasonably informed decisions as to what the focus
and content of those programs should be. 1In combinatlon these data begin
to provide the desieners of training progrems with a sense of the arena

within which educational RDD&E personnel must function, and with a sense of what

s to be done to function effectively within that arena. Chapter 14 of
Volume | of the series of volumes reporting the Uregon Studies spells
out some of the implications that derive from these various data sources
for the design of training programs.

A wide range of persons have been involved in the preparation of
the profiles. In fact, nearly all persons involved in the Uregon Studies
have contributed in one way or another, for essentially all activities
undertaken within the studies have pointed towards profile production,
Since other volumes detail the activities that have bLeen related to
profile development, e g., the development of the methodology used to
collect the data reported in the profiles (Volume V) and the develop-
ment of the conceptual framework that guided the methodology (Volume
111), the persons involved most directly Ln those activities need not
be recognized here., Those who have been most directly involved in
profile preparation do, however, and the purpose of the following
paragraphs is to make that recognition public.

It is proper to acknowledge first those persons in the U.S. Office
of Educatiom who had the wisdom and courage to insist upon the develop-
ment of case profiles, and their accompanying methiodology, as the
primary outputs of the Uregon Studies. In this regard the efforts of
fls. Cora Beebe and Drs., John Lgermeier, Sue Klein, and Paul Messier
deserve special recognition. So do the efforts of Dr. John Hopkins
of Indiana University, the U.,5. Office of Education's special consultant
to the project. The contributions of these five people to the design




dand {mplementation ot the case profiles and the sapporting metholdology
have heen of Inestimable valae.  Also deserving of recopnitfon is the
role played in the project by USOL project ofticers. “heir willingness
to review projects to help in tdentityving those that appeared to meet
the criteria for fnclusfon in the Oregon Studies was clearly bevonid
their establtgined daties. 'ty thanks to all {n USOL vho have given

50 much,

I wish to espress my thanks algo to the dircctorg of the various
projects for which vase profiles were prepared, and to their staffs.
It Is not easy to glve up as much as three davs of time when conduc ing
a major KD or £ project, or to release major staff members for as much
as o day or oo day and o half to do other tham project work. Particira-
tion in the Orepon Studies represented a sizeable investment of thesce
people's time and nergy, and | wish to express my deepest appreciation
for their willingness to make such an investment.

Finally, | wish to express iy thanks to the staff of the Oregon
Studies who were responsible for data collection, reduction, and profile
preparation., Since so many have been involved, and in so many different
wiays, | will simply list names by activity. Thus, the task of refining
the criteria for project selection, identifying projects that met those
criterta, and maklng initial contact with those projects relative to
participation in the study: the team of fr. Steve Anderson, 'lr. Darrell
Clukey, Dr. bale Hamreus, and Dr. Jim Nord; the task of making site visits
for purposes of (inal project selection: the team of Dr. llarry Ammerman,
Dr. Dale lamreus, and 'r. Greg Thomas; the task of data collection,
reduction, and Initial proflle preparation: Mr. lLoring Carl, Mr. ~Norman
Crowhurst, Mrs. lce Green, JAr. Herb Hill, Mrs. Jiane Jones, Dr. Rod Myers,
Dr. Jim Nord, Mr. Dean Plelstick, Mr. Clark Smith, aud lir. Greg Thomas;
the task of profile editing and refinement: Dr. Harry Ammerman, Mr.
Loring Carl, Mr. Jarrell Clukey, Dr. Kevin !lorse, and Mr. Greg Thomas;
the task of coordinating and scheduling the interview teams: Mr. Greg
Thomas; the task of interview team tralning, and the task of administer-
ing quality control checks on all data reduction: Mr. lLoring Carl and
dr. Clark Smith: the task of tracking all data from the time it came in
from the interview teams until it was organized and presented within
a completed case profile, including the task of editing each profile
to assurce consistency and quality: Mr. Darrell Clukey; the task of
transferring the reduced data to computer storage, the preparation of
computer programs for the analysis of the data, and the execution of
those analyses: Mr., Bill Hickok; the task of overall activity
coordination: Dr. Harry Ammerman.

My deepest thanks to all for tasks well done.

H. Del Schalock
Director of the Oregon Studies
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NOTKFS ON THE DEVELOPMENT OF THE PROFILES

Fourteen specifications guided the development of the profiles that
appear ir the present volume. Seven of the 14 pertained to the content
of the proflles.

1,

They were to accommodate widely varying data within a standard
format, that is, » single format was to accommodate data
emerging from an "evolving" case study methodology that was to
be applied to projects of widely varying characteristics;

They were to convey both the "essential' features of a project
(as opposed to every possible feature), and the ''realities"
of work within it;

They were to include a description of the context within which
a project was operating;

They were to include both, but discriminate between, sub-
jectively and objectively derived data;

They were to include the 'raw'" data from which categorized
data emerged;

They were to highlight the training implications that emerged
from the study of a particular project; and

They were to avoid description of the substantive content of
a project, except as needed to understand a project within
the context of the profile.

Four specifications pertained to the form of the profiles:

1.

2.

b4,

They were to preserve the anonymity of persons within projects;

They were to be candidly written, but without evaluative
overtones and without reference to outside standards for
comparative purposes;

To the extent possible, each profile was to make a unique
contribution to the set of profiles (thus allowing indi-
vidual differences between profiles with respect to degree
of emphasis on various classes of data, depth of detail,
etc.); and

They were to be readable and understandable by persons just
entering the field.

Three specifications pertained to the means by which the profiles were

prepared:
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. The profile desipgn, and tne linkage of that desipn to deta,
wis to be such that poersons relatively unskilled In professional
report writing could, without elaborate trainfng, assemble

and preparc a profite;

2. Profiles were te bhe prepared and made avallable for review
and/or usce as sooa as possible after the analysis of u
project had veen completed; and

[y
.

Profiles were to be approved before publication by the directors
of the projects described.

In sum the task of the Oregon Studies was to develop a procedure and

a format for writing profiles that would display widely differing kinds

of data from widely dilfering projects in a manner that would be vcasily
understood, and that would allow for comparability across projects while
retaining the ability to present characteristics idiosyncratic to indi-
vidual projects. Furthermore the procedure and format were to accomodate
the variapility introduced in data by an "evolving' methodology, and were-
to be able to be applied by persons with little or no experience in formal
report writing. The profiles reported in the volume meet or have met
these specifications.

Procedurally, profile design progressed through six identifiable
stages. The first stage occurred prior to data collection activities,
and involved the sutlining of alternative profile formats for anticipated
data. These were prepared for conference review in conjunction with the
first review of the proposed methodology (July 197J). In the second
stage of development, alternative profile formats were prepared for a
single project using trial data collected on that project. These were
prepared for conference review in conjunction with the second review
of the methodology {(October 1970). 1t was through these two external
revicw conferences that most of the specifications relative to the
development of the profiles emerged.

The third stage in the evolution of the profiles involved the
development of a format that accommodated both the specifications that
had been develored, and the data that were by then emerging from application
of the methodology. Four profiles were prepared according to this tormat,
and submitted for conference review in conjunction with the third external
review of the methodology. This was held in March 1971, and constituted
the last formal review of the profile format., In all three of the
external review sessions, participants included the consultants to the
Oregon Studies, training program directors, U.S., Office of Education
personnel, and the authors of the conceptual papers that appear in Volume
II1 of the series of volumes reporting the Oregon Studies.

Following the March review, the profile format went through three
additional "fine tuning" stages in its development. The first of these
{Stage 4 in the development of the profile formats) incorporated both
the recommendations received at the March conference and the subtle
shifts that occurred in data collection strategy following that conference.
Six profiles were prepared using this particular format. The next to last
refinement in format (Stage 5) reflected the final refinement in data
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collection methodology, and was used lu describing the remaining 10
projects unalyzed. The final refinement in format (Stage 6) involved an
internal review of the total set of profiles from the point of view of
standardlzing terminology, table headings, and category labels.

Because of the evolution of data collection methodology and profile
format during the course of the Oregon Studies, it was not possible to
achieve complete standardization acrosus profiles. The first four profiles
prepared contained data that were sufficiently different from the data
reported in the next six, and the data reported in those six were suf-
ficiently different from that reported in the last 10, that differences
between the three sets could not be eliminated by the final refinement
effort. As a consequence, the total collection of profiles reflect
three recognizably different formats, as well as three slightly different
data sets. All profiles contain the same basic chapter organization,
however, and the same major headings within chapters, so differences
between profile sets are minimal. The GUIDE TO READING THE PROFILES
has been designed both to introduce the reader to the substantive content
and organization of the profiles, and to place the differences in profile
format in perspective., Chapter 4 of Volume I of the series of volumes
reporting the Oregon Studies traces the implications of profile format
differences for cross-project analyses.

A number of procedures were adopted as guides to the preparation
of profiles. Profile writers were always members of the data collection
team and they always Ynew in advance when they were to serve as writers.
To insure consistency across writers, chapter titles, major headings
within chapters, data tables and figures, and data sources were standard-
ized. During the actual process of preparing the profiles, writers were
instructed to make use of all record forms, tape recorded interviews,
and data presentations., Debriefing sessions conducted with the members
of the data collection team were held to further the writer's under-
standing of both the project as a whole and the data collected in rela-
tion to it.

Profile drafts were given substantive critiques by all members of
the data collection team, and editorial critiques by at least two other
Oregon Studies staff. Where extensive revisions were needed, the
revised drafts were subjected a second time to a complete review and
critique process. Upon completion, each profile was submitted for
review and approval to the responsible officer of the project being
described. The Last five profiles submitted to project officers were
accompanied by a profile rating sheet in order to obtain specific infor-
mation as to their adequacy. The results of these ratings are summarized
in Table 1.
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'ocus of rating

Rating Schedule

A B C

Description ol organizational structure

Description of organizational operations,
interrelationships

Description of the ends bein3z sought by
the project

Representativeness of all ou puts indexed
(Ch. IT)

Representativeness of the outputs analyzed
(Ch. III)

Accuracy of the data presented on outputs
(Appendix)

Overall representativeness of the Profile

[s 1o J[a]
[ J [ o]

o] [1]) o]

(3] 2] o]

Ca 1) [o]
(&) 1] o]
a1 i [0

Rating Schedule

Check box A, B, or C as follows:

A = Representative of a majority of operational concerns.

B = Renresentative of only a part of operational concerns
(concerns of significant proportions omitted).

C = Major concerns not covered.




A GUIDE TO READING THE PRrROFILES

Since the profiles are relatively complex documents, and since
they vary in format (see NOTES on the development of the profiles), a
gpuide to thelr reading has been prepared. The guide is designed to
orient the reader to (a) the classes of data reported in the profiles,
(b) the procedures followed in collecting those data, (c) the trust-
worthiness of those Jdata, aud (d) the wanner in which the data have
been organized within the profiles. [f used in conjunction with the
NOTES on the development of the profiles and the GLOSSARY of profile
terms that also appear ia the volume, a reader should have no dif-
ficulty in making his way through the profiles.

Classes of Data Reported in the Profiles

As indicated in the preface to the volume three major classes of
data are reported in each profile: (a) descriptors of general project
characteristics; (b) descriptors of project personnel; and (c) descrip-
tors of project work requirements. Work requirement data are reported
both in terms of work activities associated with job roles and work
requirements associated with project outputs. The data sets that
comprise these various data classes are described briefly in the para-
graphs that follow. The rationale for and full description of the data
sets appear in Chapter 4 of Volume I of the .eries of volumes reporting
the Oregon Studies.

Data Sets Used in Describing the
General Characteristics of Projects

Five data sets are used to describe the characteristics of a
project as a whole: (g) the objectives of, rationaie for, and contribu-
tions to be made by a project; (b) the timelines established for complet-
ing work within a project; (c) the organizational structure within which
the work of a project is carried out; (d) the political-institutional=-
intellectual context within which a project rests; and (e) the 'dynamics"
of project operation. The first three data sets are self-explanatory.
Context data pertain to the relationship of the project being studied
to its sister projects, to the activities of the administrative unit
within which it rests, and to the broader political-institutional context
within which it rests. These relationships are portrayed in the form
of a "context map."

As used in the Oregon Studies, '"project dynamics" is a catch-all
term that involves information pertaining to procedures, feelings,
patterns of behavior, or anything else that can be used to convey a
sense of either the "essence" of or the "reality" of working within a
particular project. The focus of that which is reported may be project
operations, factors influencing project operations, and/or the
consequences of project operations. Operationally, the data pertaining
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te project dynamics fnvolves the pooled perceptions, obscervations,
hunchies, and insights palned by the staft of the Oregon Studies during
the three to five day on-site visit required for project analysis,

do tormal category sots have been developed for coding any of these
data. All are reported in the form of narrative statements within the
context of the case profliles.

bata Sets Used in Descerib-
ing Project Personncl

‘hree data sets are employed in describing project personnel: (a)
the background of training and work experience of professional staff;
(b) a description of the job or jobs held by professional staff; and
(¢) the support services and resources available to staff in the perform-
ance ol their respective job roles. All of the data within these sets

are ruported in terms of questionnaire items.

Data Sets Used in Describing Work
Activities Associated With Job Roles

Two data sets are employed in describing work requirements associated
with job role: (a) the perceived requirements associated with a particular
job held; and (b} che emphasis given .o various classes of work activities
within the context of a particular job held. These data are also reported
in terms of questionnaire items. '

Data Sets Used in Describing Work Requirements
Associated With the Production of Project Outputs

Tour data sets are employed in describing work reyuirements associated
with the production of project outputs: (a) the outputs of work effort
per se; (b) the standards held for those outputs; (c) the operations
required to produce specified outputs to specified standards; and (d)
the knowledges, skills, and sensitivities required to carry out those
operations. These are the primary data sets reported in the profiles,
and as such they are far more complex and extensive than the other
data sets reported.

In attempting to describe the outputs of projects, and the standards,
operations, and enablers that relate to them, it was necessary to establish
a number of category sets to handle the complexity that was found. Two
approaches were taken to the development of these sets: (a) a conceptual-
empirical (deductive) approach; and (b) an empirical-conceptual (inductive)
approach. In the former, category sets were developed as an extension
of the conceptual framework that guided the Studies;l in the latter, they

1 For a description of the conceptual framework that guided the empirical
thrust of the Oregon Studies see Schalock, H.D. and Sell, G.R., "A Frame-
work for the Analysis and Empirical Investigation of Educational RDD&E," in
Chapter 4 of Volume 1II of the series of volumes reporting the Oregon Studies.
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were developed in response t) the data emerging from the study of ongoing
projects.2 Operatlionally, however, the two approaches were complementary,

for the conceptual-empirical approach yielded category sets that functioned

as relatively broad, general organizers of the data, and the empirical-

conceptual approach yielded category sets that functicvned at a ''close to
the source,'" descriptive level. Figure 1 provides a summary of the concep-
tually derived sets used to organize information about project outputs,
standards, operations, and cnablers. Figure 2 provides a summary of the

QUTPUTS STANDARDS OPERATIONS ENABLERS

Products Output Knowledge
STRUCTURE Events Process Skill
Conditions Sensitivity

Policy Setting
FUNCTION Management
Production

Knowledge

Technology
CHARACTER Implementation

Information

Focal . Activities
LEVEL ' Component Tasks*
Facilitating Actions

FIG. 1. Category sets used to describe at a broad, conceptual
level the properties of outputs, standards, operations, and enablers.

*0f this set, only task level descriptions were obtained. Time
and resources did not permit an analysis of operations at the
level of actions, and the activities set was left to be derived
empirically.

empirically derived category sets used to organize the same information,
that is, statements describing work requirements in the language of persons
working in the field. The various primary and cluster categories that

make up these sets, as well as the procedures followed in their develop-
ment, are described in Chapter 4 of Vol. I of the series reporting the
Oregon Studies. The number of data statements (interviewee statements)
classified within these various category sets include 1148 that are

270 some extent this is an over simplification, for the conceptually
derived categories were tested empirically in the course of their
derivation, and the empirically derived categories were always influenced
by conceptual considerations. (See Chapter 2 in Volume I of the series
of volumes reporting the Oregon Studies, or Volume V, for a discussion
of the procedures followed in the development of the methodology.)
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deseript{ve of output standards, 3722 that are descriptive of output
related tasks, and 2497 that are descriptive of output related cnablers.

OUTPUTS OUTPUTS
IDENTIFIED _ANALYZED STANDARDS TASKS _ENABLERS

Number of PRIMARY
Categories Used to
viewee Statements

Number of CLUSTER

Categories Used to

Classify Primary 51 46 20
Categories

FIG. 2. Category sets used to describe at a 'close to the
source," empirically derived level the properties of outputs,
standards, tasks, and enablers.

The Interdependence of Data Sets

As indicated in the preface, each case profile was to describe not
only the variables listed in the preceding paragraprhs, but their inter-
dependencies as well. This in turn required that a way be found to
collect data on those interdependencies. Accordingly, a schema was de-
veloped which placed the full set of variables within the context of an
interacting whole. Within this context OUTPUTS were adopted as central,
that is, all other data sets were linked to them. Procedurally, this
required that outputs of work effort within a project be identified, a
set of these be selected for amalysis, and for each output analyzed
establishing the STANDARDS set for its production, the OPERATIONS re-
quired for its production, the ENABLING KNOWLEDGES, SKILLS, and SENSI-
TIVITIES needed for its production, the PERSONS involved in its
production, and the RELATIONSHIP of that output to the other outputs
involved in the work of a project as a whole. It was also possible to
link a particular output to the organizational scructure of a project,
the context within which the project rested, and even the 'dynamics"
of a project, though not so directly as in the case of variables that
depended upon output linkage for their definition. The interaction of
these various classes of data is illustrated schematically in Figure 3.

xviii

Q. 70




The Project as a Whole

Feoject Project Project
Dynamics |- - - - - Organization Context

0

\ 4

Characteristics
of Personnel
Who Generate
the Output

The Relationship
of the Output

Studied to Other
Outputs Identi-~

fied in the
Project

An Qutput
of Directed
Work Activity

1 |

Enabling Knowledges,
Standards Operations Performed Skills, and Sensi-
for the to Yield the tivities Required
Output Output to Produce the
Qutput

FIG. 3. Classes of information sought in describing a project,
and their relationship to outputs of work effort.




I'rocedures Followed in bata Collection

Three relatively distinct procedures were employed In collecting
the data reported in the profiles. By and large these corresponded
with the three major classes of data collected. All data, however,
werce collected within the context of an 'on-site' visit by a data
collection team from the Oregon Studies. Depending upon the sizc and
complexity of a project, teams consisted of from two to six people,
and the length of the site visit extended from three to five days.

An overview of the procedures used in collecting the various classes

of data reported in the profiles is provided in the paragraphs that
follow. Additional detail is provided in Chapter 4 of Volume I, and in
Volume V, of the series of volumes reporting the Oregon Studies.

General Project Descriptors

Probably the best label for the procedures used in collecting
data on general project descriptors is that of ''non-obtrusive.' The
objectives of a project, the rationale for a project, project time
lines, organizational structures, and the like, were obtained from
project proposals and other documents descriptive of the project.
Also, information on the 'dynamics' of the projects were gather.d
through incidental observation, the recall of casual comments made
by project staff while being interviewed, and the 'hunches" or
"insights" gained while working with project data. Almost without
exception these sets of data were able to be collected without in-
trusion upon people's time and energy.

The one data set used to describe the general characteristics
of projects that was intrusive was the data set that described the con-
text within which the project rested. Some information of this kind
was usually able to be gained from proposals and other documents, but
in all cases project directors were interviewed when developing a
context map. In some instances this amounted to little more than
confirmation of information gained elsewhere, but in others it in-
volved both the generation and piecing together of information about
intra- and inter-institutional linkages that were simply not made
explicit in existing materials. Generally speaking, the larger the
project the more complex its political-institutional-intellectual
linkages, and in some cases, for example the Children's Television
Workshop, the development of a map to depict these linkages was a
major undertaking. :

Personnel and Work Activity Descriptors

All of the data that describe the personnel associated with a
project, and all of the data that describe work activities associated
with job roles, were collected through questionnaires. These were
administered by members of the Oregon Studies staff, either while
visiting the project site or through telephone. Three questionnaires
were involved: (a) a general project questionnaire; (b) a job/task
inventory; and (c) a general activities questionnaire. The data




\n

reported trom the three questionnaires are veferred to in the profiles
as form 02, 03, and 04 data respectively. Copies of the three question-
naires may he faund in Volume V of the series of volumes reporting the
Oregon Studies.

Output and Work Requireme.:t Descriptors

All data on outputs and work related to their production were col-
lected through interview. The intervliew strategy called for: (a)
identifying outputs associated with a project (an output index); (b)
ordering those outputs according to their interdependencies (an output
map); (c) selecting from the map those outputs for which work require-
ment data were to be obtained; (d) identifying persons most directly
responsible for and/or most directly involved in the production of those
outputs; and (g) interviewing those persons in relation to the standards
held for the output being analyzed, the tasks required to produce the
output, and the knowledges, skills, and sensitivities needed to perform
the required tasks. The selection of outputs to be analyzed was done by
the data collection team, on site, after an output map had been estab-
lished and a sense had been gained as to the outputs that were most
critical to the project. Persons interviewed provided information
relative to his or her own contribution to the production of a particular
output, as well as the contributions of others (a distinction between
self-other data was maintained throughout the project.) As familiarity
with a project grew, adjustments were made as needed in the output map,
the selection of outputs to be interviewed around, and the matching
of interviewees with outputs. All interviews were tape recorded, and
all data were reduced from the recordings by the person who did the
interviewing.

The reduction of the interview data involved a multistep process:
(a) editing tapes to identify data statements within them, that is,
statements pertaining to standards, tasks, and enablers; (b) the recapi-
tulation, or "recapping', of data statements into a readable, gram-
matically correct form, that is, independent clauses and/or sentences
(care was taken not to destroy the original language of the interviewees
in this process); (c) the transfer of the recapped statements to color-
coded summary sheets that corresponded to the various data sets being
used; (d) the coding of the recapped statements by a two person coding
resolution team (during this process the coding team was free to call
upon members of the data collection team for statement clarification,
interpretation, context building, etc.); and (e) the storage of the
coded data in computer files in a way that permitted the interdependencies
within the data to be maintained. A record of all steps in the data
collection and reduction process was maintained from the time of first
contact with a project until all data on that project had been computer
stored and verified.
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The Trustworthiness of the Data

Since the classes of data reported in the profiles were collected
by various means, each must be considered separately as to its trust-
worthiness, Accordingly, the potential sources of error that reside
within each data class, and the steps taken to control them, are reviewed
in the paragraphs that follow.

General Project Descriptors

Four of the five data sets used to describe the general character-
istics of projects mad~ use of working documents. These included project
cbjectives, timelines, organizational structures, and context maps.
Typically, the document used had been prepared by project directors.

To the extent that such documents can be accepted at face value, and

to the extent that the Oregon Studies staff did not introduce error in
reporting the substance of those documents, the data sets that made use
of them were subject to few sources of error., As a consequence, no
formal measures of trustworthiness were prepared for them.

Judgments relative to the trustworthiness of the data reported on
project dynamics is another matter. It will be recalled that these data
consist of the pooled observations, hunches, '"insights," and choice tid-
bits of information gleaned by members of the data collection team from
a wide variety of sources. It will also be recalled that these data
intentionally were to be subjective and impressionistic. As a weans of re-
ducing gross error all final descriptions of the dynamics of projects
were read and confirmed by all members of the data collection team that
visited a project, but no formal measures as to the trustworthiness of
such data were obtained. For purposes of profile presentation, however,
the data on project dynamics are reported.

Personnel and Work Activity Descriptors

Since the data sets describing personnel and work activities were
derived through questionnaire methodology they were subject to all the
sources of error known to operate within that methodology, for example
the error that is introduced through the selection of questions asked,
the possibility of multiple interpretations of those questions, and the
lack of opportunity to determine falsification or shoddiness of response
to the questions. The steps taken to control these sources of error were
of two kinds: (a) reasonable care in the development and testing of the
questionnaires prior to their utilization for purposes of data collection;
and (b) the administration of the questionnaires while the data collection
team was on site. The first step involved a number of field trials of
the questionnaires, and a number of revisions in them on the basis of
those trials. The second allowed the questionnaires to be introduced
within the context of the data collection effort as a whole, and within
that context an opportunity to clarify troublesome questions about or
within them. In combination, it is believed that these procedures

-
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suff{clently reduced the tvpical sources of error that euter the collec-
tion of questionnaire data that the data reported can be viewed with a
fair degree of contfidence.

Qutput and Work Requirement Uescriptors

Just as the personnel and work activity data were subject to the
error typically associated with use of questionnaires, the output and
work requirement data, since 1t was collected through interviews, were
subject to the errnr typically associated with interviews. Four sources
of error have always been troublesome in this regard: (a) the selection
of interviewees as data sources; (b) the information elicited from inter-
viewees about work requtizments; (c) the coding of the information
obtained from interviewees; and (Q) the storage, retrieval, and analysis
procedures used in mani, lating the coded data.5 The procedures followed
in the Oregon Studlies to combut these gources of error are summarized in
Table L. Given the procedures folloved, and the coding reliability
obtained, [t seems reasonable to view the output and work requirement
data with 2 good deal <f _onfidence.

Profile Organization

It will be recalled from reading the NOTES on the development of
the profiles that three variations in profile format will be found in
the present volume. These correspond to variations in the nature of the
data collected at various points in the Studies, and represent one of
the less fortunate consequences of the decision to emphasize methodo-
logical development (see Preface). Although the differences in the data
presented in the three profile formats are not great they can be con-
fusing to a reader when first encountered. The purpose of this s=ction
of ithe GUIDE is to introduce the reader to the general organization of

the profiles, and tc spell out how the two earlier profile formats (Formats
1 and 2) differ from the final format (Format 3).

3 When the profiles are being considered as a data base for cross-project
analyses, other sources of error must be considered. Two critical
sources are (a) the adequacy of the sample of projects drawn and (b) the
adequacy of the sample of outputs selected for analysis within a given
project. These are sources of error that relate to the generalizability
of data, however, and are not of primary concern in considering the case
profiles as descriptions of individual projects.
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TABLE 1

Procedures Followed in Controlling Sources of Lrror
in Qutput-Work Requirement Data

SOURCE OF ERROR PROCEDURES FULLOWED TO REDUCE ERROR
Interviewvee Only staff intimately acqiainted with or involved in
Selection the production of an output were selected for inter-

view. The relationship of the interviewee to an
output was always confirmed by the project director, the person to be
irtervieved, and the immediate supervisor of tha. person. Data re-
ported by an interviewee on the work of others in relation to an out-
put were noted and coded separately.

Data Generation A structured interview procedure was used to obtain
data on the standards, tasks, and enablers associated

with a particular output. In the interview, standards were the first
to be identified, followed by the tasks engaged in to produce the out-
put to those standards, followed by the knowledges, skills, and sensi-
tivities drawn upon in carrying out the tasks identified. Stylistic
variations in interviewlng were permitted <o as to accommodate either
interviewer or interviewee differences, but during the course of an
interview all dara sets were exhausted. (For a detailed discussion
of interview procedures see Volume V of the series of volumes report-
ing the Oregon Studies).

bata Reduction A carefully established set of procedures and
decision rules were followed in ''recapping' the
interviewee statements, and in coding the recapped statements in
terms of appropriate data sets. The recapped statements were first
checked for their comple ~ness and adequacy by the data coordinator
upon the return of the data collection team from a project site.
They were ciecked again by the coding team. Incompleteness, or
error, or lack of clarity detected on either of these checks required
that the recapped statements be revised until they were acceptable
at both quality assurance checkpoints., To insure reliable coding,
team coder agreements were calculated. Using the recapped statemenc.s
in three case profiies ag a base for calculating coder reliability,
and separating first and second codings by a three month pericd,
coding agreements for items in each data set, with one exception,
ranged between .69 and .96. Reliability in coding tas.. statements
was .60. Detailed coder reliability data are reported in Chapter 4
of Volume I of the series of volumes reporting the Oregon Studies.

Data Storage As soon as the recapped statements had been coded
and Retrieval for a particular project the codes were forwarded
to the data coordinator for a check of their com-

pleteness, and then forwarded to the coordinator of data storage and
retrieval for transfer into computer storage. After storage, repeated
checks were run to insure that the initial computer entries were
covreclt, and the computer center manipulations over time had not
destroyed or reovdered the data as it was originally stored.

-
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Profile Format 3

Ten profiles in the volume meet the most advanced format require-
ments.4 These are profiles 1, 2, 6 and 7 in Part One of the volume;
profiles 9, 10, and 11 in Part Two; and profiles 16, 17, and 18 in Part
Three. As a set these protiles reflect the most advanced form of the
data collection methodology, were the last to be prepared, and appear
as the first profiles to be read in any of the three parts to the
volume, as well as the first to be read in the Evaluation section of
Part One. Also, all are organized into six chapters: an Overview;

a Description of the Parameters of the Project; a Summary of Data;
Supplementary Data; Project Dynamics; and Implications for Training.

Each profile also contains an Appendix that houses the "recapped" data
statements from which the output-work requirement data summaries have been
prepared.

An overview of the contents of each chapter in the format 3 profiles
follows. It will be seen from these ovarview statements that the three
classes of data collected on a project are collapsed and/or integrated
for purposes of their presentation within profiles.

CHAPTER I: OVERVIEW. This chapter provides the first view of a
projecc as more than a title. It provides an orientation te the nature
of the project, its goals, and its reasons for being, and serves as the
framework into which the balance of the profile data are fit. Structurally,
the overview chapter consists of the following parts :

(a) Synopsis of the Project
(b) Objectives, Rationale, and Significance of the Project
(c) Context in Which the Project Operates

Chapter I is generally not more than 6 pages in length, and it is
designed as an "abstract" so that readers way determine whether they
wish to read the profile as a whole.

CHAPTER II: PARAMETERS OF THE, PROJECT. Chapter II emphasizes,
and makes quickly available, a first set of "hard" data about a project.
Standard sections include:

(a) sStaff structure;
(b) Project roster;
(c) Index of outputs;
(d) Output map .

Staff structure data involves a description of the organizational structure
adopted by a project, and how staff members are distributed within that
structure; project roster data involves a description of the roles

played and/or functions performed by personnel within the project; an
output index is an annotated listing of the outcomes of work effort

that project staff iden:ify as critical to the success of the project;

4 Each profile is identified as to its format number on the back of
the profile title page.
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and an output map is a schematic portrayal ol the Interdependencics
hetween project outputs. More is satd about output maps later in the
GUIbE,

CHAPTER I1I: SUMMARY OF DATA. In terms of the data sets described
previously, this chapter would be more accurately titled "Summary of
Work Requirements for Output Production.'" Three data sets are summarized
in the Chapter: (a) the standards hield for thie production of an output;
(b) the tasks engaged in to produce an output to the standards set for
it; and (c) the knowledges, skills, and sensitivities required to perform
those tasks. [Lach of these data sets is displayed in standard tables
as frequencies of category citations. The narrative text of the chapter
deals principally with the data displayed in the tables, and the inter-
relationships of those data.

CHAPTER IV: SUPPLEMENTARY DATA. The chapter on supplementary data
varies to some extent as to the specific data it contains., In general,
however, the following data sets are reported:

(a) Kinds of outputs generated at varying stages of project
completion;

(b) The distribution of outputs by their alternative classifi~
cations, i.e., structure, function, charactey and level;

(c) Summaries of staff backgrounds;
(d) Individual job descriptions;

(e) Interviewee responses to questionnaire items relating to
position requirements, support resources, and project
management ;

(f) Interviewee responses to questionnaire items citing
emphases given to various classes of work activities;

(g) The funding base of the project.

Tables of the data are provided when they serve to provide a focus to
the discussion. Meaningful relationships with data reported in other
chapters are also pointed out.

CHAPTER V: PROJECT DYNAMICS. This chapter, by design, is the least
structured of the profile chapters. The purpose of the chapter is to
round out the profile by reporting "impressionistic" observations about
the project. The ''data base" for the Chapter was the hunches, observa-
tions, insights, etc. gained by the data collection team during their
three to five day stay at the site of the project. These impressions
are reported in whatever sequence, form, and substance the profile writer
considered best in calling out the significant and unique features of
project operation. The freedom of the dynamics chapter to vary in focus
and content was considered essential to extending the meaning of the
data collected. It was also seen as essential to methodological develop-
ment, for it served as the vehicle by which new data thrusts were identi-
fied for inclusion in the methodology.

Xxvi
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The substantive focus of the comments included in most project
dynamics chapters includes some subset of observations with respect to
staffing patterns, project managem:nt structures and procedures, manage-
ment 'styles," project related commitments, substantive issues that
arise within projects, affective issues, and agency interrelationships.
The discussion of such observations is linked, when appropriate, to
"hard" data. The tenor of the discussion is intended to be non-judgmental
and instructive.

. CHAPTER VI: TIMPLICATIONS FOR TRAINING. 1In this chapter the know-
ledge gained about a project is assessed with respect to it= implications
for training. 1In this assessment the data reported in the profiles
generally are treated very briefly, for it is assumed that the reader
can draw his own conclusions from his reading. Instead, attention
is directed to comments or recommendations made about training by project
personnel, or which are implied by the nature of the data collected. The
discussion frequently focuses on training needs mentioned by project staff
in relation to prablems or difficulties in the project. To this extent,
the discussion tends to highlight arecas of competence in which prepara-
tion was weak.

PROFILE APPENDIX. The last chapter in each profile is followed by
an appendix that contains the ''raw" data that is the basis for the coded
data reported in Chapter III. The raw data consists of ti..e paraphrased
or "rccapped" statementsof interviewees that describe the standards,
tasks, and enablers associated with the generation of outputs. Category
code numbers are included with each statement to facilitate their loca-
tion in the various tables presented in Chapter III. The importance of
this appendix extends beyond its function as an aid to the reader, for
it represents what is presumed to be one of the most meaningful forms in
which the data collected in the Oregon Studies can be presented for
purposes of training. Furthermore, the profile appendix is the only place
where the raw data on standards, tasks, and enablers appear.

Profile Format 2

Six profiles in the volume were prepared according to the format
that preceeded in time the format just described. These are profiles 3,
4,and 8 in Part One of the volume; 12 and 13 ip Part Two; and 19 in
Part Three.

The main differences between formats 2 and 3 lie in the language
used to describe project outputs. In format 2 the language of output
structure, function, character, and level was not in use, and the distinc-~
tion between products, events, and conditions had uot as yet emerged. 1In
their place was a language of production and management "products,"
where products served as a loosely defined term to cover what subsequently




)
was recognized as products, cvents, and conditions.

These differences are reflected in the content of Chapters T oand
Ill of the format 2 profiles. In all other respects both the content
and organization of format 2 profiles are consistent with those reported
in format 3.

Profile Format 1

I'our profiles reported in the volume were prepared according to the
first profile format developed. These are profiles 5 in Part One of the
volume; 14 and 15 in Part Two; and 20 in Part Three. Since the varia-
tion between formats 1 and 3 is considerable, differences will be traced
chapter by chapter.

CHAPTER I, Same as in format 3.

CHAPTER II. 1In place of an output index and an output map there is
(a) an index of production responsibilities, (b) a production responsi:--
bility tree, (c) an index of management responsibilities, and (d) a
management network. These correspond to the output index and output map
of format 3, and for purposes of data analysis were so treated, ji.e.,
they were recoded using the data sets reported in format 3 profiles. In
format 1, production responsibilities are treated much as products are
treated in format 3, and management responsibilities are treated much
as events and condiiions are treated in format 3. The distinction
management and production responsibilities, however, are carried into
Chapters III and IV of format 1, causing two chapters in the profile to
be devoted to work requirement A-ta (s.ch data are consolidated. in
Chapter III in format 3). As is the case in format 2 profiles, the
language of output index and map, and the language of output structure,
function, character, and level does not exist.

CHAPTER III. Entitled DETAILS ON EACH PRODUCTION RESPONSIBILITY,
this chapter presents the data on standards, tasks, and enablers only
for products pertinent to the contractual obligations of the project.
The chapter also contains the recapped interviewee statements (in format
3 profiles they appear as an Appendix), as well as the category frequency
data that are based upon these statements.

CHAPTER IV. Entitled DETAILS ON EACH MANAGEMENT RESPONSIBILITY,
the chapter simply repeats the format of Chapter III.

CHAPTER V. Equivalent to Chapter IV in format 3.

i

CHAPTER VI. Equivalent to Chapter V in format 3.

> Subsequent to the preparation of format 2 profiles, production and
management ‘'products’ were reclassified into products, events, and
conditions. Two purposes were served by this reclassification: (a)
it eased the strain of what had come to be recognized as a forced
classification; and (g) it enabled the data reported in these profiles
to be used in cross-project analyses. The recoded data are reported
in supplementary tables that accompany each format 2 profile.
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CHAPTER VIL., Equivalent to Chapter VI in format 3.6
Notes on Reading Output Maps

The output map found in each of the profiles contains a wealth of
informatlion about the outputs of the project under investigacion. In
order to extract all the information that a map contains it is essential
that the rules guiding the construction of a map be understood.

The Purpose of the Map

The purpose of the output map is to present as simply and as
clearly as possible the interrelationships that exist between the various
outputs of a project. The desired effect of reading an output map is
a "picture" of the project being discussed in terms of the dependency
relationships among the outputs the project seeks to achieve.

The Elements in a Map

Figure 4 contains an illustrative output map. A number of elements
can be identified within it: solid line boxes; labels; code symbols;
horizontal lines; vertical lines; brackets; dotted lines; dotted line
boxes; and vertical (long and short dash) lines. Each of these elements
contributes to the total information contained in a map. The following
paragraphs identify the information presented by each element,

Solid line boxes

[::::J Each solid line box represents a specific output
that the project is seeking to achieve. If the
box stands alone (is not connected to any other
box by a line) one of two conditions exists:

(a) the output is considered to have value, but is
not related to any other output, or (b) the output
index did not contain output identifications that
allowed other outputs to be linked to it.

Labels
Final Within each box there is a label which is the
Report descriptor of the output represented. The labels

found in the box are the same ones used to describe
a particular output throughout the profile.

6 Profile 14 was a transition profile, and is peculiar in that it
incorporates the language of the profile 1 format but the organization
of profile 2 and 3 formats.
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ERIC

Aruitoxt provided by Eic:

Coded symbol

P-01 Final
Report

Llach box contains, along with the label, a coded
symbol. Lach symbol is composed of a letter which
ideutifies the structure of the output (P-product,
E-event, C-condition), and a 2-digit numeral which
identifies the output sequentially with respect to
the other outputs in the same profile. Code
numbers are the same througlout the profile.

Horizontal lines

Vertical lines

]
L]

Brackets

o

Dotted lines

]

llorizontal lines between boxes indicate that the
outputs so connected have side-effect relationships,
that is, the production of one intluences the other,
and vice versa.,

Vertical lines between boxes indicate that the upper
output is dependent on the lower. Until the lower
output is completed the upper one cannot be completed.
In the total map, boxes connected by vertical lines
are hierarchically arranged, those at the top of the
map being dependent upon all those below.

Boxes enclosed by brackets represent outputs which
are influenced by, but not dependent on the output
represented by the box linked horizontally to the
bracket(s).

Dotted lines connecting two brackets are used to
indicate outputs that are influenced by another
output when the outputs encompassed by a bracket
area are large in number, or when influence is
carried across more than one page of the map.

Dotted line boxes

Vertical (long

Dotted line boxes represent those outputs which
are either generated outside the project, but
influence it, or are outputs generated by the
project as a function of other outputs but have
not been indexed by project staff.

and short dash) lines

When more than one page is needed to display an
output map, vertical lines (long and short dash) are
used on the right of the first page and the left of
the second page to indicate the point at which the
two pages colncide.
: 0

xxx 11 <
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ERIC

Aruitoxt provided by Eic:

e

R MM A A e e TS

Under unusual circumstances some outputs may appear more than

once in a map,

This results when they are related to other outputs

in different ways, I.e., dependent on one set but Influenced by anotter.
When it is impossible to display hoth the relationships by one place-
ment, outpurs are repcated. !

Once the purpose of an output map is understood and the various

elements within
a great deal of
should be made
to display time

it are defined, the reader should be able to extract
information from a careful analysis of a map. It
clear, however, that an output map does not attempt
relationships as do ot her process charts such as PERT,

An output map focuses on the dependency relationships existing between
outputs, independent of the factor of time.




GLOSSARY OF CO'MON PROFILE TERMIS

This glossary contains definitions of terms used frequently in the pro-
files. Asterisks identify terms that were used in the ecarly forms of
the profiles. These terms, no longer in use, are identified with a
single asterisk to indicate their appearance in profile format 1 and a
double asterisk to indicate their appearance in profile format 2., When
terms are used in a definition that are themselves defined in the glossary,
they appear in capital letters.

ADOPTION. A circumstance in which KNOWLEDGE, INFORMATION, and/or
TECHNOLOGY 1is utilizea.

CHARACTER OF OUTPUT. See Output Character.

COMPONENT OUTPUT. An outcome of work effort that constitutes an element
of, or an approximation to, a FOCAL OUTPUT.

CONDITION. An outcome of work effort that creates a desired circumstance
expected to endure over the life of a project, or as a result

of it.

CONTEXT. See Project Context,

DEVELOPMENT. A problem—-solving strategy designed to produce reliable
technology, that is, procedures, materials, hardware, and
organizational frameworks that have a known degree of success
in bringing about a particular outcome or in performing a
defined operation; also used to designate the focus of
projects (see Project Focus) and the focus of outputs (see
Qutput Focus).

DIFFUSION. A problem-solving strategy designed to bring about the
implementation of generalizable knowledge, a reliable tech-
nology, or trustworthy information (as used here diffusion
incorporates both the concepts of DISSEMINATION and ADOPTION);
also used to designate the focus of projects (see Project Focus)
and the focus of outputs (see Output Focus).

DISSEMINATION. A circumstance in which KNOWLEDGE, INFORMATION, and/or
TECHNOLOGY is distributed to a targeted population.

EDUCATIONAL RDD&E. A coordinated set of problem-solving strategies
designed to produce outputs that can be judged as to their
quality and their contribution to the solution of educational
problems.

ENABLER. KNOWLEDGES, SKILLS, and SENSITIVITIES needed to produce a
particular output,




)
*
ENVIRONMENTAL MANAGEMENT RESPONSIBILITY, Responsihilities whilch, when
carriced out, result in outcomes that enhance or faciiitate the
cnvironment {n which a project operates.  (Subsequently, only

the outputs of these responsiblilities were analyzed.)

EVALUATION, A problem-solving strategy designed to produce trustworthy
information regarding a phenomenon which occurs in a context
or environment over which the user expects to exercise
influence or about whici he expects to make decisions; also
used to designate the focus of projects (sce Project Focus)
and the focus of outputs (see Qutput Focus).

EVENT. An outcome of work effort that results in the occurrence of an
observable transaction or set of behaviors.

FACILITATING OUTPUT. An outcome of work effort that supports the
generation of FOCAL or COMPONENT OUTPUTS, but is not in
itself a part of such outputs.

FOCAL OUTPUT. An outcome of work cffort expected by contiactual
obligation to emerge from a project.

FOCUS. See Projcct Focus and Output Focus.

FUNCTION. See OQutput Function.

[MPLEMENTATION. A classification given an output of DIFFUSION, i.e.,
an instance of the ADOPTION and UTILIZATION of KNOWLEDGE,
INFORMATION, and/or TECHNOLOGY; the objective of DIFFUSION.

INFORMATION. A classification given an output of EVALUATION, i.e., an
instance of reliable information about a given phenomenon
within a context over which a user expects to exercise
influence or about which he expects to make decisions; the
objective of EVALUATION.

KNOWLEDGE (AS ENABLER). A classification given an ENABLER that
identifies it as a fact, principle, or generalization, and that
can stand the test of empirical verificatiuu; also, any
circumstance that can be shown to exist.

KNOWLEDGE (AS OUTPUT). A classification given an output of RESEARCH,
i.e., an instance of established fact, principle, etc. that
is generalizable and that can stand the test of empirical
verification; the objective of RESEARCII.

LEVEL OF OUTPUT. See OQutput Level.

MANAGEMENT FUNCTION. A classification given an output that orchestrates
the resources (time, personnel, materials, space, information)
available to a project for the realization of the outcomes
expected from it; also a report of that orchestration.




MANAGEMENT NETWORE (also IANAGEMENT RESPONSIBILITIES NHTWORK).* A
hierarchical ordering that pgraphically illustrates the functional
redatfonships between MANAGEMENT PRODUCTS and RESPONSIBILITLES
within a project. (Subscquently incorporated within output

maps, )

* % .
MANAGEME.T PRODUCT . A classification given a product serving a

MANAGICIENT RESPONSIBILITY. (Subsequently identified as a
product serving a MANAGEMENT FUNCTION.)

MANAGEMENT RHSPONS[B[LITY.* Sec Lnvironmental Management Responsibility

and Production Management Responsibility.

HANAGEMENT RESPONSIBILITY INDEX.* A listing of the MANAGEMINT RESPONSI-

QuTPuT,

BILITIES within a project. (Subsequently incorporated within
the OUTPUT INDEXL)

An identifiable outcome of targeted work activity that con-
tributes to the realization of project goals.

OUTPUT CHARACTER. The attributes of an output that mark it as an instance

of KNOWLEDGE, TECHNOLOGY, IMPLEMENTATION, or iINFORMATION,

OUTPUT FOCUS. The attributes of a FOCAL OUTPUT that mark it as an output

of RESEARCHL, DEVELOPMENT, DIFFUSION, or EVALUATION. (In
Format | and 2 profiles, all outputs are classified in terms
of an DD or E focus.)

OUTPUT FUNCTION. The attributes of an output that mark it as serving

a POLICY, MANAGLEMENT, or PRODUCITION FUNCTION.

OUTPUT INDEX. An annotated listing of the outputs of a project.

OUTPUT LEVEL. The attributes of an output that identify its relationship

to proiect goals as FOCAL, COMPONENT, or FACILITATING.

OUTPUT MAP. A graphic portray~l of the functional interdependencies

among the outputs of a project.

OUTPUT STANDARD. A criterion applied to, or level of excellence expected

of, an output; a criterion by which the adequacy of an output
is judged.

POLICY FUNCTION. A classification given an output that establishes

standards or guidelines for a project.

PROCESS/OPERATIONS STANDARDS. A criterion applied to, or level of

PRODUCT .

excellence expected of, the processes/operations engaged in
in producing an output; a criterion by which the adequacy
of processes/operations are judged.

A tangible or “hard" outcome of work effort, concrete in
form, and transportable at a givern point in time.
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PRODUCTION FUNCTION. A classification given an outpul that is a part
of the total fabrication effort of a project.

PRODUCTION MANAGEMENT RESPONSIBILITY.* Responsibilities which, wien
carried out, result in outcomes that enhance or facilitate
the generation ol procucts for which the project is responsible.
(Subsequently, oniy the outputs of these responsibilities were
analyzed.) '

PRODUCT TREE or PRODUCTION ReSPONSIBILITY TREE.* A graphic portrayal
of the functional interdependencics among the products of a
project (equivalent to an OUTPUT MAP, except it contains
only PRODUCTS).

PROJECT. A formally recognized, funded and directed effort aimed at
achieving one or more specified ends that have their definition
in educational RESEARCH, DEVELOPMENT, DIFFUSION, and EVALUATION.

PROJECT COMPLEXITY. A project dimension defined in terms of level of
funding and duration.,

PROJECT CONTEXT. A project dimension defined in terms of institutional
setting, e.g., schools, colleges and universities, publicly
supported laboratories and R&D centers,

PROJECT FOCUS. A project dimension defined in terms of primary emphasis
of work effort, i.e., RESEARCH, DEVELOPMENT, DIFFUSION, and
EVALUATION.

RESEARCH. A problem-solving strategy designed to produce reliable
KNOWLEDGE, that is, facts, principles, theories, and laws
that are generalizable and that can stand the test of
empivical verification; also used to designate the focus of
projects (see Project Focus) and the focus of outputs (see
Qutput TFocus).

SENSITIVITY. A classification given an ENABLER that identifies it as
an increment of awvareness about an environment or factors
operating in or upon an environment; also, attitudes and
personality characteristics.

SKILL. A classification given an ENABLER that identifies it as an
atility, proficiency or expertness in the exercise of an

art, craft, or science.

STANDARD. See Output Standard and Process/Operations Standard.

STRUCTURE OF ENABLERS. A classificatic: given ENABLERS that identifies
them as KNOWLEDGES, SKILLS, or SENSITIVITIES,

STRUCTURE OF OQUTPUTS. A classification given OUTPUTS that identifies
them as PRODUCTS, EVENTS, or CONDITIONS.
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STRUCTURE OF STANDARDS, A classification given STAN

DARDS that identifies
them as OUTPUT STANDARDS or PROCESS/OPERATIONS STANDARDS.

TASK., A unit of work performed in producing a specified OUTPUT to a
specified STANDARD.

TECHNOLOGY., A classification given an output of DEVELOPMENT, i.e,, an
instance of a plan, procedure or product that when applied
can bring about a desired end vith a known degree of reliabilicy;
the objective of DEVELOPMENT,

TREE, See Product Tree,

UTILIZATION,

A circumstance in which KNOWLEDGI:, INFORMATION, and/or
TECHNOLOGY is employed in accomplishing a goal or end state,
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Chapter 1: Overview

This chapter is a brief introduction to the project "Alternatives
for Learning Through lLducational Research and Technology" (ALERT) con-
ducted by the Far West Laboratory for Educational Research and Devel-
opment (FWL).

Synopsis of the Project

Title: Alternatives for Learning Through Educational Research
and Development.

Responsible Institution: Far West Laboratory for Educational Re-
search and Development.

Funding Source: U.S. Office of Education, National Center for
Educational Research and Development.

Funding Duration: April 1970 to June 1973. (38 months)
Observation Date: June 1971.

Present Stage of Development: Mid-Project ; 1

RDD&LE Focus of Project: [Lducational diffusion.

Target Group of Project: Professional staff at elementary and
secondary school level.

Expected Outcomes: 1, ALERT Information System.
2. ALERT Information Package.

Level of Funding and Duration: High-Medium (level 6 of 7 levels)
Agency Setting: Regional educational laboratory.

Staff Summary (at time of observation):

Professional Support

Total Full Time Equivalency (in man
years): 3.50 (six interviewees only)

Number of Personnel Assigned: 13 5 (clerical) '} |
7 (technical) - hp

Number of consultants:

Number of Doctorate Degrees:

Number of Master's Degrees:

Number of Bachelor's Degrees:

[ NS, By

Major Area Specialities ot Professional Staff (for six interviewed staff
members only): social psychology, communications research, special educa-
tion, French, English/writing, and psychology.
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objectives, Ratlonale, ] and Signil i_(_'_;;_ll_(.‘.u__of'_ the Project

The peneral objective or purposc of the ALERT Project is the devel-
opment. of an information diffusion svstem. The svstem is being derived
empirically by field-test evaluation of both the system outputs 1ind
the system technology.

The goals of the svstem outputs, as conceived by the project develop-
ers, reside in the facilitation of rational decision-making by the user.
The user is seen as any "decision-maker" in the school from the admin-
istrator to the community spokesman, including the student. The per-
formance goals, as stated by the developers, are:

L. To increase the users' awareness and knowlodge of
alternative products and programs (developments)
that have been demonstrated to increase children's
opportunities to learn.

2. To provide users with available facts, trends, class-
ification schemes, and criteria needed to comprehend
these developments.

3. To encourage the users to apply this knowledge to their
local situation by rationally deciding whether to
adopt, reject, or adapt these developments.

The goals of the system technology are to eventually place
in the hands of a publisher or another agency/client, an empiri-
cally evaluated technology for the efficient collection and accurate
and objective processing of information about educational devel-
opments.

ALERT is built on the identified need to fill the gap between
the developer and the practitioner. It is stated by the developers
of ALERT that "most of the information about educational develop-
ments does not exist in forms that are easily retrievable, intelligible,
and applicable for school personnel' and that 'school personnel
generally are not prepared to make effective use of the existing in-
formation and resources."

The products of ALERT are oriented around subject area devel-
opments at the elementary and secondary school level. The infor-
mation is both global and detailed enough to allow the user flexibility
and range of choice in use. In addition, the comprehensive coverage
of a subject in one or a few readily available packages is also
important to the practitioner who is seen as having little time for
extensive personal research of a development,

ALERT is also seen as a complementary information system to
both the ERIC (Educational Resources Information Center) information
system and PREP infarmation packages. 1In both cases it is character-
ized as providing information at a level or in a format that facilitates
practitioner use.

&7
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The development procedure or strategy of ALERT is twofold. First is

the planning, designing, prototype production, field-test evaluation,

and revision of multimedia, multilevel, mailable materials chat go

to the practitioner/user. Second is the definition and development,
field-test evaluation, and revision of the technology, necessary to
produce packaged information that can be delivered to other agents

to continue the work. The general developmental strategy of FWL is
outlined in more detail in Appendix B,

Context in Which the Project Operates

Figure 1 illustrates the contextual influence and relationships
that play a significant role in the ALERT Project. The following
discussion is a brief exploration of those influences and relation-
ships as identified in observation of the project.

Relationships to other agencies. The ALERT Project resides
in the Communication Program (Division) of FWL. The primary rela-
tionships of the project with agencies outside the Laboratory are
those with funding source agencies, field-test site agencies (schools),
and product distributing agencies.

The U.S. Office of Education (USOE) is the primary source of
funds for this project, as well as for the whole Laboratory. A
basic contract through the Laboratory with the National Center for
Educational Research and Development (NCERD) within USOE is the
primary source of money for the ALERT Project. Additional funds are
available in three contracts through the National Center for Educa-
tional Communication (NCEC), also in USOE. These contracts are
treated as separate project contracts, but they are coordinated within
the ALERT Project work and will feed into ALERT. These contracts
were identified as PREP packages on Evaluation, Early Childhood Edu-
cation, and Drug Education. Thus, the work in ALERT is funded by
NCERD through a basic contract and NCEC through three project
contracts.

The current year (1970-71) field-testing in ALERT is being
accomplished in approximately 75 to 100 site schools in five states.
This includes districts as well as specific schools. After an in-
formation product of ALERT was placed in the schools, liasion was
maintained and various evaluation instruments administered by the
evaluation team. Most of this is done by mail. This current field-
testing is a main or performance field test, the second of a three-
stage testing cycle. The schools that participate in the field test~-
ing may or may not participate in the full three-stage cycle. All
information products in development are distributed only by the project.
Once developed into-a form for release, they are available for
general distribution,

Two distributors,Technicon and EPIE, are currently responsible
for general distribution of the two ALERT Information Units in
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release form. These two units are the Llementary Science Information
Unit, distributed by both Technicon and EPIE, and The Social Studies
Information Unit distributed by Technicon.

Relationships within the parent agency. The most significant
direct relationship of the project identified within the agency, and
specifically within the Information Processing Component (Program) of
The Communication Program (Division) was that of coordination of the
three NCEC contract projects within ALERT which were mentioned previously,
The Programs (Division) within the agency function almost exclusive of
each other., The Program Directors Council, which is responsible for
setting program (Division) level policy, does bring together the pro-
gram interaction., Of course other specific relationships with the agency
that directly or indirectly effect the ALERT Project, such as policy set-
ting by top management, certainly do exist., However, such relationships
were not identified during the observation of the project.

One of the primary and direct influences within the agency that
affects the ALERT Project is the general developmental strategy of the
Laboratory as a whole (see Appendix B). This strategy has been directly
adopted for the development of ALERT,.

Other relationships. A sighificant relationship for the Communi-
cation Program (Division) that indirectly affects the ALERT Project is
that with the National Advisory Committee for the Communications Pro-
gram (Division). A similar committee exists for each of the four pro-
grams fo FWL. These committees are staffed by two members from the
Executive Panel, an advisory group in the FWL management structure,
and three to five members who are nationally prominent within the area
of concern of the particular program. This committee reviews plans
and goals of the program while surveying and interpreting national
trends relevant to the program.

Another relationship that serves ALERT directly is that with ERIC,
In the information collection process of ALERT, ERIC is used as a source
of input. This relationship is apparently not of a special nature, how-
ever, questions as to how these sources might be coordinated into a com-
prehensive "practitioner-oriented information system' are also dealt
with.

Time lines. Time lines were not available to the observation team.
The Project Director indicated that a master schedule for ALERT did
exist. However, it was emphasized that this schedule was plotted on a
time line per task, showing a sequence of critical events at the task
manager's level only.

The ALERT Project as a second generation information system and as
an integrated work effort has been in existence about one year. The
estimates for complete development of the ALERT information system
range from three to five years.
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Ciapter 11y Parameters of the Project

This chapte discusses the staffing pattern of the project, includes
P ronter o staff, deseribes the ountputs being geonerated, and shows the

dependeat relationships of the cutputs in an cutpu’ map.

Staff structure. As illustrated {n Fipure 2, the cssential elements
of the staff structure in this project is a four level structuring of
personmnel, which is oricented upon task-focused teams. The project was
recently reorganized to allow the diffusion of some authority and cespon-
stbility from the Component Director downward into junior staff or task
managers. This was to provide a partijcipative management structure
that could improve conmunication along the vertical dimension. Also, this
restructuring anticipates a general Laboratory reorganization in which
Programs will take on a Divisional status and Components will probably
take on Program status. The restructuring within the project has also
altered the nature of the teams significantly,

Lach team was originally, and to an extent still is, focused on
a4 subject area. These teams tended to be [ixed and were usually made
up of one to three peuple plus the team leader. The subject area of a
team might be English and language arts, or science and mathematics, or
the team might be concerned only with evalustion or procuction. 1In
a sense, each team is a department,

This structure still exists to an extent., However, superimposed Lpo
it is the task-oriented team strrcture. Here one or more teams are or-
ganized to work on a task such as production of an information unit, or
production of sort cards, etc. Unlike the team leader, the task manager
is responsible for his own budget, time lines, expenditure graph, and
monthly reports. The task manager is zlso usually responsible {or more
people and, in a sense, is a short-term project maunager. The task-focused
teams tend to be much more f{lexible both in numbers on team and duration
than the subject-focussd teams. The tasks cut across the subject areas
and draw upon people in these areas as needed. Thus, the task managers
must also negotiate for personnel.

At the time »f observation both team siructures were operating.
Some transitional conflicts were noted, Staff at the teamn or task level,
in some cases, indicated some confusion with their new roles and a lack
of preparation for assuming some of their new responsibilities,

The Component or Project Director, at the time of observation, was
acting (interim) director and had been with the project less than one
year. A permanent director was due to assume his responsibilities shortly
after our ohservation of the project. During this time the Program (Division)
Director was strongly influencing the direct.ons and management of the project.
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Project roster.

Titles and primary responsi-
bilities of project personnel

1. Program (Division) Director:
Responsible for providing program
level supervision and leadership
to the project. (.10 FTE)1

2., Senior Program Associate 1
(Acting Project Director):
Responsible for middle level
project management and
supervision including
planning, maintaining general
budget, maintaining general
time lines, wmonitoring task
level budgeting and work
progress, and answering
legal responsibility for
project. (.75 FTE)

3. Senior Program Assistant 11
(Task Manager): Responsible
for budgeting, scheduling,
coordination, and monitor-
ing of work of writing
team(s) as well as writing
and editing project ma-
terials. (.90 FTE)

4. Senior Program Assistant II
(Evaluation Team Leader/
Manager): Responsible for
budgeting, scheduling, co-
ordination, and monitoring of
work of evaluation team. Other
duties include writing reports,
preparation of data collection
instruments, supervision of
data collection, and preparation
of evaluation plans. (.80 FTE)

5. Sen'or Program Assistant 1
(Task Manager): Responsible for
planning and coordinating writing
team(s)' work, monitoring pro-
gress, maintaining budget,
assisting in design of question-
naires, surveying project related
literature, and writing reports
and project materials. (.20 FTE)

lpyll Time Equivalency

2An arbitrary code number (see ”Tﬁlex of outputs').,

“

The following staff members were interviewed for
information about the project and selected outputs,

Outputs around which staff
member was interviewed

C-56.2 Conceptual Leadership for

C-26.
P-58.

C-54.

pP-01.

P-14.

P-25 .

C-54.

E-55.

P-16.

Froject

Staff Morale

Report Manual (for Writers)
Staff Hiring

Staff Welfare

ALERT System

Staff Morale

Initial ALERT Packages.
(Recipe Box)

Report Manual (for Writers)

2nd Year Main (Performance)
Field-test Plan for ALERT

Staff Morale
Meeting of ALERT Staff to

Discuss a Publisher's
Proposal

Information Units




6. Program Assistant 11 (Writer/ P-14, Report Manual (for Writers)

Editor): Responsible for co-

ordinating efforts with one

assistant in update of the

Elementary Scicaice Information P-16. Information Units
Unit including writing and

editing, reporting to task

manager, and locating new

developments in the field.

(.75 FTE)

Two program staff uembers, one that was formerly full time on this
project but at time of observation was working on another project, and a
second in another component of the Communication Program, were interviewed
to collect contextual and intarrelationships information abo.i the ALERT
Project.

The total project staff for ALERT numbered about 25 at the time of
observation.

Outputs Generated

During the observation and interview period on the ALERT Project, sig-
nificant output:s3 were identified and formal interviews were conducted a-
round selected ones. Those project personnel who were linked to selected
outputs were interviewed about their roles in generating the output. These
outputs are annotated and summarized in the following section.

Index of outputs. Ten outputs of 57 identified
(see Appendix A) were intervi.awed around. An arcbitrary identification number
has been given to each and is composed of two parts: (a) a letter which per-—

mits easy identification of the output as either a prodﬁbt (P), condition
(C), or event (E)A, and (b) a sequence number ifor all outputs irrespective of
P, C, or E. These outputs are as follows:

P-01. Initial ALERT Package (Recipe Box). A box of
edge-punched sort cards each briefly describing an educa-

3An identifiable and significant planned citcome (product, event, con-
dition) of targeted work activities, with targeted work activities being
actions directed toward the realization of projected goal states.

4Product - A tangible or "hard" outcome of work effort that survives
in a form that is transportable, such as a report.

Event - An outcome of work effort that results in the occurrence
of an observable transaction, such as an interview.

Condition - An outcome of work effort that results in the creation
of a desired circumstance, such as fiscal responsibility.

paf 4
PR |
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pP-25.

C-26.

C-54.

E-55.

C-56.

E-57.

P-58.

tional development program. In addition to the sort cards
the package includes instructions and guides for its use.

Report Manual (for Writers). Guidelines for preparation

of ALERT reports.

Information Units. An information package, usually describing

five to eight exemplary development programs in a selected
subject area. The unit may contain summaries or survey
level information, audiovisual briefings, and detailed re-

ports per each program presented.

2nd Year Main (Performance) Field-test Plan for ALERT. Pro-

cedures for field-test data collection and analysis extended
from the initial one year plan.

Staff Welfare. The assurance and monitoring of staff produc-

tivity and communication.

Staff Morale. The maintenance of a mutually participative staff.

Meeting of ALERT Staff to Discuss a Publisher's Proposal. An

event within the duration of the project at which the senior
and junior staff evaluate a submitted proposal.

Conceptual Leadership for Project. The condition of well
defined conceptual directions, supervision of such, and
stimulation of staff to build on initial conceptualization.

Staff Hiring. An event involving the identification of a
need for additional personnel, dissemination of position
vacancy information, and selection of qualified applicants.,

ALERT System. A manual information diffusion method.

Output map. Figure 3 represents the dependency relationships of the
57 identified outputs of this project. This representation is not necessarily
sequenced over time. Those outputs interviewed around are identified in the
map with an asterisk.

{
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Chapter III: Summary of the Data

The interview data collected from the project staff are presented in
this chapter in a summary form of coded statements. The coded statements
themselves are found in Appendix A and the tables included in this chapter
each summarize this data by category and by the outputs interviewed around
during the site visit. The interviews sought to elicit for each output to
be analyzed the standards by which one judges satisfactory completion of
the output, the tasks required to generate an output meeting those stan-
dards, and the enablers (knowledges, skills, sensitivities) which facili-
tate the carrying out of those tasks.

Within each category is a series or set of descriptive labels which
are representative of interviewee statements (raw data) within a particular
category. These descriptive labels are listed in the table under the cate-
gory heading. In the process of reducing the raw data, narrative interviewee
statements (raw data) about an output were linked to one of the three major
categories. Each narrative statement was then classified by means of a
number code according to the most representative descriptive label within
a given category or subcategory.

Each table provides the frequency with which interviewees cited
specific statements (which are represented by the descriptive labels
in the tables) of standards (Tables 1 and 2), tasks (Table 3) and
enablers (Tables 4, 5, 6) in relation to the outputs that are listed.

Standards Held for Outputs

Tables 1 and 2 present the standards elicited against the listed outputs.
The standards are subdivided and tabulated under two major sets or categor-
ies--Qutput standards (Table 1) and Process standards (Table 2).

0f the statements elicited from the interviewees relative to output
standards, there was a slight concentration opon the Utility or Value
of an output. Looking at some of the narrative statements in Appendix A,
Utility or Value of the outputs listed in Table 1 refers to:

Practical and convenient to- use.

5If the reader is interested in the narrative statements of the inter-
viewees (raw data), these can be found in Appendix A. To locate the
narrative statement for any given category, first note the output and

its identification number in the table. Second, note that each descrip-
tive label within a given category has a distinct number or code. Turn

to Appendix A and locate the output. Under the output locate the category
label or heading (standard, task, or enabler) and pinpoint the number or
numbers (depending on the frequency cited) of the descriptive label which
appeared in the table. The statement in the appendix opposite this number
is the original narrative statement from an interviewee and is only repre- |
sented in the table by the descriptive label and its numerical coding. |
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Manuval is useful to intended wser/taryget audience.

Manusl ha te bave utility for or be equally servic-
able t r :nhouse (lLabov.tory) vriters as well as
che 20 erued users of ronvals.

Voot user ~oed. For inforwation to cgsist in
Ceu e asLing,
1t Y, ToRm o that the iajority of thi: narrative statements represented
o othe des roptize latel "o llity o value' were cited in relation to

one output--the Report Manual for Writers.

Within the Ontput standards table there were a total of 34 narrative
"standard" statements elicited from interviewees relative to six outputs
27 e ALERT fruijeci. Note, however, that there are only 18 descriptive
Lab - o Lhic warput standards categories which are listed to represent
thee 34 tarrative statements.

Of the standards cited, the majority were reported in relation to
two of the outputs--the Report Manual for Writers and the Information
Units. Note also the wide variety of standards that were cited for each
of these two outputs.

Associated with the production dimension are standards dealing
with the processes ©f managing staff and resources to produce the in-
tended outputs of the project (Table 2). Concentrations of process
standards (slightly more than one-half) appear in relation to Staff
Welfare and Staff Hiring. In terms of Staff Hiring, the data
seem to indicate concern with hiring qualified staff that will meet
certain specified criteria and will be able to competently execute the
specified tasks. The data further indicate concern with allowing the
staff adequate latitude in carrying out tasks, and balancing the de-
mands with their capabilities and interests.

Tasks Pertaining to Output Attainment

In Table 3, a total of 167 narrative '"task" statements were elicited
from interviewees relative to 10 outputs. These 167 narrative statements
are represented in Table 3 by 19 descriptive labels from the task
categories. .

Of the 10 outputs analyzed, five were tangible outputs or products
and five were events or conditions seeking either to control, facilitate,
or direct the production and diffusion of those products. The majority
of tasks cited (ll4 narrative statements) were in terms of the tangible
outputs or products with task concentrations on the Initial ALERT Pack-
age (recipe box), the Report Manual for Writers, and the Information
Units. In terms of the events and conditions, tasks were focused upon
Staff Welfare (13), Staff Hiring (11), and Conceptual Leadership (11).

3
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TABLE 3
Taske Cited for Each Output Analyzed

“ e
o~
B4 a 28 s a2s © a9 =13
8& -
suriuRydIe uoIsyIIp BuyIcFya € - - % o~
1def{oad puokeq ojuy Bujen3ijrq zZ¢ - -
19efozd uyyata ojuy Buyenjyjyiq 1€ - o~ - -
n sux233wd AoTjJ ojuy Buyidoeyza 0€| ~ - - n
o
M sdyysuoyieraz SujIvITTIORNY 62 - - ~ o~ o
|
“ juswvoijaus tedjedyd Suydueyuz ¢z - -
=
.M 3393s Jo YiaoiB BuTITITTIOES 97 - - = ~ ~
v
an uojidejeries qof Jujujwingen ¢z - - - ~
n e
S < T1o13u0> A3yyend Burisajjzy ¢z - ~N ™ - - o~ L] L] x
- 0
M.u sedjAIee/sualeks Bugindolg ¢z - - - “
$3
s L33T7qwIunosse Buriseyiz Tz L) w L - s}
20
uc Jye®is yruoyesajoiad Bujinsoxgd T - o -
© - -
-
9 andano ay3 Sugenjyyta (0 ™ - <
m K3grend andino aya Burssassy 9o - a4~ - a
o .
y warp Buyesadoad/Buyisariod ¢o| ~ L - o~ L
O
andino ayi Buyonpoxg w0 = - - o~ - 2
andano eyy BujuByeag ¢o - o~ - = o
®2AaT332[qo0 Buliernmiogy zo ~ L) - - ~
possaippe mayqoxd Sugk3jiery yq| o ® o~ L) - L
' !.
v £a bolc) a
g &8 2t
'“ e e Do 17} l.. a
o o - o L El
& & 5 =y g 8
a u ﬁ DU- a4
i o] - o . L ]
o6 ~ .u - e ] M L -3 o u
48 2 8§ 23 S e wm -9 a4 3
[ ] M o M -4 o - - oe e e b -
&) ~ ~ e w4 06 [ ] [+ 3 - 3 - > L]
2 - e - u o fu W) = x Wy e < O = wv -~
. O o o u cee o - a
3 327 82 5 TeT g oy A o't ouog | o8
w Dl @ O e DU M L] [ ] [ o B o L] m [ 2]
9| & o o M o g e 0 & I Y O M o O &~ u
“ e L og X - ~N G- w v X & o O W vi "
' . -4 ~3 0 wy o ~3 ) = ™~ o0 "
o ‘o -t -t o~ o~ " ["2} ["2] el vy 3
e O» ] ) ) ) i ] t ) ) 3 -4
- =] . - e Qe o o [ o = - o

Q

=

§
3
H
;
;

E




-

950
fn terms of the Inttial ALERT Package and the Report Manual, there
are multiple entries for the descriptive labels Producing the Output
and Assessing the Output Quality respectlvely, The data {ndicate that

in terms of the Initial ALERT Package 11 distinct yet similar tasks were
executed within the general activity/classification of P’roducing the
Output. Since one of the primary goals is to produce ALERT Packages,

it seems logical that tasks would be concentrated within the aforemen-
tioned descriptive label.

Relative to the Report Manual for Writers, data indicate a concen-
tratlon of activity within the task category of Assessing the Output
Quality. However, the number of tasks represented by this desciptive
label do not constitute a majority of the total number of tasks reported
in relation to this particular output. It only represents about one-half
of the total tasks reported. Further, given the intended use of the out-
put (Report Manual for Writers), the clustering of tasks around this
descriptive label seems to be appropriate to ensure its effectiveness
and usability,

Heavy concentrations of tasks appear under the following descrip-
tive labels: Clarifying the Problem Addressed (18), Producing the
Output (21), Assessing the Output Quality (15), Effecting Account-
ability (13), and Effecting Quality Control (19). Since the primary
goal of this project is to produce and diffuse ALERT Packages and the
ALERT System, the areas in which the tasks have been focused (as stated
above) seem logicai and appropriate. Note that a good deal of attention
seems to be given the tasks relating to effecting quality control.
Generally this involves monitoring work progress and resources and
critically reviewing project activities and outputs.

Enablers Pertaining to OQutput Attainment

Tables 4, 5, and 6 present the enablers elicited from the interview-
ees against the listed outputs. Enablers are subdivided anc¢ tabulated
under three major sets or categories--knowledges (Table 4), skills
(Table 5), and sensitivities (Table 6).

Within Table 4 there were a total of 37 narrative "knowledge'" state-
ments elicited from interviewees relative to nine outputs. These 37
narrative statements are represented in this table by 14 descriptive
labels from the knowledges category.

Knowledge requirements clustered largely around Subjects Related to
RDD&E and Project Variables, Fxternmal. Looking at the narrative state-
ments in Appendix A, these knowledges generally refer to:

Curriculum developments or packages.

Research and evaluation designs.

<. :
Statistical and analysis procedures
applicable to data that have been collected.

A
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TABLE 4

Enabling Knowledges Cited for Each OQutput Analvzed

Primary Categories of Enabling Nnowledgen'

(Category code no. and label for coding set S-1)
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P~16 Information Units 2 2 6 10
P~25 2ad Year Main (Perform~
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for ALERT 4 1 1 6
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C~56 Conceptual Leadership
for Project 1 1 2
E-57 Staff Hiring 1 1
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There is a concentration of knowledges around the Information
Units. Since the largest concentration of tasks focused on this
product-—which is a major component of one of the focal outputa6--
it seems appropriate that a concentration of enablers (in this case
knowledges) would also be focused on this output. In addition, note
that almost one-half of the skills cited in Table 4 are in relation
to the Information Units.

Keeping in mind the nature and intended use of many of the pro-
ject's outputs, skills related to writing seem to be critical. Link-
ing these skills to the tasks and standards cited for the major outputs
suggests the level of skill required.

Senstivity to language barriers and needs of self and others
are categ(ries most frequently cited by those interviewed. Staff wel-
fare is again emphasized with the necessity of being aware of others'
needs. Relative to the report manual, which is intendel for
use by other writers, being sensitive and aware of language barriers
seems to be crucial to ensure maximum utility of that prcduct.

See Figure 3, Output Map.

€9
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Chapter 1V: Supplementary Data

k

B

? Data in this chapter are primarily derived from questionnaires
submitted to project interviewees. Included are data about oufput
classifications, the backgrounds of interviewed project personnel,
the job requirements for the project, and the support resources of

’ the project.

l Classifications of Output Characteristics

Outputs may be categorized in terms of a number of variables.
, Among them are (a) Structure (product, event, or condition), (b_ Func-
& tion (policy setting, management, or production), (c) Level focal,
component, or facilitating), (d) Character ({knowledge, technology,
implementation, or information), and (e) Stage of completion. These
five schema are represented in Table 7 for each project output identi-
fied, with frequencies summarized for each category.

Summary of Staff Backgrounds

Data concerning the academic and professional backgrounds of
seven staff members were obtained. Two staff members had doctoral
degrees, three had master's degrees, and two had bachelor's degrees.
Their collective specialty areas were reported as follows:

Psychrlogy (Social Psychology)
Communication Research
Education/Teaching/Special Education
French

Political Science

English/Writing
Psychology/Teaching/Education

The work experience of the seven staff interviewed is summarized in
Table 8. Interviewees were also asked questions pertaining to what
prior training and education they had and what they thought was nec-
essary for work on this project. All indicated that their positions
required work experience in educational research, development, dif-
fusion, and/or evaluation; work experience in administration; and

work experience in management. The number of years work experience
required in each of the areas as averaged from interviewees' responses
are as follows:

(a) Experience in R,D,D, and/or E - 2.4 years (average)
(b) Experience in administration - 2.0 years (average)
(c) Experience in management - 1.5 years (average)
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TABLE ?

Classifications of Qutput Characteristicn

[ — emem pm OUEDUL Chatarter Pt "'.n.. cmm e .
Pruject Outputs T [ tharacter T T
| Structure | Functfon _ | _tevel | (Froducts unty) §Completton Stage
. No, Label P v . lps_ . m plfy ¢ ta b ¢ 4y fg)1 2 3 & 5 6
P-01 1nftial ALERT Package (Receipe Box) X X X X X
P-02 Package lnatruction Booklet (With X X X X X
Receipe Box)
P-03 ' ALERT Punched Carda X X X X X
P-04 ALERT Abstracts X X X X X
P-05  ALERT Summaries X X X X X
P-06 Telephone Record Form X X X X X
P-07 Summary Worksheet X X X X X
P-08 Card wWorkshect _ x ' x x X x
P-09 Giant Card X X X X X
P-10 Card Preparation Manual ’ x x X x X
P-11 Summary Manual X X X X X
P-12 Style Manual X X X X X
P-13 Selection Manual . X X X X X
P-14 Report Manual (For Writers) X X X X X
P-15  ALERT Reports X X X X X
P-16 Iaformation Unite X X X X X
P-17 Audio-Visual Materiala for Information X X X X X
Uaits
P-18 Scripts for Audio-Visual Materials X X X X b4
P-19 Evaluation Reports 4 X X X X
P-20 Questionnaires X X X X 4
P-21  ALERT Packages (Materials) X X Ix X b4
P-22 Promotional Film Strip-tape X X X X X
P-23 Promotional Brochure X X X X X
P-24 Tape Script (Promotiunal) X X X X . X
P-25 2nd Year Main (Performance Field Test X X X X X
Plan for ALERT
C-26 Staff Welfare . X X X X
, P-27 Task Coaceptualization Paper X X X X X
; P-28 Monthly Narrative Analysis Reports X x x x X
‘: P-29 Financial Analysie Reporte x x x x x
' P-30 Contractor's Request for 1971 Funding X x x x X
' E-32 Main (Performance) Field Test of ALERT X X X X
| E-33 Preliminary (Feasibility) Field Test X ¢ . X X
of ALERT
; P-34 Preliminary (Feasibility) Field Test X X X X X
’ Plaa for ALERT
P-35 1ls. Year Main (Performance) Field Test X 4 x X X
Plan for ALERT
E-36 Telephone Survey of ALERT in Main Field X 4 X } 4
Test
P-37 Telephone Survey Plan for ALERT ia Main | X 4 X X X
Field Test -
Q P-'38 Telephone Survey Questionnaire X X X X X
B K ‘
M
¢
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TABLE 7 CONCLUDED

Cleseificetiones of Output Charecteristice

Output Cherecterietic®

Project Qutputa Charecter
Structure Function Lavel (Producta only) | Completion Stage

Na. Label P . c Pe = Plfy ¢ to]k ¢ 13 4a]1 2 3 4 8§ &
P-39 Telephone Survey Report X . X . X X X
E-40  Coat Survey of ALERT in Main Field Teat X X X X
P-41  Cost Survey Plen for ALERT in Main Field| X X X X X

Test
P-42 Coat Survey Queationnaire 4 X X X X
P-4) Cost Survey Report (Informal-Moatly X X X 4 X

Verbel)
E-44  Semple Selection for ALERT let Yeer x X x x

Main Field Teat :
E-45 Operationel Flell Teat of ALERT X X X X
P-46 Opearational Field Teat Plan for ALERT X X X X X
P-47  let Yeer Mein (Performance) Field X X 4 X X

Teet Finel Report
E-48 Date Analyeie X 4 4 b 4
£~49 Date Coding X X X X
P-50 Uctilisetion Plen for ALERT X X X X X
P-51 Element Testing Instrunente X 4 4 4 4

(Queationnairee)
P-32 Milestons Schedule X 4 X X 4
C-33 Coordinated Eveluation Team in Main X X X _ X

71e1d Test of ALERT
C~54  Sceff Morale X X X X
E-55 Meating of ALPRT Steff to diecuse e X X b 4 X

Publieher'e Propossl
C-56 Conceptual Leadership for Project X X X 4
E-57 Sceff Hiring X X X
P-58  ALERT Syetem 4 X {x X X

b P

Cleseificetion Frequenciee 43 10 4 1 43 11 |2 s &7 0 28 6 .9 % 17 510 518

® the specific output charecterietice qre identified ee follows:

Structure Function Level Charectear Completion Stege

P - product Pa - policy eetting f1 - focel k ~ knowledge completed over one year ego
e - avent | - management ¢ = component t = technology completed 3 to 12 monthe ego
¢ - condition p = production £2 ~ fecilitating 1] -~ isplementetion completed within leet 3 mos.

12 - information curreatly in progrees
oot yet undervey

on going (continuouae)

[ XTI ™Yy
LI I I I I |

b
Date totals in thie teble may very alightly from dete 1o tebles reported slsewhers. Thie 1e e function of decieion rules
governing cleeeification of outpute heving bean revieed and epplied to theee dete subeequent to the preperation of the
profile.

Q
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TABLE 8

Summary of Staff Backgrounds

Amount of Experience Total

Work Setting/Context No. Less Than | 1 - 4 5 or No. of
Category Experience 1l Year Years More Years Staff
In R,D,D, or E Work 0 0 5 2 7
In Administrative Work 3 0 2 2 7
In College Teaching or

Research 3 0 4 0 7
In Public Schools 5 0 1 1 7
In State or National

Education Agencies 6 0 1 0 7
In R & D Centers 4 0 2 1 7
In Other Work Settings 4 0 1 2 7 ‘
In Present Organization

(May be concurrent with

other areas identified

above). 0 1 5 1 7

Concentrations of data in the above table indicate that

(a) All interviewees had experience in research, development,
diffusion or evaluation work, and

(b) Most of the interviewees had no experience working in

public schools and state or national education agencies.
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Interviewees were asked, ''What specific knowledges and skills
does your position require?'" Their responses were as follows:

R&D management including personnel, organization, scheduling,
contracts, proposal writing, and general supervision.

Broad knowledge of social science.

Specific knowledge of educational technology, evaluation, and
systems development.

Knowledge of research methodology.

Management ability.

Background in diffusion science (science of knowledge utilization).
Knowledge of R&D methodology and procedures.
General awareness of trends in curriculum and general education.
[xcellent writing skills--jargon free and educationese free.
Ability to work well with people including leadership,

firmness, consideration, and giving criticism effectively.

General level knowledge of education, i.e., school organization,
staffing patterns, curriculum selection and implementation.
Strong research and writing skills.
Aptitude for conceptualization and then implementation of
models and systems for displaying processed information.
Knowledge of math and science curriculum.
Knowledge of trends in elementary education.

Analytical ability.

Information gathering skills.

Ability in writing for lay audiences.

Ability to conceptualize systems and products.

Ability to plan and carry out development and testing of products.

Several interviewees emphasized the necessity of good writing
skills--particularly the ability to write clearly with minimum use
of jargon--so that the documents could be understood and used by a
wide variety of people.

Support Resources and Equipment

Those support resources called upon by the staff and seen as
necessary included:

Equipment construction.

Printing.

Duplication services. (Xerox; audio reproduction)
Photography.

Art work and illustrations.

Drafting.

Technical writing.

Fditing.

Secretarial service, other than typing.

Typing.

L]
P /1
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Purchase of supplies.

Library holdings.

Subscriptions to technical and professional journals/periodicals.
Requests for documents or publications not locally available.
Computer analysis services. (data processing)

Computer program writing.

Statistical consultation.

Audio-visual aides and devices.

Subjects for experimentation or tryout of procedures.
Travel arrangements.

Budgetary and other fiscal accounting.
Scoring of test items.

Television facilities and equipment.
Budget and fiscal projection-analysis.
Contract monitoring.

Speech writing.
Public relations.
Dictating equipment.
Desk calculators.
Desk-top computer.

Photographic enuipment.

Readers for microfiche or microfilm.

Filmstrip and audio tape preparation equipment.
McBee card gang punch.

MTST/typewriters.

Copy machines.

Tape recorder.

Filmstrip projector.
Carousel slide projector.
Film projector.

Battery charger.
Telephone.

Summary of General Position Activities

By questionnaire, project personnel interviewed were asked to
rate nine general activity categories on an eight point scale. The
scale represents the significance of an activity in the respondent's
project work from O, "Definitely not a part of my project activity,
does not apply" to 7, "A most significant part of my work." The
rankings are listed by position/title over the nine categories in
Table 9.

It can be seen from Table 9 that the activity of '"supervising and
coordinating actions of others, and/or of material resources" occupies
a considerable amount of time of each of the staff interviewed even
though these positions are of considerably different responsibility
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TABLE 9

General! Position Activities Ratings

Position/Title
' Senior
Senior Program/
{ Program/ | Senior Project | Senior
Project | Program/ | Assis- Program/ | Program/
Associ- | Project tant II Project | Project
ate II Assis- (Evalu- | Assis- Assis-
Ceneral (Acting tant 1T | ation tant I tant II | Mean
Position Program | Project | (Task Team (Task (Writer/| of
Activit jes Director] Director | Manager) | Leader) Manager) | Editor) [ratings
A. Reading 3 2 5 4 4 5 3.8
B. Designing
or plan-
ning pro-
cedures ac-
tivities for ;
the project 5 6 4 { 4 7 4 5.0
C. Developing ?
research :
tools or i
other in- |
formation
gathering
instruments | 2 1 3 5 1 3 2.5
D. Collecting
project ;
data 2 0 5 i 5 3 6 3.5
E. Analyzing -
data 3 1 5 5 S| 7 3.7
F. Writing 4 4 5 7 : 4 7 5.1
!
G. Supervising
and coordin-
ating actions
of others,
and/or of
material re-
sources 6 7 7 6 6 5 6.1
H. Teaching or
training 3 4 2 3 0 4 3.1
I. Meeting, )
consulting,
or advising f 6 5 1’(}4 3 4 4.7

B Sy (P S S— ———
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level within the Laboratory. The other activities of ''designing or

planning procedures and activities for the project', "writing", and

"meeting, consulting, or advising" also tend to be significant acti-
vities across these six positions. The spread of these significant

project activities across staff at such diverse position levels in-

dicate a participative management approach. This will be discussed

further in Chapter V.

From a list of additional miscellaneous activities the following
activities were ranked as significant to very significant by at least
one of the six staff: (a) "editing and/or proofing of printed mater-
ials," (b) "determining constraints to problem solution, such as time,
money, personnel, and market factors," (c) 'developing budgets for
tasks of projects," (d) "analyzing the nature of various audiences of
'publics' to prepare appropriate communications," (e) “conferring with
colleagues, staff, and/or students,'" and (f) "interacting directly with
personnel of other agencies, such as for field tests, at trial learning
centers for potential users of R & D products." The Program Director
identified activities b, ¢, and e as a significant part of his work,
while the Acting Project Director identified activities a, b, e, and d
as significant in his work. Junior staff identified b, c, e, and f as
significant in their work.

Y
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Chapter V: Project Dynamics

The work of ALERT is not in the strict sense a discrete set of
activities that can adequately be identified as a project. Rather it
is a complex of closely related and overlipping activities oriented
around the fairly specific objective of establishing '"'a technology to
process information about educational development." Of the three
components of the Communication Program, most all the work of the
Information Processing Component has been absorbed into ALERT, making
this effort a multilevel activity.

History of ALERT

The goal which was identified for the Communication Program at the
establishment of the Far West Laboratory for Educational Research and
Development in 1966 was to ''create an effective means of articulation
between educational R&D and its potential users in the school by develop-
ing a comprehensive and integrated system for both processing and using
information."” Within these limits, the Information Processing Component
of the Communication Program set for itself the task of developing
"information-processing system 'technologies' capable of providing
specific information about educational developments.'" 1In this conceptual
context the first information system, Information Units, was developed
in 1967. The Information Units were designed as ''packaged, mailable,
multimedia, multilevel, comparative information about exemplary devel-
opments in selected curriculum subject .ireas." Information Units have
been developed in areas such as elementary science, secondary social
studies, individualized instruction, early childhood education, and drug
education. The initial units did vary in media and format; however,
each provided three levels of information (survey, briefing, detailed)
usually covering five to eight development programs in the selected
areas.

The Information Units were found to be useful in the school; however,
as one staff member comments, '""As we were developing these units we felt
that they (the Information Units) were too confining in that they dealt
with one subject area. (Each Information Unit dealt with a single
subject, i.e., elementary science, without a general indexing system
across all the Information Units.) We wanted an information system
that was more comprehensive and global, that would allow the user a
greater range of choice in subject areas." From what was learned in
the development of the Information Units, conceptualization of a "second
generation" information system was initiated that not only would incor-
porate the information unit concept, but also provide a greater range of
subject areas and more flexibility in use. In 1970 the design and field
testing of the ALERT information system was begun.

At the time of observation (June 1971), the development of the system
had been underway for about one to one and one-half years. Initially
the 'system was conceived as an information system at the elementary
school level; however, exploration of the secondary level has begun, and
the system will eventually, according to its developers, comprehensively
cover both levels.
S
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Beyond the information units, the conceptualization of the ALERT
system involved the designing of information indexing and briefing
components, as well as the technology for information collection,
processing, and dissemination subsystems. A concept paper for ALERT
was prepared by the Director of the Information Processing component.
The'conceptualization process was one where the Component Director
held a series of meetings with five or six of the staff to discuss
various ideas. These meetings were described as 'brainstorming"
sessions where the Director of the Component threw out ideas for
reaction from the staff. The ideas from these meetings were written
up and distributed to the staff, in general, for their reactions and
critique. This informal, inhouse procedure seems to have been fairly
characteristic of how the general conceptualization of ALERT was
accomplished.

The developers indicated that ALERT was in an "advanced prototype
stage" at the time of observation: 'we are just now completing,"
commented one staff member, '"the 'main field test' which we started in
October 1970. We installed ALERT in about 100 sites in five states.
This included school districts and individual schools."

The main field test (MFT) is one of three field tests (see the
laboratory model) that the ALERT system development will go through.
The others are a preliminary field test and an operational field test.

During the MFT, pre- and post-questionnaires were used to empirically
determine whether or not the system is meeting its objectives. Element
(brief) questionnaires were used to gain information on a specific
element's effectiveness, and both a telephone and a cost survey were
conducted. It is interesting to note that the development of a question-
naire usually involves the use of items developed early in the project
or developed on other projects. Thus, from this "pool" of items can be
drawn the specific items needed to build a questionnaire. In many cases,
little modification of an item is needed.

The selection of the sample for the MFT was done through contacts
that the Laboratory had in various states. Letters were sent to the
board of education in each state asking them to locate a certain number
of sites that fit certain criteria, i.e.,, expenditure per pupil (high
and low), isolated or rural-urban distinction. From these lists, the
individual schools were contacted and asked to participate. The
developers indicate that about 90% of the schools contacted agreed to
participate.

The preliminary field test of ALERT had been completed pricr to
the time of observation. It consisted of bringing a selected gr._up of
people into the Laboratory to see the ALERT system as conceived, and
collecting opinions by questionnaire about ALERT's feasibility and
erfectiveness.

At the time of observation, ALERT was in the MFT with the opera-
tional field test yet to be accomplished.
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Organizational Notes

The activities of ALERT se¢em to cluster by production, management,
and evaluation. While evaluation tends to maintain considerable auton-
omy, production and management tend to merge, especially at the junior
professional levels. But within these work clusters, teams are formed
as the basic organization by which the work of ALERT is accomplished.
These teams tend to be composed of about three people. This team concept
was used throughout the Communication Program and its various components
as well as in the Information Processing (ALERT) component. Essentially
all activities are accomplished by teams. For example, one team of
writers may do reports, sort-cards, and summaries in special education
and vocatlional education, or in early childhood education. Another
team may be working on similar products, but in another subject area such
as language arts--English or foreign languages. People in these groups
tend to be individuals with background both in the subject area and in
writing areas outside of education.

A separate team conducts evaluations of all ALERT packages regard-
less of subject area. This team consists of a leader and three members
that include a "Program Assistant,' a middle level professional position
in the Laboratory; a "Research Intern," the lowest level professional
position; and a "Research Clerk.' The Program Assistant provides backup
to the team leader, the Research Intern does coding, interviewing, and
may do some data analysis. The Research Clerk does all the typing,
filing, handles correspondence, and various other jobs.

The staff-to-secretary ratio seems to run about two or three to one.
Secretarial services, especially typing, are at times pressed to meet
the needs of the professional staff. However, support services in
general were reported as adequate.

Management Style

The management and organization of the ALERT effort has been
strongly influenced by the Communication Program Director. This influence
has become even more pervasive with the loss of the former Information
Processing Component Director and conceptual author of ALERT. At the
time of observation the ALERT component was managed by an acting director,
A newly appointed director was due to assume leadership shortly after
our visit, :

The management style througiout the Communication Program, as well
as in ALERT, is a participatory management approach with responsibility
being delegated at the various levels and problems and decisions being
handled on a team basis at those levels. These levels include the
Program level, the Component level, a mid-level in the Component, and
a task level. Information flow is accomplished by participation in
meetings, etc., of 3 liaison staff member from each of the levels, and
by regular reports from these staff members. This procedure allows a
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mumber of staff to become involved in management activities along the
vertfeal dimensfon of the staff. This rvequires management ability
across the staff and a willingness to allow decistons to be made Ly

a4 team at the level at which problems occur. This approach would scen
to eliminate many of the lesser concerns or problems that top manage -
ment would otherwise have to contend with, while sponsoring more and
broader staff participation in management. gut this could also lead
to isolation of the various levels, and reserve to top management only
the more important or significant considerations.

Communication and Reporting

Communication within ALERT and at the program level generally seemed
to occur informally. Some of the meetings were regularl, scheduled,
serving as update sessions. Generally it is understood that an open
office door means that that staff member is receptive to visits from
oth=r staff.

In reporting, the most formalized procedure used is a '"narrative
analysis." This report is prepared by the team leaders/task managers
at the task level. These one page progress reports are written monthly
and insure information flow to the Component Director and the Program 5
Director. c

The 'marrative anlysis" is a management tool that has been iasti-
tuted to help in the monitoring of ALERT, .s well as other work in the
Program. A one page 'planned/actual expenditure report' was being ir -
tiated at the time of our observation. This would be prepared at the
task level and updated monthly. Also, at the time of our observation,
there was talk of a 'reverse narrative analysis' that could be prepared
by the Program or Component Director. However, this was yet to be re-
alized. Consequently the downflow of information was less well estab-
lished and occurred mostly in meetings which tended to be called on an
irregular basis.

One staff member summing up the communication and reporting process
indicated that 'we have meetings of the whole component staff from time
to time when there are specific problems. We no longer have regular
staff meetings. We are supposed to report once a month on our activities/
program for a specific task."

Most all the reporting, formal and informal, at the agency level,
inhouse and out, seemed to be primarily the responsibility of the
Program Director. However, the Program Director indicated ithat the
staff is encouraged to represent their projects before various public
audiences and at professional conferences.

Physical Setting

The offices of the Communication Program wlere the work of ALERT
is being conducted are located in dcwntown Berk:ley. The location of
the offices seems fairly accessible. Auto parking facilities are
located nearb'. The University of Califor .a at Recikeley campus is

e
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just a short distance. The main offices of the Laboratory are about

a mile from tnis location. The Communication Program occupies most of

the third floor ond part of the first floor of the multistory stone
building in which it is housed. The first floor is shared with another
program of the lLaborvatory and with library facilities. The offices of the
eviluation team for the Communications Program and a mail room are on

the first floor. On the third floor are the offices of the writing

teams and management of the ALERT component and the Communications
Program. The offices of staff employed in the other components of the
program share this f{loor.

The decor of the offices varied a great deal, from carpeting and
wood furnishings to tile floors and institutional furnishings. "he
furnishings, other than a desk, usually included one or two chairs,

a book case or two, and file cabinet. All offices had at least one
window. Lighting was florescent. The size of the offices varied
considerably. In fact, a shortage of office space forced many of the
staff either to be doubled up or to be officed in a large central area
of the third ffdgh that was partitioned by portable dividers. It was
mentioned that tﬁémpnly space left for new staff was the conference
room.

1.e conference room occupied a part of the space available on the
third floor. 1t was a fairly large room, carpeted and furnished with a
large table and chairs. At one end of the room was a blackboard. The
room had several windows, with the electrical lighting being florescent.
The conference room was very convenient to all the offices on the floor,
and was scheduled through the Program secretary.

All in all the physical setting seemed to be very adequate, but
limited space was a problem, especially in maintaining some
privacy for such tasks as writing. The street and traffic noise
tended to be noticably loud at times.

Policy

Probably the most significant policies affecting the work of ALERT
are those set at the program and Laboratory level. However, within
ALERT some policies such as the following production procedure have
become somewhat formalized:

Rough dr«ft written.

Typed rough draft.

Writer reviews rough draft.

Rough draft is proofread by proofreaders for style.

Comporent Director edits draft for content.
Draft returned to proofreader for second style edit.

Final draft typed.
Writer reviews final draft.
Any covrections necessary are made.

O o~V W
.
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In a sense, tow, the technology that is being developed in ALRRT
certainly . s affect the methods and procedures ol the deve lopment
itself. Formats, styles, and content are speciticd,

Some policics at the program and/or Laborato:y level that aliccd
ALERY ana its people include: working hours {rom 8:30 a.m. to 5:00 ;...
arc expected of professional and required of nonnrofessional statlf. The
Laborstory operates on the PPBS system; necessitating that ail statf
fill out time cards each two weeks to provide information as to which
budgets to charge time against. There is considerable paper work
necessary in making various requests for such things as equipment, mater-
ials, or travel. Each staff member is responsible for his own paper work.

When a nioney shortage occurs, notices of job terminations 4ce made
to the professional sta.{ three to six months before termination.

Hiring recommenda. ‘ons are usually made by the managers ai the level
for which the uapplicant is being hir«d. Of ~ourse, che hiigher the level
in the program the mcre influence the Program Director has in the hiring
process. It was iudicated by the Cowponent Director thrat rinority
applicants are given additional censideration in =he screening prccess.

The developmur: process in ALERT is greatly effected by Laboratory
development policy. Rather systewmanic documentation of work in a program
is required early in a development. For example, in ALERT, as the :
initie conceptualization and design was being a complished, a concept
paper was prepared and submitted to the Program Director for review.
Only after this paper was approved by the Director anu significant
others was work in ALERT allowed to proceed. If it nad uc. been
enproved money would not have been allocated for the development.

At the conclusion of a preliminar s/ development and testing stage the
field test and work program is documented and submitted to the Program
Divector. Approval is necessary for continued work.

This procedure is the initial part of the generic model of develop-
ment that has been adopted by the Laboratory (see Appendix B).

Issues

The process of ALERT has been greatly effected by several factors
with which the development and its people have had to struggle. But
probably the most pervasive influence has come as a result of the
reorganization of the Communication Program. The components of the
program were being given program status while the program was taking
on a divisional status. Apparently the reorganization was a response
on the part of the Progrum Director to the need for more efficient
management structures required by the large (almost 50) staff and many
projects in the program. Given these influcnces along with the manage-
ment style, discussed earlier in this chapter, some middle level staff
moved into positions of management responsibility for which some, as
they indicated, were not prepared.
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Other factors such as loss of the conceptual author and Director
of ALERT seem to have been a very important influence. Staff at the
various levels seem to be adapting to the reorpanization at differing
rates.

Some very positive influences on ALERT and the whole program are
the presences of a "hard money" funding base which allows the kind of
systematic planning, d-velopment, and stability that is essential to
an integratcu effort. Also of signiticance here is the development
philosophy ot the Program Director whose notion about how one goes
about producing a product reflects & tradeoff among blind step-by-
step following of a procedure versus a system-design sampling approach
versus a cost-effective strategy. All of this is strongly reflected
in ALLRT.




Chapter VI: Implications for Training

Within the ALERT Project, two primary skill orientations emerge.
Some of the staff members are primarily journalists while the remainder
are primarily educational developers. The melding of the two orienta-
tions provides the major training implicati n found in this project.

Those staff members with a rrimarily journalistir background made
it quite clear that people engaging in educational development/diffu-
sion should be trained in journalistic style writing. Their rationale
for this position indi..ted a belief that educational .~ elopers/dif-
fusers tend to rely uUpou jargon or "educationese' to the extent that
understanding and acceptaunce of their products outside the R&D com-
munity is impaired.

Those staff members with a primarily educational development back-
ground appear to agree with the journalistic writers, at least in prin-
ciple. Without exception, these staff members appeared to accept the
value of the journalistic approach in the writing and speaking portions
of their outputs. Some of the educational developers were becoming
proficient at journalistic writing, while others preferred to depend
upon the journalists for interpreting and rewriting their outputs. The )
need for training to achieve proficiency in the area of journalistic
style writing was quite pointedly expressed by a majority of all staff
interviewed.

The team approach which was used throughout this project was fre-
quentl: mentioned as an area which should be emphasized in training.
Operation as a team was seen by interviewees as not only bringing an
area of expertise to the team effort, but also a mutual consideration
of and commitment to the team's goals. It was indicated that even
the strongly individualistic staff member must effectively participate
as a team member.

Generally, across the staff, skill in managing was identified as
an area in which personnel felt the greatest deficiency. The organiza-
tional pattern of dele ing management responsibilities to the lower
echelons has resulted some staff members expressing a feeling of in-
adequacy. An implication is seen here that training of R&D personnel
should include work in management techniques.




Appendices
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Appendix A: Listing of Qutput Standards, Tasks, and Enablers

The following is a list of standards, tasks, and eaablers for out-
puts around which interviews were conducted. Thefe sta:-ments were
elicited fror discussions with interviewees and werc cnded into their
respective cotegory sets. The selected code precedes the statement and
indicates the following for:

STANDARDS

Code J:

J-1

J-2

Code LM:

TASKS

Code NO:

ENABLERS

Code S:

S=3

Code UV:

Structure of Standards.

Standards against which outputs are judged. (output
oriented)

Standards against which processes and/or operations are
judged. (process oriented)

Primary Categories of Standards.

Clusters of Tasks.

Structure of Enablers
Knowledge.

Skill or ability to pefférm.
Sensitivity or awareness.

Primary Categories of Enablers (knowledges, skills, or
sensitivities).

The codes associated with these three categories (standards, tasks,
enablers) are the same both here in the listing and as previously cited
in Chapter III tables.

Each of the 10 analyzed outputs is cited below within a rectangular

box. Listed
output.

under each are the interview statements relevant to that




-

9/0

P-01:

Initial ALERT Package (Recipe Box)

"Essentially this is a box of cards and a box of summaries. The
box of cards includes an instruction booklet and a knitting needle used
to sort the cards (edge punched cards) according to the categories around
the edge of the card which are explained in the instruction booklet."

STANDARDS:
J M
1 07 Team members subjectively approve their own work.
1 01 High quality of analysis (completeness of description).
1 13 Team leader's supervisor approves all materials to be included
in ALERT Package.
1 24 Appropriately worded for target audience.
2 14 Team leader subjectively approves subordinates work.
TASKS:
NO
01 Study field (ed. journals, foundation supports, USOE project re-
ports, etc) to identify potentially usable developments (within
assigned subject matter areas).
01 Study detailed materials sent by developers.
03 Determine, from development complexity, what kind of materials
to write (least complex-only card, most complex-card, summary and
report).
03 Identify items (descriptors) to be punched out of edge of card on
giant card.
03 Identify items (categories) to be edge punched on master card.
04 Select developments for inclusion in ALERT.
04 Use card worksheets to assist in preparing card data and abstract.
04 Use summary worksheet to assist in preparing summary.
04 Prepare materials in set format.
04 Write abstract within card limits.
04 Write summary within four-page limits,
04 Prepare cost sheet data for summary.
04 Type card data, abstract, and summary in proper spacing for printing.
04 Duplicate 500 copies of card in (inhouse) final form.
04 Punch all cards according to master card.
04 Print 500 copies o: summary and/or report.
05 1Identify master card with accession number.
06 Proofread proof copy.
07 Produce ALERT materials to explain ALERT.
07 Send cards to buyers on a monthly basis.
07 Send summary (with card) to buyer on monthly basis.




22 Assign developments to team members for detailed study.
22 Assign team member to write ALFRT package.
22 Send master copy (after proofreading) of summary or report to
commercial printer.
24 Select developments for further study.
24 Monitor writing progress to achieve time line.
24 Review and/or approve typed copy (supervisor).
24 Proofread and/or approve typed copy (team 'eader).
26 Guide writer by editing and suggesting impiovements as work
progresses.
29 Send ALERT brochure and A-V presentation to developer to describe
ALERT.
30 Write developer to obtain project materials.
ENABLERS:
s
1 03 Practical curriculum development (knowledge).
1 06 Current practices in schools in various subject areas.
1 06 Educational trends.
1 03 Introductory knowledge of research evaluation.
1 02 Introductory knowledge of statistical methods.
2 08 Ability to study and learn in order to gain knowledge in deficient
areas.
2 14 Ability to write in magazine style.
2 18 Ability to judge if tests performed were appropriate,
2 32 Skill in editing.
2 17 Skill in translating educational terms into items meaningful
to "even the man on the street."
2 24 Clearly stating what (work) is expected.
2 24 Clearly stating how to go about doing work.
3 52 Sensitive to team members interests in assigning work.
3 31 Sensitivity to logical continuity in writing.
3 41 Intellectual curiosity.
3 19 Sensitive to achieving a balance between guidance and freedom.
3 55 Consideration for other people.
3 17 Understanding of different personalities.
!
P-14: Report Manual (for Writers)

"The Manual contains both general instructions for the experienced
writer and more detailed instruction with examples for less experienced
writers in the preparation of rather detail~l program descriptions which

we cull reports.”




STANDARDS:

J L
I 05

117
1 05

105

1 05

105
1 22

123

TASKS:

NO
04

04
06
06
06
06
06

06
Q
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Manual hadd te have utility for or be equa'ly servicahle Yoo
inhowse (Laboratory) writers as well as he inreoded userg 7
manuales (Fres lagnce oond oducational writers).

Manmial »not roo prescriprive.

Manual was general enouph so that a writer could generate a
report zbnut a program/curriculum from almost any field cr zutlect
matter area.

Manual is complete in that there are enough directions and ex-
planations within it that will enable the writer to describe the
program/curriculum cleariy and adequately for public school
personnel to get a good idea of what the program is about and
how it might rfit int> their schonl cuntext.

Manual is useful to a variety of audiences--educatovrs who are
not particularly geood writers; writers who are not oriented 1o
the field of education, etc.

Practical and convenient to use.

“Acceptance by consortium members.

Acceptable reports are produced while using the manual (both
internally and by consortium members).

Manual i= useful to intended user/target audience.

Manual (its content) will enable a writer to elicit the necessary
informatirn to describe new curriculum developments/programs
correctly.

Manual will not bind or stifle a writer.

Language/terminology in the marual is understandable to the user
audience (writers)--language is clear, simple, and not too
jargonized.

Manual is of adequate length--not too long so it doesn't frighten
the user audience or overburden him with too many examples.

Style in which the manual is written is uncluttered (to prevent
too manv ideas crammed into one or two sentences), simple, and
flows well.

Include (in writers' manual) reasons as to why it is necessary to
expiain or make clear to the reader certain aspects of the piocgram.
Add som. admonitory materials to the text of the manual, i.e.,
admonitions and advice for the writer which he may or may not use.
Edit and rewrite most of the manual sections.

Evaluate the effectiveness of the language and terminology in the
manual on the basis of whether or not a free lance writer was able to
use the manual.

Change the tone of the manual from one of patronizing/rigid/overly
prescriptive to one of flexibility.

Eliminate or reduce the "ordering" language--''do this/do that."
Change the format somewhat by putting in capital letters a brief
crder statement which is followed by an explanation of why the
wiiter is doing this (this explanation was in lower-case sentences).
Attempt to place more reliance on the intellectual and e#nalytical

)
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powers of the writer himself by giving a brief explanation of the
"do" or "order'" statement.

06 Rearrange the original order ot some of the elements within the
manual.

06 Reduce the amount of material that leads the writer to describe
the history of the development of a particular progvram/curriculum.

06 Clarify and add further explanations to sections of the manual
that will enable the writer to present clearly some of the more
important aspects of a program/curriculum.

02 Conceptualize manual as a checklist-type.

02 Confer with professional writer to gain writer's point of view.

03 Conceptualize instruction manual to utilize loose-leaf checklist.

03 Reconceptualize into one workbook with checklist items, general
statements of requirements and guidelines, and examples of style.

05 Test loose-leaf checklist manual while preparing reports for
information unit.

05 Test instruction manual by using while preparing reports.

05 Test report manual by team members using it in writing report

06 Judge efficiency of two manuals.

04 Write or produce a draft.

06 Revise (rewrite) the draft based on some of the more legitimate

criticisms,
22 Assign a staff member the task of writing or revising the manual.

22 Establish a deadline date for completion of the manual.

24 Review the draft.

24 Edit/critique on the basis of the practicality and usefulness to
those who will be using the manual--intended users/target audience.

ENABLERS:

uv
07 Knowledge of the ALERT System and materials that were being produced,
e.g., cards, summaries, reports.
08 Experience in dealing with curriculum materials and programs in
trying to write a report and a summary.
08 Know ALERT requirements for reports.
24 KXnow how a trained writer operates.
14 Skill in writing acceptable reports about developments.
14 Skill in professional magazine writing.
15 Sensitive to how much latitude a writer should be allowed in order
to express himself.
13 Sensitive to making writing understandable to public.
02 How much guidance a trained writer needs.
1 19 Knowledge of general educational terminology and "inhouse ' jargon
so can tell when a term or phrase has been invented and/or used only
within the agency and should be deleted from the text of the manual.
1 04 Knowledge about learning theory, particularly in the models of
cogritive development, e.g., Piaget's formulations about the
maturation and development of the intellect; Gagne's hierarchies, etc.
1 01 Knowledge of correct (English) sentence :tructure and syntax.
2 08 Ability to analyze curriculvm or an educational development.

S
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8 IThe abilie to judge whether or o oo particaiar Luprooct

)
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(opec b fad v the wanmal) will allow the writeds to cidoft o
necessary frrormation aneeded to describe an edacatle ol proye o
devesopment

2 AabLIily U0 tevtew and edit with sowe contlaerce wnd el e
volnl o has Loon o aevel pod Lhrougls ceperlence and Lok o

cudcannal fioid, .

313 Suisitive o the use ¢of language and bow educational jarg.. ..
hamper understano ing.

3 27 Semnsitive to esthetic quality of writings.

1 24 Understanding of how much work is involved in writing a report
and trying to elicit all the necessary information about a program
from the materials/information avsilable and vpen which the roporr
is based.

2 14 Ability to write clearly cnovgh co that menbers outslide or oo the
gerinher ; of the tarpel acdierce will ke ahle te understaid nuat ha
been writoea.

3 30 Sensitive to the audience for which the manual is intended {w.icers
as well as the eventual "sers of the reports (public school pai-
sonnel).

3 16 Awareness of the difference between the goals of a professional
writer and the goals of an educator or professional (of any type)
who writes; a professional writer seems to be more sensitive to

the reader and what lhe has to know, whereas mrst other profuccronal s

who do some writing are primarily concerned about the materiai.
3 22 Sensitive to or a keen appreciation for the turn-off point ol

a reader--a reader can be lost at almost any word, so a professional

writer's sensitivities are geared to keeping the reader interested.
3 13 Scnsitive to the language that was used in the manual.

P-16: Information Units

"It is a huge box that has some introductory information in it,

that is an administrators guide, and in the [lementary Science Unit tihave
are six programs presentfd. Lach program is treated as a report and as 2
filmstrip. In additi..a to tudt, there is an introductory filmstrip to

tie the thing together. That is packaged together as a unit. Then there
is another box for Individualized Instruction, another for Social Studies,
etc.”"” (Note: Information Units do vary in format and not all are multi-
media packages. TFor example, the American Govermment Information Unit

is produced only in a printed format or book form.)

STANDARDS:
Jm
1 11 Program or curriculum development in unit has been reasonably well
teSth. _.H_?
l.. d




1 20

1 06
05
28

= =

21
18
18
04

RS b= = b=

TASKS :
NO
01
01

01

01
01
05

30

01
03

04
04
04
06
06
07
22
22

SRS}

Programs included in units are representative of the various
trends within o general subject matter area.

Procrams (educatjonal developments) included in unit have been
selected on the basis of stated selection criteria ‘a number of
steps of research and development--needs analysis has been done,
prototype, testing, etc.; availability).

Final product (information unit) has withstood several development/
field testing _ycles.

Approved by user-type people (representative samplie).

Meets user needs for .i1formation to assist in decision making.
Users can operate (use) materials without supervision or explana-
tion.

All developments have bez2n tresated objectively.

Attractively presented.

Attractively packaged.

Completed within rime lines.

Identify new programs/curriculum developments in particular subject
matter areas by surveying R & D centers, liboratories, journals,
and ir advertising.

If rossible, visit teachers who have implemented the new program in
a particular echool or context.

Review the materials of the program, e.g., read instructions to the
teacher, examples of lessons within the program in the teacher
materials and student materials.

Attempt to determine whit the classroom pattern of the program is
likely to be.

Determine how the specific program relates to the context of a
movement or trend within the general subject matter area.

Classify programs/curriculum developments according to the najor
trend/movement of which it has some characteristics.

Contact the developers for additional information about new programs/
curriculum developments that is not available in the printed infor-
mation materials.

Identify developments by searching journals.

Visit one of sites recommended by developer which employs his devel-
opment.

Observe development in operation.

Conceptualize A-V requirements to illustrate development (if
appropriate).

Select developments which meet stated criteria.

Write "reports" of developments.

Film A-V presentation on site.

Revise and reshoot A-V presentation if required.

Revise (rewrite) prototype reports 1f required.

Advertise units for sale.

Chart time lines for production efforts.

Monitor expenditures against budgeted funds.
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Crllr~t pavments lor publiched material.
Write progress reports at approupriate time.
Weise fizal repirt (of teaw responsibillities).
Ceordinite with poten ial publishers for mass produccion oand
matketineg of unit.
2y Conrnract wirth »plisber (o produce zucording tu specificacio. .,
23 wrrange ‘or onnice tilming of deveiopments.
24 Agree w!tn cdeveleoper tnhat his development is adequately descr”v-
& and/or !llustrated.
' 24 Monitor work progress 2ccording to time lires.
¢4 Monitor use of units in field by telephone interview or correspondence.
29 Review prc-utype A-V presentation with develuper.
3O 1ldenti‘y developments by confering with colleagues.
30 Contact developer by pnone or correspondence to obtiin more detailen
information cn develcpment.

DT Qo
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[.NABLZRS:

uv

06 Knowledge of major trends or movements within the general subject
matter area in which one is working.

1 06 Knowledge of the characteristics of these major trends in a general

subject matter area.

el
1

L 06 Understand the publishing (educational materials) businessc in terms
. of the techniques used in selling materials.

1 06 Know the major publisher of a subject matter area.

2 09 Abilicy to analyze.

2 27 Ability cto use some of the current information systems like ERIC.

2 49 Rapport or personal relations skill in working with a librarian.

2 10 Ability to file or organize identified programs and materials.

3 10 Awareness of the hierarchy of cognitive skills within a subject

matter area.
02 Educaticnal psychology.
03 Research methodology. .
02 Statistics.
03 Curriculum development.
06 Knowledge of new developments in education.
06 Knowledge of trends in oducaticn.
19 Management capabilities.
49 Interact with people efrectively.
20 Juauge effectiveness of a development by observing it.
14 Ability to write clearly in terms meaningful to use.
32 Ability to edit other's work (writing).
19 Ability to visualize A-V presentation of ideas.
45 Ability to evaluate your own efforts.
39 Ability to construct questionnaires.
10 Ability to analyze data.
34 Ability to coordinate the efforts of the team.
21 Ability to monitor adherence to time lines.
42 Ability to involve users in conceptual efforts.
11 Skill in treating all developments objectively.
22 Skill in budgeting time and money.
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2 33 Sk-11 ir charting work efforts (PERTing).

2 14 Sk.1ll +r writing proposals.

2 19 Skill in conceptualizing your own organizations' capabilities in
light of recognized national need.

2 08 Ablility to read profusely to keep up with correct developments.

3 02 Perceptive of peoples' problems.

} 25 Ability to maintain effectiveness of team of differing kinds of
people.

3 03 Sensitive to what users need to know to make decisiono.

3 18 Sensitive to not "selling" any one educational development yet
promoting results of R & D.

3 38 Sensitivity to priorities of national necds education.

.r;'
P-25: 2nd Year Main (Performance) Field-test Plan ror ALERT

1"

. .rewriting sections of last year's test plan to extend it into

a two-year test instead of a one-year test as originally planned. This
is simply developing tentative plans for procedure next year to test

various goals. . ."
STANDARDS :
J LM
1 22 The plan proviaes in implementation the kinds of data necessary
to make the specific comparisons desiynated.
1 17 The proposed data analyses are compatible with the type of data
(nominal or interval) generated.
TASKS:

NO

01 Review statistics books to plan data anzlysis.

01 Review initial one-year main field-test plan.

02 Discuss with eval-ation team member the test sample subjects
to get ideas of what testing procedures will be possible with
the subjects.

02 Discuss with supervisor the possible different forma"s for the
dissemination system we are building that we will want fo test
in the field in the second year of our main field test.

02 Determine specific field test goals for second year extensinn
of field test by discussion with evaluation team and supervisor.

03 Think-up procedure to test each goal or objective by data
comparisons, such as one-year users vs. two-year users.

03 Set tentative standard for frequency counts--about 80% of the

subjects should get scores of 80% or better on questionnaire.
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ERIC

Aruitoxt provided by Eic:

Write {nitial draft of toest plan in long hand and have sccretc vy
tvpe.

04 Urc a memo prepared by supervisor outlining his expectatiaas
fer the extended field test In writing the extended tield te:.
plan.

04 FKRewrate test plan two or three times based on comments and
suogestions ol others from meetings and discussions.

06 Discuss with supervisor and others possible revisions to drart
cf test plan ip one or more meetings.

24  Send typed draft to supervisor for review.

ENABLERS:

s W

1 0 Fnowlelpue ot designs that exist such as Lhe quasi-experimental
design: in Campbell and &tanley (book) and what kinds of
analysis techniques can be used with them.

1 03 Aware of which evaluation/research designs have what deficiencies
such that analysis results may be ambiguous due to the nature of
the design.

1 04 Have understanding of learning and attitude change to facilitate
devising techniques for measuring them.,

1 22 Have understanding of information systems--mechanized systems
such as ERTC--how they work and their purposes and uses.

1 03 Knowledge of research methods generally ysed in social sclences.

1 03 Know statistics both parametric and nonparametric most used in
social science research and data analysis procedures.

2 12 Able to use computers in data analysis.

2 10 Able to interpret results of testing in sample (depending on how
sample was chosen--at random or purposive-—and the implications
of those results for the total population.

2 10 Able to compute statistical means, standard deviations, correlatiomus,
and Chi-square.

2 33 Able to develop testing instruments, especially questionnaires that
meet specified testing goals.

2 14 Able to write so that people can generally understand what you are
saying and so that it is grammatically correct.

3 24 Anticipating where 'testing effects' may occur in a testing program.

C-26: Staff Welfare

n

. .tactic has been to give them (staff) responsibility. . .to disperse

or diffuse the authority very broadly. . .we have a monitoring system and
the task managers report once a month on their activities and progress.'

47,
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STANDARDS:

[SSHECH
o fp—
Sl&

Staff members arc able to do their job=--they do produce the
specified oucputs or products.

2 02 Staff members communicate their satisfaction with the job and Jjob
conditions.

TASKS:

NO

22 Give the staff some responsibility(ies).

22 Disperse or diffuse authority on a broad basis.

22 Organize staff into task groups--each staff is responsible for and/or
a member of one or more task groups which is headed by a task
manager.

25 Uphold/encourage an "open-door'" policy--available to talk with staff
almost anytime.

25 Plan occasional social get togethers among the staff.

25 1If a staff member is unhappy or bored with a particular task or job,
attempt to work things out so he/she can move into another position.

26 Distribute some of the '"goodies' among the staff, e.g., opportunity
to attend a meeting or convention, etc.

27 Attempt to facilitate staff privacy where necessary--for example
among the writers.

27 Move the Director's office close to where most of the staff are
actually working.

27 Group some staff together in a set of rooms to facilitate inter-
action and necessary coordination--for example, the production staff.

29 Support or assist staff as much as possible.

29 Conduct management of staff in a very informal, low key style or
approach.

30 Set up monitoring system by which task managers report once a month
as tn the activities and progress of their particular task group.

ENABLERS:

S uv
1 28 Understand the kinds of transactional games that go on between
and among people.

17 Aware of the structure of staff personalities.

18 Understand elements like ego strength, threat, etc. and the
implirations of these elements in a situation where people are

‘ vorking and interacting with one another.

‘ 3 30 Sensitive to the notion that most people like to understand how

| their job contributes to the whole.

) 3 03 Sensitive to the notion that when a person produces something he

| likes to feel as if someone recognizes his efforts.

3 03 Sensitive to the notion that most people want to be respected as
human beings and that one is interested (not necessarily in
agreement with) in their ideas.

3 02 Sensitive to individual staff problems outside of his work, e.g.,
family problems, etc.).

W W
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Hensitive Lo the notlon tnar nost people Jike to know than you
will talk to them about something besides business cocarfcia o,

C-54:

Stafi{ Morale

"You have t% be loyal to your peopie it you're going to allow tnem
freedom in thair work. You have to stick hehinda them hecqrse you tha

ar« vltimately responsible for any maistake or mishap.

STANDARDS:

J 1M

2 18 People hired to staff team are chosen by team leader.

2 46 Staff have freedom and independence to determine own work gchedule,

2 25 Work responsibilities are mutually agreed to between team
leader and team member.

2 25 The staf. members trust each other.

2 33 The staff - embers are learning new things r~n the job that
contribute to their vocational progress.

2 44 Staff willingly accepts responsibility for their work.,

2 45 Staff effectively uses resources of time and money in getting
work done as measured by comparison of what is produced against
amount of time used and budget expenditure.

2 10 Staff members participate enthusiastically and are "involved" in
staff meeting.

TASKS:
NO
21 Hire people that (I) want to work with.

22

24
25

26

26

25

Depend oa staff to regulate own schedules to be at work and
complete work in reasonable amount of time.

Talk with staff member about problems when work is not satisfactory.
Give my staff as much freedom in their work as possible by not
imposing an overly strict time schedule.

Provide feedback on adequacy of staff members work (reports) from
what is known of hig.aer management's expectations in their work.
Provide a general nonauthoritarian approach to supervision of staff
because fits personal style.

Sort of preach to my people that they are the most important thing
in this business.

Handle personnel problems ‘hat can not be dealt with &t the team

or component levzl by discissions with all staff involved, both one
to one and in group. :

S
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26 Take considerable time to make sure new senfor staff member (new
program/project director) will get answers to his questions as
quickly as possible by personally briefing and assisting him and
by having other staff do the same.

33 Decide on appropriate action to be taken on personnel problems
after discussions with staff {nvolved.

FENABLERS
$ 0
1 21 Knowledge of management procedures with small groups.
1 28 Knowledge of interpersonal relations and small group dynamics.
2 34 Skill in personnel supervision from management or business point

of view.

29 Skill in counseling with a staff member coucerning problems in

work quality or quantity.

3 37 Willing to give to staff responsibility for do’ng tasks and not
worry about it,

3 58 Loyalty to your staff to sipport their work when you allow them
much independence in their work.

1 10 Knowledge of people working in an R & D setting gained through
17 years experience in production and managemert in educational
R & D,

2 02 Able to build and maintain mutual respect among staff.,

2 05 Able to chart a task or work activity against a time line but only
to the degree appropriate to the work so that the time line is
facilitating of production and not an end in itself.

2 34 Able to keep staff work progress reasonably close to schedule
and budget expenditures within limits, but not emphasizing these
to the point that they are overly restrictive.

3 37 Allow staff to do some things their way even though may disagree--
not always insisting on my way in doing sometb’ng.

N

E-55: Meeting of ALERT Staff to Discuss a Publisker's Proposal

"At that particular meeting there were about 10 of us there. We had
been sent a memo on the RFP (request for proposal) before the meeting. . .
During the meeting we went around the room and each person commented on
the RFP as interpreted in the memo. . .the meeting finished in a discussion,
primarily among the senior staff, of the feasibility of accepting the proposal
or extending the main field-test for another year. . .the decisioun that
came out of that meeting was to extend the main field-test."

g
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ot iscassion in the meeting fy relevant to the stated purpose ol
e neet ing,
4 Anyone with something te say that is relevant, {s listened to.
« 26 becesions roached are agrecable to the majority of the statf
in Lhe meetting.

TASKS:

NC

0! Read RFF to determine its feasibility in cost,

01 Reviaw coot survey data recently collected in main rield test
oi project.

0l Review all evaluation data received to date in the main !ield test
of project to give oral summary in meeting.

02 Discuss with supervisor what input must pe provided for mecting.

05 Provide interpretation in meeting of adequacy of cost estimate
figure in RFP against cost survey data--estimate figure too
high or too low against what survey indicates potential purchasers
will pay for product.

24 Argue feasibility of accepting RFP and advisability of extending
main field test against field test data available to date.

24 Write-out comments concerning costs from review of RFP and from
cost survey data.

31 Make oral presentation in meeting of evaluation data summarizing
cost date and other data available.

ENABLERS:

S uv

1 10 Able to quickly interpret data available against specific questions
raised in meeting.

1 10 Awareness of who are the primary decision makers in a group and
their style--authoritarian, nonauthoritarian--in a grave
situation.

1 15 Able to summarize field test data quickly and effectively in an
oral presentation for decision making.

1 19 Able to anticipate the kinds of data that a certain meeting wiil
require beyond what may be specifically requested before hand.

1 28 Knowledge of leader orientated small group dynamics, especially

goal directed groups.




(-56: ConcepLual Lealership for Project

"You conceptual {ze what you are doing and you contirually go back
and reconceptualize {t and try and include a number of people in. . .doing

that.
paper."

There is lots of oral discussion that eventually gets committed to

STANDARDS :

J

Gl

TASKS:

NO
21

23

24

24

24

25

26

26

31
32

33

Staff can expand and extend initial conceptualization greatly
beyond what i{s asked of them.

Stalf generates project papers that evidence understanding of
concepts of project.

Point out to staff areas of project that have not as yet been
planned out but that are essential to the development and/or
dissemination of the product(s) of the project, ask that work

be started.

Obtain for project, recognized experts who supply technical
consultation, advice, and critique of project.

Maintain commitment to being systematic, following outlines as
baselines, insisting on concept papers and using outside consultants.
Edit documents written by staff for accuracy and clarity of inter-
pretations.

Monitor work progress, directions, and ideas formally by regular
staff meetings and informally by chance meetings or going to their
offices when time permits.

Encourage staff to use knowledge base available and to be as
rigorous as possible in their work through frequent interaction
with the Director or his assistants.

Send senior staff to prcfessional meetings to represent and present
project.

Critique ideas of senior staff (usually informally) in one to one
meetings, from experience base in educational R & D, concerning
feasibility of developing an idea and maintaining alignment with
goneral program goals.

Make input to proposal concerning plans and design of proposed project.

Write short document outlining objectives and intended interfaces

of project product in response to a special request from a govern-
ment agency.

Challenge staff in meetings, by memo, or chance discussions to
contribute in some way to conceptual design and planning of project.
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seneral experience based knowledpe of educat tonal RDD&Y both
praductien and wanagenent .

Kzow where to look for help in management of cducational K & 1,
2apecially in mllitary and civilian fndustry with many vewr o ox-
perience in R & D.

Able to read large amounts of printed matter quickly,

Able to be sclective in plotting time to tasks by importance of
task as reflected by the long-range and daily needs of a project.
Able to Interant intellectually with all statf either one to one
Or one tc group,

Effective in defense of ideas and in persuasion with staf{ or
others both ovrally and in wiiting.

E-57: Staff Eiring

.inherited most of the staff I have now. But we do go through

an elaborate procedure of specifying what the job entails, the qualifications
we'd like, and salary range.”

STANDARDS:
J 1M
2 36 Candidate is intelligent.
2 36 Depending on the specific job, candidate has a talent for writing.
2 36 Candidate has some commitment tc the job or general area/field

TASKS:

NO
21
21

21
21
21
21

relative to the job.
Candidate's credentials reflect indicants of responsibility,

Determine whether or not it is necessary to fill a staff vacancy.
Review program plans and production and relate to the current
balance in the staff.

Develop a job description for the vacancy.

Process the necessary papers relative to announcing a vacancy.
Post the vacancy within the agency.

Interview potential candidates inhouse.
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21 Interview potential candidates from outside of the agency.

<1 Select candidate to whom a job offer will be made.

21 Confer with other colleagurs as to their opinion about
hiring a selected candidate.

22 Determine whether or not there is enough money in the budget to
request that a job/staff vacancy be [illed.

ENABLERS:

S
1 10 Know inhouse selection and hiring processes and policies.
2 20 Ability to make decisions.

P-58: ALERT System

"The information units were our first generation information system.
The idea was to package information in selected subject areas. . .As we were
developing these units we felt that they were too confining in that they
dealt with only one subject area. We wanted an information system that was
more comprehensive and global, then users could choose among various subject
areas for things they might want to look at. So the second generation
information system was conceptualized and started, and that is ALERT. It
will absorb all the work done in information units."

STANDARDS:

|
1=

System has achieved its objective(s)--based on field-test data/
information.

1 29 All the problems that have been considered in the earlier stages
have been solved and the system is ready for a mock—-up.

TASKS

NO

01 Read the original conceptualization (paper).

01 Read (staff/inhousc) reports of the field test to determine what
has been learned.

01 Read the literature relative to dissemination and diffusion of
information.

02 Reconnceptualize the entire system.

04 Mock-up the system (or elements of) after conceptualization
has been somewhat stasilized.

113
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| 0%  Conauct pretiminary fleld=test==of the mock=-up,
| 0% Londuct madn (feld=-test=--of the mock=-up.
23 invite Soveral consultants to participate fn o aiscugsion relative
to the ALFRT System.
o Wedee notes as the ordfyinal ceaceptualization 16 toad,
b Survey the attitudes of the staff that work {a -leveloping the -y 2o
L/ to determine where the proolems are and what might bLe ar ef “ccvdve
soluciun,
24 Review 1 particular part of the system by asking as many questinns
} about that part/element as one can think of.
29 Consult with persons who have been involved with the tield test to
) obtain their reactions.
29 Discuss vith staff teo obtain their reactions to various upprcaches
| that we might utilize In the development and design of the ALERT

System,
351 Develop a set of questions upon which the discussion with {outside®
consultants would be based.
) .
ENABLERS:

No information collected under this heading.

Q AR
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Append fx B The Product-development Stratepy
of the Far West Laboratory for
Fducatfonal Research and
Development

The development and evaluation procedures of ALFRT basically

follows the genceral development stratepy of the Laboratory. That
poeneral strategy, as L appears in the Contrnctoslﬁ_ggﬂgsit for
1971 Funding, follows:

The Laboratory product-development strategy has been described

In a number of publicatious over a period of time as a specified
nuinber of stages and steps.  The number of stages and/or steps
utilfzed by various programs in implementing this strategy can
and does vary, Very generally, the strategy includes ten stages.,

Stage 1, conceptualization and planning, includes need de-
finition, a thorough review of the research literature and prac-
tices that seem to be relevant to the particular needs and
problems on which the program or component is focused, a detailed
statement of obhjectives to be achieved through tite use of the
product, and preparation of inttial specifications of the
product. It should be emphasized that insofar as possible, the
product-development work of the laboratory has a firm foundation
in available cducation, psychological, and <ociological research.

Stage 2, preliminary product development, represents all the
work necessary to create the first form of the product. All the
ingenuity and creativity of the staff is brought to bear on the
development of vhat appears to be the most useful product, Fre-
quently non-Laboratory partieipants and school personnel are con-
sulted In the development of the preliminary product; certainly
such development s more than just putting together a number of
picces or ideas that others outside the Laboratory have tried out.
This stage terminates with the decision that the preliminary pro-
duct is sufficiently well defined and developed to merit testing.
For some products, this preliminary product development may be
quite complex, and may include a major portion of the development
effort} in other instances the preliminary product may be only
a very rough approximation of a final product,

In Stage 3, preliminary field testing, the product is tested
for its feasibility as an idea. The evaluation is most often
conducted using relatively small numbers of representatives of
the intended tarpet audience who are acquainted with the problems
to which the product is directed. The participants in this
preliminary flield test, or feasibility test, are generally given
the opportunity to respond freely to questions posed by the
staffy as well as to draw attention to problems or questions not
previously identificd by the staff.

o
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PAFulToxt Provided by ERIC
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o htaye G, preld bninary J)rmlml teviston, anv neeessary
chopes 1o Insore the effeetive use of the prodoct dn actaad
school use are made.  Declsions about the chanpes to bhe made
e based on the evaluatfon judpments and supgestions made by

o Laboratery participants and the experlences and observa-
tions of the staft in the preliminary field testing stage,
Occasionally, these revisions may be so extensive that they
amount to a virtual redesign of the product, necessitating

a4 second preliminary field test.

In Stage 5, main field testing, the product is tested, using
larger samplas of representatives of the intended audtence in ac-
tual working situations. The evaluation is conducted quite system-—
atlcally and is designed primarily to provide informatfon on the
product's effectiveness in achieving the states objectives.,  The
main field test i{s also used to identifv ways in which parts of
the product might be Improved. Generally the staffl responsible
for the development of the product is activelyv inveolved in the
field test as observers of the process and as coordinmitors of
the field-testing activities of the participants. An additional
purpose of this main field test fs to i{dentifv points at which
the users of the products need more, or more specific, dicections
for product-use to insure its effectiveness. Following the main
field test, decisions are made about possible modifications of
the product necessary to correct any deficiencies identified
during the evaluation. If the revisions in the product which
are made in Stage 6 are quite extensive, the main field test may
be repeated to determine the effectiveness of the revised product,

Stage 6, main product revision, usually involves minor
modification of the product and the development of auxiliary ma-
terials necessary to insure that the product will be entirely
self-sufficient when put into operational use. As noted above,
occasionally the product revisions are so extensive that a second
main product rest (Stage 5) has to be conducted.

In Stage 7, operational product testing, the materials and
processes which constitute the product are tested in actual use
in classroom or school situations without the participation of
the staff responsible for the product's development; that is, the
product is tested in the completely realistic setting for which
it is ultimately intended. The primary puvcpose of the operational
test is to determine if the product can be used widely in schools
without the active intervention or participation cf the staff.
This phase is crucial in the development and definition of a
prouuct, because the Laboratory cannot and does not with to pro-~
vide a service function in connection with its products. Rather,
the goal of rhe lLaboratory is to produce completed products
which have been thoroughly tested for use by school personnel
without ary active participation by the Laboratory staff.
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St Ky, cperational prodiuct revisfon, ircludes the correction
of the minor deticfencies discovered fn the operational test. [t
My also Inctide those revistons judped by the potential product
Hstributor as essential for adopt fon by schools, provided they

will not in anv wvay reduce the eftectiveness ot the product.,

stape 9, dissemination planning, usually requires widely
varying amounts of time and etffore depending on the neture of
the product. Wor't on this stage often {s {nitfated stimultan-
cously with Stages 5 or 6 and {+ ordinarfly the joint respon-
sibflfty of the appropriate product-development program staff
and the General Dissemination Program staff. The work generally
nvolves tdentitication of and negotiation with an outside dis-
tributor for productfon and distribution of the flnal product;
occasfonally ft mav involve production of the final product by
the Laboratorv, This stage is termine:ed after Stage 8, when
arrangements for efficfent product distribution have been com-
pleted,

Stage 10, product dissemination, fs an open-ended period
during which the developed products are being distributed on
a large-scale basis to school users. The General Dissemination
Program has almost complete responsibility for this phase, with
the product-development staff involved only in a perfodic monitor-
ing role to [nsurce that the products are stili effective in ac-
complishing their objectives and that thev are generally being
used in the way tor which thev were designed.
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Aruitoxt provided by Eic:

Appendix C: Primary Information Products
of the ALERT System

The prototype ALFRT System, at the time of observation (June 1971),
wias delivering the following products,

I, Sort cards: An index of several hundred exemplary projects
and programs developed throughout the countryv. The cards
are packaged i . mall "recipe box." FEach card represents
a single program ¢r Lerves to refer the user to other infor-
miation sources. Cerds are indexed by categories such as
grade level, subject area, ability level, and tz-get audience.
Basic information abuut a program is printed on both sides

of the card. A brief description or "abstract" is on the
back of the card. The cards are edge-punched for hand
sorting,

2, Summaries: A chart-like, descriptive f:mphlet per program

that accompanies the cards. These are also packaged in

a "recipe box." These supply the level of information nec-
cessary for initial decisions about the suitability of a
program for a specific school or need.

3. Reports: A detailed description of each major program.
Not all programs included in the Sort Cards or Summaries
are treated in Reports. Only those programs that are
complex and/or highly significant are treated in this
manner. The Report supplies detailed information on
goal s, objectives, content, materials, teaching strategies,
implementation requirements, cards, and evaluation of
the program.

4, Audiovisual Briefings: A Filmstrip/tape presentation per
program or programs that require extensive interpretation
to lay audiences, are so significant that large groups
would be involved in reviewing them, or are of such a
nature that a visual presentation is the most appropriate.

5. Review of Trends: An analysis of major trends and issues
involved in a select subject area; -~utline of alternative
sets of goals, objectives, or criteria involved; descrip-
tion of selected programs or projects that exewplify the
trends; and listing of resources, materials, consultants,
and planning guides that may be used in planning one's own
program if no suitable program can be located or adapted.
This ALERT product is developed in subject areas where
few programs or developments may exist or where the prob-
lems of selecting a program are complex.

v
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briefings, as well as review of trends, Depend ing on
the subject area, the format and the media cof the unit
vary as appiooviste Lo that subject,
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PROJECT TITLE: Paul L. Dunbar Community Learning Center

(DUNBAR Project)

AN EDUCATIONAL DIFFUSION PROJECT CONCERNED WITH: Installing educational
programs adapted to the specific needs of the population served by the
Dunbar Learning Center, insuring optimum performance in the generation of
learning thereby, and providing for their further diffusion to other
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Chapter [I: Overview

This chapter contains a narrative introduction to the Paul L.
Dunbar Community Learning Center Project, including the objectives,
rationale, and significance of the project and the context in which
it operates.

Synopsis of the Project

Title: Paul L. Dunbar Community Learning Center.

Responsible Institution: Dallas (Texas) Independent School
District.

Funding Source: H. Ross Perot Foundation.

Funding Duration: July 1969 to June 1972. (36 months)
Observation Date: April 1971.

Stage of Development: Mid-Froject.

RDD&E Focus of Project: Educational diffusion.
Expected Outcomes:

1. Replicable curricula with the means to adapt to in-
dividual local situations and the necessary instru-
mentation to optimize utilization of inncvative pro-
grams.

2. Packages to facilitate the replication of curricula
and the development of staff in their use.

3. A method of securing parental and community involve-
ment justifying the designation of the center as
one of community learning.

4, Packages to facilitate the replication of similar
involvement at other centers.

5. Pupil personnel services appropriate to tha support
of such a center.

6. Packages to facilitate the replication of similar
support services at other centers.

7. Service to facilitate and develop the replicability
of each of these other products at other centers.

Level of Funding and Duration: High-Medium. (lev2l 6 of 7 levels)

Agency Setting: Large-city public school district.
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amber of Personne’l Assiyned (current):

Professional - 46
Support - 9

Objectives, Rationale, and Signifticance of the Project

Objectives.

1. To pilot test, evaluate, adapt, and demonstrate a personalized
total learning system for economically and educationally de-
prived students that is more cost effective than the existing
learning system.

2. To facilitate the total learning commitment by establishing
and demonstrating a parental and community involvement assoc-—
iated with the demonstration center.

3. To initiate the ability to diffuse the benefits accruing from
the system to other schools and learning situations throughout
the city, state, and nation. Programs reaching installation
stage in the Dunbar School are communicated to other schools
within the school district to verify the adequacy of materials
ard service provided in replicating the program.

4. To establish sources of innovative programs and materials to
be utilized within the total learning system.

Rationale. Educational policy-making bodies agree that educational
reforms should respond in viable ways to the most pressing problems of
disadvantaged ethnic and socio-economic groups. Recent research and
experience in developing promising innovations strongly suggest that
each major segment of the community within which the school rests
should be appropriately involved in planning and implementing any
innovational changes.

Individual research and development institutions tend to focus
on areas of specialty, and seldom address their efforts to determining
the most cost—effective approaches. It is believed that a successful
school system providing a total learning environment must combine the
best of all these innovative developments, doing so in the most cost-
effective manner within the context of the school's operation.

Further, as repeatedly elicited during the interviewing on the
project, the precise needs and situations relevant to disadvantaged
ethnic and socio-economic groups vary from district to district. The
needs of the people within the Dallas School District are unlikely to
be identical to those found elsewhere, and, indeed, every locale will
exhibit different needs which a total learning system must take into
consideration.

Q ' f:-:F;
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Thus, an essential part of the success of this program rests in its
adaption t. the precise needs of the local school population. In developing
the means to .nake that adaption in this specific learning center, the
mechanism is at the same time produced that will enable ready adaption to
cccur at each later environment to which the same material is to be applied
(i.e., the satellite schools within the same district), some of which may
address the same ethnic group, some other deprived groups, and finally
outside this district, as the diffusion method adapts the program progres-
sively across the whole system.

Frequently, in the interviewing, an interviewee would make reference
to some activity, attitude, reaction of the student, etc., as being a
feature associated with deprived groups or populations, where upon reflec-
tion it appeared that the same principles apply with equal validity to
any student population, deprived or not. Thus, while the groups who may
have been deprived on the basis of ethnic discrimination may be the first
to benefit from the advantages accruing from this program, it has implica-
tions that can benefit education in all contexts, mauy of which would not
generally be viewed as deprived.

Significance. Basically, this project represents a large-scale,
inhouse diffusion effort for innovative educational developments, and
the adaption of these innovations to the characteristics of the district
serves as a major vehicle for the effort. In determining the effort's
significance, it would be a mistake to quote only statistical figures
as evidence that something worthwhile is happening at the Dunbar Center.
Such figures do indicate success for this project, but another more
immediate and convincing indicator results from a visit to the center.
In visiting the center, one is more likely to feel and to witness the
enthusiasm existing as a significant aspect of this proje:t's success
than if only the statistical figures representing the data were
observed.

Important also to this project's success is the role change
for the school as observed by the community it is serving. Where the
traditional school was felt to have made little educational difference to
the community, the "learning center' is seen as more accessible and
more mindful of the needs of the people, as observed by the community
in which it is located.

Context in Which the Project Operates

Relationship to the parent agency. The parent agency is the city-
wide school district. The district office negotiates all funds for
the school, both for the functioning of the school and for the operation
of this specific project. Thus, the Project Director within the parent
agency is fiscally responsible for the project's continued funding,
but it is the Principal of the school who is the functional Director
of the project in the school secting. He is responsible for what
bappens within the school.

N
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It is Important o nate that this §s an operational setting.

eIy dynamle and onpofng, not just funded as oo one=time eftort to
be concluded with o Hinal report.,

Relationship o the tunding sponsor. The funding ageney, the
Il. Ross Perot Foundatior, -losely moniters reports from the project,
The contractual details are flexible cnough that if a demoustrably
cost-effective addition to a program within the project is put forward,

the funds are usuallv quickly forthcoming.

Relationship to innovative program sources (publishers and labs).
The project has worked out agreements with providers of source materials
to furnish them with feedback from the project on a cost-shared basis.
This includes an agreement for profit-sharing if any proceeds from
the project accruve as it is diffused into other districts,

Relationship to initial diffusion locations (satellite schools).
Nine schrols are presently designated as ''satellite' schools for
further trials and adaptation of specific programs being installed at
the Dunbar Center. These are presently within the same parent agency's
jurisdiction, and tl's are part of the same general program. However
the Dunbar Center provides these satellite schools with materials and
advisory services, as will be described in the reporting of this
project.

These contexcual relationships are depicted in Figure 1.

Supporting and technological services. Various consultants
in statistical methods, research design, and subject matter areas,
are made available through the parent agency along with data-processing
facilities. Materials connected with innovative programs are
made available on a cost- and profit-sharing basis with cooperating
laboratories and publishers.

Physical/environmental setting. T[here is, as might be expected, a
contrast between the modern, air-conditioned suites of offices occupied
by the agency, and the school setting in which the work of the project
takes place. The latter, however, is seen by those involved as a
tremendous improvement over what the same facility previously had been.

In the way the school facilities were used, they seemed quite
adequate. Students were not operating in overcrowded conditions.
The building, though old, was well maintained and had been renovated
in many places to provide better facilities than it formerly offered.
The only criticism heard about the facilities was that they lacked
air conditioning, which certainly would be conducive to comfort in
that climate. It was observed that, while some members of the staff
visibly perspired at their work, they maintained a high degree of
enthusiasm for what they were doing, which suggested that the lack
of air conditioning did not seriously detract from their efforts.
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Chapter 1I: Parameters of the Project

This chapter discusses the functional structure of the Dunbar
Project and describes the outputs being generated.

Project Structure

Figure 1 is a contextual map that illustrates project-context rela-
tionships. The core of the project is the Dunbar Learning Center
located at the Dunbar School. Supervision and direction come from
the school district office. The center works primarily with innovative
programs obtained from outside sources, which it modifies and/or
adapts to the specific needs of the populat:on served by the district,
and in particular the students within the Dunbar Center. After a
first round of development, these same programs are thken extended into
general classroom use within the Dunbar Center and later out into
satellite schools within the same school district.

Figure 2 1s an organization chart of the Department of Research
and Development within the school district, indicating the services
within this category that are made available to all schools in the
district as required.

Figure 3 is the functional organization chart for the punbar
Learning Center, divided into two major headings: learning functions,
and research and development functions.

Figure 4 illustrates a partial detailing of programs on which
the center is working. This is broken down to indicate the age or
grade level range through which each is operative.

Figure 5 is a similar, partial time line chart ‘indicating
the progressive installation program planned for this and future years.

Figure 6 is a model for the evaluation system flow chart
forming the basis for the development and evaluation employed in this
project.

Figure 7 represents a more detailed organization chart for the
Learning Center, from which the organizational structure within the
center is clearly seen.
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University and Egon Guba of Indiana University.

Aruitoxt provided by Eic:

E ©

,
L uV .







Outpuls Lenerated

Index of outputs. The outputs which were identified are briefly
described here. Uutputs are defined as identifiable and significant
planned outcomes (product, event, condition) of targeted work activities,
with targeted work activities being actions directed toward the realiza-
tion of projected goal states. An arbitrary ldentification number has
been assigned to each output consisting of a numeral and a letter. The
letters P, E, and C represent product, event, and condition which are
defined as follows:

Product: A tangible or "hard' outcome of work effort that
curvives in a form that is transportable, such as
a report.

Event: An outcome of work effort that results in the

occurrence of an observable transaction, such
as an interview.

Condition: An outcome of work effort that results in the
creation of a desired circumstance, such as
fiscal responsibility.

In this project, conditions are seen as the keystone elements and
are identified first, followed by events and then by products. An
asterisk (*) preceding the output identification number indicates that
the output was inteiviewed around.

Conditions. The following conditions were identified as outputs of
this project. Each of them has the same maj focus as the whole project--
diffusion-~-and each of them is an ongoing, or a developing condition.

*C-53. Parental Involvement Program. This is an ongoing program
designed to involve the community in gaining parental
support and cooperution. It provides service of direct
benefit to the community and allows parents to directly
affect what happens to their children in the school
setting.

C-54, Coordinated Curriculum.. The changes in philosophy
of education on which the innovative programs incor-
porated into this project depend, necessitate a co-
ordination that enables all elements to work together
toward a common goal: a better overall learning
program for children. '

*C-55. Pupil Personnel Services. As the center organizational
chart (Figure 7) shows, this department consists of a
counselor, a nurse, and two visiting teachers. This
staff sees their role as coordinating and serving
students and personnel.

*C~57. Staff Acceptance of Change. The other conditions are
those visible from the outside. 1In order to successfully
implement the changes desired in this project, the staff
must accept and work with the desired changes. While the
other conditions are major efforts to which personnel are
assigned, this is a SPnQ%tion seen by the management as

at i
4%

L G TNy




1017

one to be provided for the staff, rather than having a
staff to provide it.

Events. Directly serving C-54, Curriculum Coordination, are a series
of ongoing events, each related to the specific program or working center
with which it is connected. This connection can best be seen as an on-
going revision of the basic program that formed the input, or starting
point for that working center, and which results in a revised program
adapted to the nceds of the population served.

Reference is made to these "working centers'' throughout this pro-
file. Each program became the subject of a working center, within the
Dunbar Learning Center. Thus E-01 is a working center in communication
skills, and results in a revised communication skill package, P-13.
Coupled with Output P-14, E-02 relates to a working center in multi-
cultural social education, and so on. Therefore, there is a difference
between the terms "working center'" and 'Learning Center' as used in
this project and related through this profile. The Learning Center is
the entire operation at the Dunbar School, while the working centers
are the groupings of basic programs within the Learning Center.

The Outputs, P-13 through P-24, like the events tbat produce them
and keep updating them, are ongoing, but in themselves constitute the
output of development.

*E-01. Revision of Student Learning Program in Communication Skill (SWRL).
This is an innovative program of the Southwest Regional
Educational Laboratory being adapted for use in this
pProject.

*E-02. Revision of Student Learning Program in Multicultural
Social Education (SRDL). rhis is an innovative program
being modified for the working center's reeds.

E-03. Revision of Student Learning Program in use of Hilda Taba
Strategies. Another specific innovation, although Taba
strategies are used in this project far more widely than
these specific revisions. This item was not specifically
interviewed around, although much information on adaptation
of Taba strategies was obtained elsewhere.

E-04. Revision orf Student Learning Program in AAAS Science (NSF).
This is a revision of the American Association for the
Advancement of Science's program in science.

E-05. Revision of Student Learning Program in IPI Mathematics (RBS).
This is a revision of the Individually Prescribed Instruction

mathematics series. It was not interviewed around specifically,
although the class was observed.

E-06. Revision of Student Learning Program in Suzuki Music. This is
a revision of the Suzuki violin music program. Although not
interviewed around specifically, some information was received’
by observing the ciass.

-
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E-08.

E-09.

E-11.

E-12.
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Revigion of Student lLearning Program In Orfi-Kodally Music.
ot specifically interviewed around, this is a revislion
of the Orff-Kodally program in muslc.

Revision of Student Learning Programs in Early Childhood
Fducation (SEDL). Not specifically interviewed around,
although some comparative information was gleaned in
interviewing around E-09.

Revision of Student Learning Program in David Weikent

Early Childhood Education. The project is developing
strategies of its own for early childhood learning called
"Gateways," but as yet this is not identified as a separate
program. These strategies borrow in their concepts from
David Weikert and others, so the interview around early
childhood learning is included under this.

Revisigprof Student Learning Programs in Distar (Bereiter-
Engleman). Not specifically interviewed around, this is
a revision of the Distar Program.

Revision of Student Learning Programs in Visual Art.
Not specifically interviewed around, although the class
was observed.

Revision of Student L.arning Programs in Physical Education.
Not interviewed around, although the class was observed.

Products. Deriving from the processes that occupy this project, and
continually being modified by these processes, are the various products that
are replicated for the purpose of assisting in diffusion, first to satellite
schools and later further afield. Note that P-13 through P-24 are titled
"staff development packages' in their respective programs. The emphasis is
on enabling staff to replicate the process developed during E-01 through
E-12 at the Learning Center in adapting the programs to every setting to
which they are applied.

P—130

*p-14,

P-15
through
P-24,

Staff Development Package for Student Learning Program in

Communication Skills. In P-13 through P-24, emphasis is

on the process that the package will facilitate, even though
the package as a product is intended to enable the program's
replication.

Staff Development Package for Student Learning Program in
SEDL. This item was interviewed around in depth, and a
student class was observed.

Staff Development Packages to Facilitate Installation of the
Programs covered in E-03 through E-12 respectively. None
of these was specifically interviewed around.

179
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The following products are listed as entities for the sake of
grouping. Most of them constitute packages of products to fulfill the
purpose named, and thus serve an implied "event' not specified by name
(as in E-0l1 through E-12). These products have all been identified
and are at least in progress. Some are at a stage of usable completion,
but still subject to potential refinement as the project continues.

P-25. Pupil Personnel Packages in Individualized Instruction.
See comments under P-34,

P=25, Pupil Personnel Packages in Tutoring. In this project,
"tutoring" is a provision for older students to tutor
younger students needing some assistance on a one-to-one
basis. This process was observed, although not specif-
itcally interviewed around.

p-27. Pupil Personnel Packages in Parent Counseling. See comments
under P-34.

P-28. Pupil Personnel Packages in Health Education. Not specif-
ically interviewed around, although information concerning
a specific example was obtained in the interview around

C-55.

P-29, Pupil Personnel Packages in Taking Tests. See comments
under P-34,

P-30. Pupil Personnel Packages in Interpreting Tests. See com-

ments under P-34.

p-31. Pupil Personnel Packages in Self-development. See comments
’ under P-34.
pP-32. Pupil Personnel Packages in Careers. See comments
under P-34,
pP-33. Pupil Personnel Packages in Problem Solving. See comments
under P-34.
P-34. Pupil Personnel Packages in Study Centers. Around P-24

through P-34, which constitute a very comprehensive

set of packages to aid in implementing and replicating
successful pupil personnel services, information of a
general nature was obtained while interviewing for C-55.

P-35. School Paper. Now discontinued, this was a periodic news-
paper prepared by the parental involvement group and dis-
tributed in the neighboring area of the Learning Center.

P-36. Parents' Participation Handbook for Staff. A handbook designed to
help parents know how to participate in the Learning
Center. i
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P-38.

1020

Larly Childhood Handbook for Parents. A handbook de-
signed to aid parents in fulfilling early childhood
educational needs with their children at home.

Parental Involvement Brochure. A brochure setting
forth proven methods of securing parental involvement.
This brochure 1s designed for use by school systems.

P-35 through P-38 were not specifically interviewed around. How-
ever, information about them was gained in the interviewing around C-53.

P-39.

P-40.

*P-41.

P-42.

Items

of which is used across the relevant events and products to which it
refers. To attempt to describe each, beyond this simple relationship,

would have
available.
of generic

*®P-43,

P_ASO
P_46n

P_47n

Final Project Report. The completed project will be
documented and presented to the appropriate official in
the sponsor's agency.

Project Progress Reports. These are reports to the school
district and the funding agency about the details of
programs within the project.

Quarterly Budget Summaries. A projection of necessary
expenditure for the ensuing quarter, to accomplish project
plans during that period.

Monthly Budget. A projection over shorter time base, and
less formal than P-41, to faciiitate operation. 1

P-43 through P-50 represent generic sets of evaluations, each

entailed more time on the project than our interviewers had
P-43 was interviewed around, as exemplary of the whole set
products.

Process Evaluation Reports for Revised Student Learning
Program. An across-the-board report collected from all
the programs in process.

Process Evaluation Reports for Staff Development Packages.

Process Evaluation Report for Pupil Personnel Packages.

Process Evaluation Report for Parental Involvement Packages.

Product Evaluation Report for Revised Student Learning

Program.

Product Evaluation Report for Staff Development Packages.

Product Evaluation Report for Student Personnel Packages.

Product Evaluation Report for Parental Involvement Packages.
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P-51. Lvaluation Designs for Products for Student Learning
Program. Particularly for the results of revisions
represented in E-0l1 through E-12.

P-52, Curriculum Development Process Handbooks. These handbooks
were designed for spelling out the curriculum developments
intended to meet identified needs.

*P-56. Product Evaluation Reports. A generic form of evaluation
used as a basis for reports on P-47 through P-50.

Qutput map. The outputs of the Dunbar Project described above are
presented graphically in Figure 8 showing the dependent relationships
between them.




FIG. 8. Output map.
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Chapter 1lI: Summary of the Data

Interview data were gathered around the selected outputs described
in Chapter IT. The interviews sought to elicit for each output to be
analyzed (a) the standards by which one judges the satisfactory completion
of the output, (b) the tasks required to generate an output meeting those
standards, and (c) the enablers (knowledges, skills, and sensitivities)
which facilitate the carrying out of those tasks. The tables included
in this chapter summarize the interview data by these categories (stand-
ard, task, knowledge, skill, or sensitivity) and ny the outputs inter-
viewed around.

Within each of the categories are a series or set of descriptive
labels which are representative of interviewee statements (raw data)
within a particular category. These descriptive labels are listed in
the table under the category heading. In the process of reducing raw
data (interviewee statements) about an output, these narrative statements
made by the interviewee were linked to one of the categories of standards,
tasks, or enablers. Each narrative statement was then classified by
means of a number code according to the most representative descriptive
label within a given category. '

During data collection open-ended questions about each of the
categories were asked of the interviewee with respect to a particular
output of the project for which he carried major responsibility. In
most cases each output was interviewed around with only one project
staff member. However, when time permitted, a major output was inves-
tigated through interviews with more than cne staff member. Care was
taken to select, whenever possible, an informant for each output who
had both consistent and major involvement with the output's production.

However, on this project the actual number of individual outputs
that personnel produced reaches a very considerable size. They are fre-
quently completing or preparing instruments, for example, or assessing
and interpreting the results of those measurements. The important things
on this project are not how all these many small things are done so much
as how all this work fits together so that the desirable ends result.
For this reason the products, events, and conditions interviewed around
are those at much more comprehensive levels. In the course of such inter-
viewing, mention is inevitably made of many of the more detailed outputs,
but not at the detail level--their use is taken "as read."

Each of the tables to follow in this chapter provides the frequency
with which these interviewees cited specific category statements around
the outputs identified. These specific statements are represented by
the descriptive labels in the tables, which by means of the table are
1inked within a category to a specific output. Descriptive statements
for standards are found in Tables 1 and 2, those for tasks in Table 3,
knowledges in Table 4, skills in Table 5, and sensitivities in Table 6.1

16 the reader is interested In the narrative statements of the
Interviewees (raw data), these can be found in the Appendlx. ‘To locate
(footnote continued on next page) -- -
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A diffusion effort of the kind and magnitude required of this pro-

ject, in concentrating on the human factors felt by the stafll to be vital
to their efforts, found the interview team looking at the central tool
of efforts or processes by which the desired cnds ol the project were

being achieved and by which the various people involved were being hrought
together to produce those ends.

The three central features of the ongoing project are Parental
Involvement (C-53), Curriculum Coordination (C-54), and Pupil Person-
nel Services (C-55). In questioning about these conditions, information
falls out about many products and events either serving to achieve
them or to replicate them. This may be, for example, only at the
level of a task description that says ''design an evaluation form,"
thus revealing that such an evaluation form is a product of the overall
effort,

The main questioning, therefore, was directed at what brought about
C-53, C-54, and C-55. Some of this questioning was at a more specific
level, however, such as that applied to a curriculum subject or to the
early childhood level. The tables in this chapter summarize the inter-
view data and enable it to be critically examined.

Table 1 lists categories of standards indentified as production
oriented. Note that C-53, Parental Involvement, lists only one standard
in this table, "Functions as planned."

C-54 aid C-55 on the other hand, have more production-oriented stand-
ards mentioned. The group of standards listings under C-54 in Appendix
A indicate some objectivity in measures used in developing a coordinated
curriculum. The group of listings under C-55 in Appendix A indicates
the standards recognized for pupil-personnel services. Note particularly
the four different evidences of utility of value listed with the J-LM
identifier 1 05:

"provides for needs, rather than solving problems,"

"relieves anxiety by parent specific behavior to turn to,
in order to help work on his problem,"

"it teaches an approach to raising children, to relating to
children, that can be measured by control,"

"achieving greater exactness in choice of multidiscipline
approaches."

the narrative statement for anv given category, standarid, task, or

enabler, first note the output and its identification number in the table.
Second, note that each descriptive label within a given category has a
distinct number or code. Turn to the Appendix and locate the output. Under
the output locate the category label or heading (standard, task, or enabler)
and pinpoint the number or numbers (depending on frequency cited) of the
descriptive label which appeared in the table. The statement opposite

this number in the Appendix is the original narrative statement from an
interviewee and is only represented in the table by the descriptive label
and its number coding.
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| Table 2 picks up a different cluss of standards, those identitficd
| as being of o management type., Again, noting particularly the entries
| for C-53, C-34, and €-55, "Parental Involvement" picks up in this table,
while the others have fewer entries. Note the variety of evidence
E expressed againsc the J-LM identifieir- 2 17 fcr C-53 in Appendix A:
t/' "more than 500 pavents a month go through the homemaking program,"
w "25% of earo.lees in black studies courses are white,"
"support (attendance) from wide geographical area on many
programs,"
"they have surpassed expectations in more programs than they
would have planned--effort of self-motivation."

For C-54 and C~55 there are only one and two management standards
listed respectively. These seemingly reflect reactions that are
evidence of success.,

Table 3 lists the frequency with which categories of tasks were
mentioned in connection with various products, events, and conditions.
This is a more "dense" table than the others. Some 18 different major
categories of tasks are listed, with total frequency counts varying
from 1 to 49. Note that the highest number (49 times) refers to
"producing the product."

Table 4 lists knowledges mentioned as being necessary for various
tasks connected with products, events, and conditions. One knowledge
apiece is entered against three of the conditions questioned around.
The knowledges center primarily around products, with some mentioned
around events.

Table 5 and 6 list, respectively, skills and sensitivities mentioned
in connection with various products, events, and conditions. Note that
staff acceptance of change (C-57) lists four sensitivities as enablers,
each appearing in Appendix A as sensitivity to:

"the black problem in a southern city,"

"white prejudice in black capacity,"

"children's need for firm but gentle discipline,"

"teachers' need for definitions and limitations of responsibility."
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Chapter 1V: Supplementary Data

This chapter contains information about the backgrounds of project staff,

the resources indicated by them as available for carrying out project tasks,
and the classification of outputs. :

Summary of Staff Background

Of the 36 professional staff members directly assigned to the project
at the time of the visit, one has a doctorate, 25 have master's degrees,
and 10 have bachelor's degrees. The members of the clerical support
staf{ have no academic degrees, and all work at the Learning Center.

O0f the 13 people formally interviewed in connection with this pro-
ject, 10 were located at the center and three at the district office.
Of these, nine completed questionnaires, in addition to the formal inter-
view, and from their responses the following information is drawn.
Questionnaires were received from two people at the district office
and seven at the Learning Center.

In answer to the question about what in their professional training
was most relevant to their tasks, some responded with a list of courses,
while others questioned whether any of their formal training was relevant
(although maybe not in those words). There were some answers such as either
a workshop, a personal training session, a specific work experience, or
combinations of such that pinpointed a specific time frame that gave these
individuals their own "spark" allowing them to contribute in their own
unique ways to this project.

Of the nine who responded, eight2 had an aggregate of 39 years working
in public schools. Most of them had prior experience working on R & D
projects and several of them had been principal investigators for projects.

One thinks of such a project as functioning in its own context and
that possibly the Project Director, and maybe one or two of his assistants,
may get out to 'spread the gospel" about what the project is doing. A
surprising part of the response in these questionnaires is that most of
these people get out to make presentations about their work.

The specialty of highest degree centered in educational administration,
with some in teaching, educationmal research, guidance/counseling, statistics
and measurement, business administration, and some subject-matter spe-
cialties, such as music, mathematics, child development, and curriculum
supervision.

In answer to questions about specific knowledges and skills that the
position requires, various specialties were again named, with emphasis on
statistics, accounting, measurement theory and test construction, and
philosophy of learning and educational psychology. However, one skill
recurred in the responses, though individuals used different words to
describe it: '"strong leadership of the democratic variety."

2The ninth did not respond in this category.
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services.  Checked on the questionnaires by various personnel as services

provided and necessary to the carrying out of their jobs were:

Equipment, construction (mechanical, electronic, carpentry,'etc.).
Printing.
Photography.
Art work and illustrationms.
Technical writing.
Editing.
Secretarial service, other than typing.
Typing.
. Purchase of supplies and equipment.
Library holdings.
Subscriptions co technical and professional journals/periodicals.
Requests for documents or publications not locally available.
Computer analysis services. (data processing)
Computer program writing.
Statistical consultation.
Audio-visual aids and devices.
Subjects for experimentation or try-out of procedures.
Travel arrangements.
Budgetary and other fiscal financing.
Scoring of tect items.
Television facilities and equipment.

Support Equipment. Checked by various.personnel as immediately available
and used by them in the project were: '

Dictating equipment.

Desk calculators.

Remote computer terminal.

Onsite computer.

Key-punch machine.

Data card sorter.

Photographic equipment.

Video tape.

Television camera.

Readers for microfiche or microfilm.

Classifications of Output Characteristics

Outputs may be categorized in terms of a number of variables. Among
them are (a) Structure (product, event, or condition), (b) Function (policy
setting, management, or production), (c) Level (focal, compoment, or
facilitating), (d) Character (knowledge, technology, implementation, or
information), and (e) Stage of completion. These five schema are repre-
sented in Table 7 for each project output identified, with frequencies
summarized for each category.

) - -
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=26  Pupil Perecans! Packagss 1o Tutorisg } § 4 4 4 3
P-27  Pupil Perecunal Packages io Perest } §  §  §  § 4
Counseling
P-28  Pupil Perecnnel Packages i Bealth z 3 3 b 3
Rducstiew
’ ?-29  Pupil Parecunel Peckages 1o Tekisg Taeta}l X } 3 3 3 } 3
P-30 Pupi) Pafeonnel Packagas in } § } 4 4 4 } 4
Istarprating Teate
P31  Pupil Pecsannel Pachegse iam Sell- z , 3 b b b -
Devalopmast .
r-32° Pupil Perecunal Pechages is Careefes  § | | 4 4  §
?-33  Puptl Personnel Pechages ia Probles X 3 b b b
) Selving
P-34  Pupil Peracnnal Peckages (n Btudy H } § - X  §  §
Centere
Q :
ERIC s 34
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TARLE 7 COMGLUDED

Clasaiffcations of Output Characteriatica

e T T - puemn pmmee o bt S e r et

. Qutput_Charactertat ic” -
Project Outputs Churacter
Structure Funceion Level (Uroducta only) | Cnupletion Stage
No. Label P e [ ) plt, ¢ k__t 1, .01 2 3 4 5 ¢
P-35  School Paper X X X X X
P-36 Parenta Participatfon Handbook for X ' X x X X
Staff
P-37 Early Childhood Handbook for Parentas X X 4 X X
P-38 Parental Involvement Brochure X ¢ X X ¢
P-39 Final Project Report X X X X X
P-40 Project Progress Reports X X X X X
P-41 Quarterly Budget Summaries X ' X X X X
P-42 Monthly Budget X X X X X
P-43 Process Evaluation Reports for (revie- X X X X X
ed) Student Learning Program
P-44  Process Evaluation Reports for (revia- X X x X X
ed) Staff Development Packages
P-45 Process Evaluation Reporta for (revie- X X 4 X X
ed) Pupil Personnel Packages
p-46 Process Evaluation Reports for (revis- X X X X X
ed) Parental Involvement Packages
P-47 Product Evaluatlon Reporr: J[or (revis- ¢ X ¢ X X
ed) Student Learning frogram
p~-48  Product Evaluation Reports for (revis-— X X X X X
ed) Staff Development Packages
P-49  Product Evaluation Reports for (revis- X 4 4 X 4
ed) Pupil Personnel Packages
P-50 Product Evaluation Reports {or (revia- 4 X X X . X
ed) Parental lavolvement Packages .
P~51 Evaluation Designs for Products X X X X X
P~52  Curriculum Developmant Proceas X X X X X
Bandbook
Cc-33 Parental Involvement Program X X} x
C-54 Coordinated Curriculum } 4 x{x ! X
C-55 Pupil Peraonnel Servicea X Xt x X
P-5¢ Product Evaluations Reports X X X 4 X
C-57  Staff Acceptance of Change X 4 X 4
Classification Frequencies® Al 12 4] 1 16 4o f5 2626 ] 0 26 4 11f0 3 236 115

: The specific output characteriscics are idencified es followva:

Structure Function Level Character Completion Stage
p - product pa - policy setting £y - focal k =~ knowledge 1 -~ completed over one year ago
e - event | - management ¢ = component t ~ technology 2 - completed 3 to 12 montha sgo
¢ - condition p - preduction tz - facilicating 1 - implementation 3 - completed wicthin last 3 moa.
12 = information 4 - currently in progresa
$ - not yet underway
6 -~ on going {continuoua)

b Data totals in this table may vary si1izhtly from data in cables reported elsewhere. This 18 a function of decisfon rules
governing classificatior of outputs hsving been revised and applied to these daca subsequent to the preparation of the
profile.

o . . ,;'E
ERIC 25
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Chapter V: Dynamics of the Project

Focus of the Project

A reaction of many visitors to the Dunbar Learning Center is a feeling
that "'successful" learning is occurring. Documentation indicating such
success is found in the results of the many measures conducted and the
analyses run, but these are not the only evidence demonstrating the
success of the project.

Everyone associated with the project demonstrates a commitment

to its success and to cost-effectiveness. The data are analyzed to determine

which of a variety of available programs most cost-effectively produces
certain learning outcomes. The data are also used to measure the merit of
changes, attempts at improvement, and where weak spots have been observed
in specific programs. All of this activity may be unprecedented in such

a setting, but the results apparently justify the cost in the eyes of

the district. They feel the variety of programs being installed and dif-
fused throughout the district are achieving their intended goals.

There is more to identifying this acceptance than the collecting and
analyzing of empirical data and then applying their interpretations to
optimize the results of the activities occurring in the Learning Center.
These data can reflect the learning that occurs, but much of what occurs
happens because of human relationships that promote the desired results
in nonverbal ways. These kinds of nonverbal behaviors are not subject
in this setting to being empirically analyzed.

At the district office a main concern is with measurable results,
mainly because that is where such results are accumulated and attended to.
At the Dunbar Center, the concern is also with measurable results in
terms of cost-effectiveness, but a further concern is with how those
results are achieved. Because the human interactions occur at the Learning
Center, the staff are primarily concerned with doing the '"right things" to
bring about the desired results.

How the System Works

Each of the various subject area programs handled by the overall
program is implemented or worked on by a working center within the
Dunbar Center. Such a working center consists of an assigned group of
staff, including a center teacher, a curriculum writer, and sometimes
a paraprofessional aide. These two or three staff members work with
a group of about six children at a time, using the materials they are
developing within that subject area program. Children from regular
classes are selected in succession for periods of activity in the
working centers.

The objective of this working center group is to develop materials
that will enable the procedure and its accompanying learning process

u( ".“i
- 44
‘D

I




Q

E

PAFulToxt Provided by ERIC

RIC

1038

to be transferred, lirst to the regular classroom teachers in the Dunbar
School, and later to their counterparts in satellite schools. To ald

in this, site coordinators provide the necessary linkage that enables
feedback to occur in filling in details that may be missing from the
packaged materials as used at Dunbar.

Earlier in the project's life the roles of cunter teacher and cur-
riculum writer were separately specified, but in the present operation
the staff in each center are encouraged to exchange roles so that each
gets the '"feel" of the whole activity. 3

The curriculum consists of a form of lesson outline specifying
strategies for conveying subject content rather than the actual subject
content to be conveyed. This design is intended to bring about the
desired Learning outcome or objective., Working with the outline in its
current form, the person momentarily acting as "teacher' works with
the children in the working center group, while the other person acts
as an obscrver, and uses a checklist type of data-collecting instrument
to detail the fulfillment of prescribed strategies and the actual
responses of students while the lesson is being conducted.

The staff development person assigned to a specific working center
works with bo-h the center staff already referred to and with regular
teachers. In conjunction with the site coordinator, staff development
personnel also work in conjunction with teachers at satellite schools
who are participating in specific programs being diffused to those schools.
(Not all of the satellite schools take all the working center programs
being worked on in the Dunbar Center.) The objective of these efforts is

-to develop staff development packages associated with each program that

will adequately prepare the staff to engage in the activity of the pro-
gram.

While the setting in which the central activity around which inter-
views were conducted was a learning center for a black community, the
district is fortunate in having a variety of populations within its
jurisdiction. Thus the satellite schools, which the interviewer time
commitment unfortunately did neot allow to be covered, are located where they
serve other groups, such that further adaption is needed, using the same
techniques developed at this center, but for a different target popula-
tion.

In this project, a different approach to integration has been -
adopted. As well as being less costly than bussing numbers of students
to more distant schools, it appears to have advantages to the student
population served. This is to "integrate''--that word was not used--the
faculty. White personnel have been introduced into a school where the
faculty had formerly been all black. Most of the individual working
center teams consist of some black and some white individuals, who work
together and periodically exchange roles, as described elsewhere. Thus
the children observe, in a nonhostile enviromment, rersons of both races
working together.

Most of the programs used in the working centers for adaptation to
the school's population needs originated elsewhere; for example, from

A‘-.‘ «.'T.’?
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educational laboratories or commercial publishers. In some instances,

a department consisting of several centers working on different programs
in the samc subject area will work on putting together the better features
of such programs into a single unit developed in the Dunbar Center, and
then work to optimize that material.

Staff prepuaration is extremely important because the emphasis is
on strategy that is quite teacher dependent. The Hilda Taba strategies
are used extensively and have been an influence on other methods used.
The teacher, in this strategy, does very little '"telling" or instructing
in the conventional gsense. Student thought in the desired direction is
initiated by questioning, For example, in a social studies class an
initial question might be, "If you were .....and lived in .....then
what do you think YOU might be doing?" Such an initial question is open
ended, in that no specific set of answers is expected. Students new to
such strategies may need further questions to encourage them to answer,
but those students observed by the interview team while on~-ite needed
little such encouragement-—-they were eager to answer.

The teacher works to obtain participation of all students, and this
is found to be simpler to achieve with open-ended questions. It avoids
the need for students to repeat answers they have already heard from
other students, or to find a different way of saying substantially the
same thing, althougl. this is accepted.

Answers felt to be inappropriate are not simply rejected, but pursued
by further questioning as a means of leading to what is felt to be more
acceptable answers. For example, if a student suggests that an inhabitant
of a hot desert area lives in an igloo, questions leading to a
reason why this is inappropriate are used. (That rather extreme example
was not heard at any of the centers.)

At the early childhood (preschool) level, the David Weikert strategies
are highly favored because of their results. These strategies distinguish
four levels of representation for concepts and four goal areas within which
concepts to be learned may be categorized.

The four levels of representation are:

1. Object Level. Th.s is the lowest, in which only real
objects are identified, directly and visually.

2, Index Level. At this level, senses other than sight
may be used. For example, the smell of an orange may
be identified by the name of the fruit. Also, sight
may be used in an indirect way. For example, spoors
may be used as evidence that the animal they identify
passed that way.

3. Symbol Level. At this level, either two-dimensional
pictures that convey the impression of the person
or object may be used as representation, or the level
may also include students role playing t.e persons
or objects named.




h. Slgn Level, Here the student recopnized the printed
word that represents the object or person,

The value of identifying these levels Is in the idea that the {ndi-
vidual student's perception can be categorized so his next step in learning
can be presented to him at an appropriate level. Representation at a
level in which he is sti1l doubtful could be reinforced, then, by represen-
tation at a level in which he has confidence until the transition {s sat-
isfactorily made to the next higher level.

Goal areas categorize families of concepts dealing with (a) temporal
relationships ('"juice time," etc.), (b) spacial relatiovships (specific
position), (c) seriation relationships (ordering), and (d) classification
relationships. Curriculum writers outline lesson plans, then, with a
description of the goal area. For each representation level suggested
materials and activities are offered, while for one level a complete out-
line of activity at that level is presented. Such a plan is seer as suf-
ficient in allowing the teacher to adapt the plan to representation
levels approprjate tc students' needs. An important factor in teacher
preparation (staff cevelopment) is that the teacher make the presentation
naturally, not in a rote, ritualistic manner.

Atmosphere of the Project

One componeiic in the reason for the project's local acceptance is the
part played by parental involvement. The majority of parents believe that
this school is doing something worthwhile in ccmparison to the "old"
school, and many of the parents are participating, either in their chil-
dren's education, or in getting an education for themselves. This involve-
ment of parents initfally began with the organized presentations by
members of the lay advisory committee, who are drawn from the communi<y.
There was also personal contact with every family, which entailed door-to-
door work. The administrator of the parental involvement program emphasized
quite strongly the need for reaching ALL the people of the community.
Another importart factor was determining and serving the needs and interects
of people in the community, so thet the school could become a community
learning center in a true sense--not merely a place for '"schooling kids."

The personality of the Principal, who is also the onsite Project
Directer, is a factor to be considered in this project. He seems to pos-
sess a unique combination of being both a highly competernt administrator
and a sensitive human being. With a combination of firmness and sensitiv-
ity, he is seen as providing guidance and encouragement to staff, students,
and commun‘ty people, for generating their own individual self-confidence
and decision-making ability,

One aspect of the activities at the Learning Center previously
mentioned within this profile is their attempt to establish need ful-
fulling relationships between the people involved. One example of this
is in the operation of the pupil personnel se.vices.
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The whole department has acquired a different relationship to the
student population from that usually associated with such a department.
They have become known as ''the school helpers,' with the result that
pupils come to members of this department whenever they feel they need
help, without waiting to be "found" and referred. There is a sense
of confidence about the whole operation.

The tutorial program is under the supervision of this department,
pa-ticularlv the visiting teachers, where older children are assigned to
tt or younger children on the basis of ability in the needed subject
a1 :a and compatibility between the children (which has proved to be little
trouble: tutors appear to take a very personal interest in their charges,
which promotes a healthy relationship). This helps in working “oward
the elimination of special education as a separate activity catering
to ""slow learners,' since they are drawn into the mainstream where they
are no longer "slow."

Another example of this need fulfilling aspect being worked for in
the project is in the music programs. Each of these subjects is handled
as an integrated and individual means of expression. The teachers work
toward techniques for achieving this and developing the '"natural' talent
of the children. To watch a 3- or 4-year-old stand with pride before an
audience, and perform on the violin with & precision that justifies that
pride, the observer can see why that youngster has a start that gives
him (or her) confidence in tackling other activities as the time comes.
Introduction of students to music, often involving their parents as well,
is designed to provide success which subsequently will be reflected in
their confidence and improved performance in other subject areas.
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Chapter V1: Trainine fmplications

Usually this chapter woul” carry suggestions about the training a person
would need in working on the project that the profile is describing. In
this instance, "implications" can have a sumewhat different connotation,
for this project is where to get trained for this kind of work. It is
true that the project is not a training program, per se. But training
is definitely an integral part of it.

The personnel hired as center teachers, curriculum writers, and
site coordinators, have backgrounds that equip them for the teaching
level or curriculum content involved, and probably with teaching in
schools that serve the same kind of population. They are also involved
intimately with staff development, which is training.

Thus, in this context, training to work in such a project is not a
separate, preparatory function. The project is concerned with diffusing
learning programs adapted to the needs of the specific school setting
into which they are adopted. And part of this diffusing-adoption process
is concerned with being sure that the peopie who use these materials
Lo produce these learning outcomes are properly equipped to do so.

During the visit, sureval expressions were made about the value of
exchanging roles within the c:nters, so that each member of the team
spends time teaching from the outline, making observation of the other
member(s) teaching, trying out writing skills in making appropriate
modifications, and so forth. This procedure would seem to apply the
"two heads are better than one" principle for the benefit of the work
turned out, which is reason enough ia the project's eyes for using it.

However, as a training implication, it provides broader experience
within the same time span and thus gives these people far better prep-
aration for future work of this type, either working n teams or as
single individuals. The formal observing for the purpose of gathering
data serves a quite precise purpose on this project, a purpose that may
ve applied at other times on other projects. But it will have an
influence on the activitiy of the person, should she work in the future
as a classroom teacher, because she will be sensitized to using this
kind of observation.

So one implication to be drawn from this project is that some aspects
of the way it operates could provide mechanisms for training. Possibly
the kind of measures or instruments used here could be adapted for use
in a student teacl.ing situation to provide a discipline facilitating the
student teacher's observing the experienced teacher in action, and then,
when roles are exchanged, to provide the experienced teacher with a
mechanism for recording observations on the student teacher's performance.

On this project, the main function of this procedure was not to
monitor teacher performance, but to measure the adequacy of the materials
for teacher use in producing learning outcomes. Another possible implication
of this activity for training purposes is that use in the way described

131
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above counld bhetter prepare teachers and student teachers to adapt
calstlng materials for ause with the student population found in their

owhn e lassroom,

This could be a picece of training virtually putting the benefit
of RDD&E right within the instant of teaching in a classroom situation.
This kind of training could possibily sensitize teachers so that they
are able to observe deficiences on the spot and correct them for the
benefit of the students there present. Such action may not qualify
for the current definition of RDD&E because it forms part of a day's
teaching activity, but it might be an application of RDD&E methodology
that could be considerably valuable.

In writing this, it is recognized that this response to the
question implicit in the chapter title differs from the intended tar-
get of that question. However, it is believed that in light of the
Dunbar Project the observation thus presented could prove even more
useful in its impact on education than responses of the form implicitly
expected.
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Appendix: Listing of OQutput Standards, Tasks, and Enablers

The following is a list of standards, tasks, and enablers for out-
puts around which interviews were conducted. These statements were ex-
tracted from discussions with interviewees and were coded into their
respective category sets. The selected code precedes the statement and
indicates the following for:

STANDARDS

Code J: Structure of Standards.
J-1 Standards against which outputs are judged. (output oriented)
J-2 Standards against which processes and/or operations are judged.

(process oriented)

Code LM: Primary Categories of Standards.

TASKS

Code NO: Clusters of Tasks.

ENABLERS

Code S: Structure of Enablers
S-1 Knowledge.
S-2 Skill or ability to perform.
S-3 Sensitivity or awareness.

Code UV: Primary Categories of Enmablers (knowledges, skills, or sensitivities).

The odes associated with these three categories (standards, tasks,
enablers) are the same both here in the listing and as previously cited
in Chapter III1 tables.

E-01: Revision of Student Learning Program |
in Communication Skill (SWRL)

STANDARDS

J W

1 12 Enable children to read, understand, unlock words more
efficiently.




e - Yy

TASKS:

NO

04

04
04

03
04

04
04
29
03
04
04
24
05

04
29
07
05
03
05
02
03
04
04
06

05

ENABLERS :

24
12

S w

201

1 02

Teachers raised questions at district-wide staff develop-
ment meetings about things they need.

It is learning as well as fun.

Results of tests were good.

Fifth grade tutors accept responsibility for and interest in
second grade students,

Second grad~ students shared benefit.

Students demonstrate reading-thinking skills.

Write into the SWRL program items to bridge gaps found in

use at local setting to make it more effective.

Develop new items to help children in the center.

Write a scope and sequence analysis of approach to phonics,
titled "Steps to Word Attack Mastery."

Devise a method where students learn to assess themselves,
Write reinforcement for characters in SWRL program in form

of audio-flash cards.

Produce work wheel to produce variations of letter combinations.
Generate small books using cartoon characters.

Work with classes that have study problems.

Develop curriculum plans to use dictionary in lst and 2nd levels.
Construct tests, for use with course.

Construct second year mastery test (not in SWRL),

Devise better ways of making tests--finer differentiation.
Try revision and further testing for little group that did
not do well, when all rest did.

Make up pre- and posttest.

Work with groups of six children for two, three, or six weeks.
Train children to use SRA lab materials.

As teacher, act as supervisor, to keep active students occupied.
Devise method of encouraging higher scores and helping lower
scorers,

Have student checkers average scores, as math reinforcements
to them.

Get help from others in constructing tests.

Design the tests.

Provide materials for tutoring program, using flash cards

and ultra flash speech test.

Include guidelines for interpretation of student performance
in program.

Verify that important par*s are included--phonetic analysis,
following directions, interpretation and comprehension.

Pilot test materials in whole class with home room teacher.

Remembered things that were effective as classroom teacher.
Background at reading clinic--all levels.
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E-02: Revisions of Student Learning Program in
Multicultural Social Education (SEDL)

STANDARDS :

J

112 75% achievement by 75% of students.

1 06 Teachers judge objectives appropriate.

112 88% achievement by 88% of students was standard for expansion.

2 34 Teachers enjoy program.

2 34 Students have fun--laugh, enjoy.

1 01 Form is complete when spaces filled in.

TASKS :

NO

05 Pilot test the Multicultural Social Education Program at
this school witn six teachers.

05 Observe the pilot test teachers using the program.

29 Help oral conferencer with pilot test teachers using
the program.

06 Study the material to improve it.

06 Study the weakness of the program.

23 Select expanded field test sites according to ethnic student
populat on.

06 Revise the program based on student data.

05 Gather information and data on master analysis forms and
send to regional laboratory.

29 Sit down with teachers at the end of each unit and hold oral
conference.

05 Fill out oral conference form.

05 Collect the data from checklists and put it all on master analysis
form.

05 Review the master analysis form to determine what is wrong
with program.

29 Hold orientation meeting with teachers to explain use of program.

07 Demonstrate how to use program to older more traditional teachers.

32 Bring groups of principals in to watch the students
operate on program.

23 Help select satellite schools based on principals' reactions.

G5 Administer TABA test as standardized test to students.

05 Administer program pretest in the fall.

05 Administer program posttest in May.

05 Analyze data from teachers.

05 Interpret data from teachers.

05 Observe and record data.

06 Teachers critique the lésson.

31 Teachers explain how to improve.

05 Review the master analysis form to determine the basic problem.
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29 Fmphasize that | want to observe the lesson not the teacher.
29 Lmphasize the importance of data.

05 Analyze the written comments on the evaluation form.
ENABLERS:

sw

1 05 Knowledge of previous success of program,

3 04 Not to push self on teacher if they did not want me.

3 02 Sensitivity to other people's problems.

3 16 Sensitivity to individuals, not classes such as black or white.
2 25 Sensitivity to older teachers being more difficult to change.
3 02 Sensitivity to older black teachers not having training.

3 16 Sensitivity to black-white problem.

316 Sensitivity to youth-age problem of teachers.

316 Sensitivity to man-woman problem of teachers.

3 22 Sensitivity to teachers' fear of consultants (educator).

2 01 Skill in teaching children--demonstrating.

E-07: Revision or Student Learning Program in
Orff-Kopaly Music

STANDARDS:

J LM

2 34 Children enjoy themselves.

1 08 Consultants and teachers all agree on the attainment of the
objective by subjective judgment.

2 34 The enthusiasm shown by students indicates success of a lesson.

TASKS:

NO

04 Change from Hungarian folk rhythms to African beats.

02 Visit consultant to learn about Orff-Kopaly music program.

04 Write lesson plans for teaching Orff-Kopaly music program.

03 Design the lesson plans to give the children instant success
in their lessons.

03 Design the lessons to make success a habit.

29 Involve the children in the lesson planning.

31 Listen to consultant lecture on the Orff-Kopaly techniques.

05 Give pre- and posttests to small samples of children.

05 Have teachers fill out lesson observation forms.

24 Call in consultants to observe students at various times.

03 Send more students in for the lesson when it is improved

. from last group.

07 Conduct seminars for teachers from other schools in the Orff-Kopaly

methods.
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07 Disseminate materials (lesson plans) to the other schools.

22 Obtain approval on budget needs from the central office.

05 Write down on observation form actual behavior of students
and teachers during lesson.

04 Write lesson plans as guidelines leaving teacher some leeway
to improvise.

ENABLERS:

5w

101 Knowledge of rhythm symbols.

1 01 Knowledge of tone.

3 45 Musical sensitivity to tone distinctions.,

303 Sensitivity to needs of children to enjoy learning.

2 02 Skill in amusing children.

3 46 A sense of humor.

2 01 Skill in teaching music.

3 03 Sensitivity to children's need for change-versatility.

2 41 Energy--good physical conditioning.

2 30 Flexible personality.

3 45 Good ear for music.

3 22 Sensitivity to short span of attention in K-3 age group.

3 04 Sensitivity to part played by teacher's personality in any
lesson learning.

303 Sensitivity to need of students to have a male image in school,
particularly in music.

2 16 Skill in singing.

2 16 Skill in playing the piano.

317 Realize that muscians are often temperamental.

3 34 Willing to accept criticism.

E-09: Revision of Student Learning Programs in David Weikert
Early Childhood Education (SEDL)

STANDARDS:

J 1M

101 Four levels of abstraction or representation adequately
identified.

1 01 Four basic goal areas in ''relationships' are included:
temporal, spacial, seriation, and classification.

1 12 Children appear inquisitive.

TASKS:

NO

04 Write "cookbook" strategies for teachers to use, identifying

238
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levels of representation or abstraction.

0l ldentify level of abstraction at which individual students
| work.

02 Establish gvual areas for relationships.

02 Write behavioral objectives for one week at a time.

04 Recycle lessons from last year, utilizing response data.

L/ 02 Write complete objectives for one level of relationships, suggest

objectives at other three levels.

02 Try to incorporate humanistic approach with behavioral
objectives written around levels and goals.

04 Take best parts of the three programs to develop "Gateways n

04 Write rationale for 'Gateways,K"

04 Move from "pure" Weikert to best of each bilingual from SEDL,
Weikert, Distar (SRA--Ingleman). -

04 Design own evaluation procedures.

04 Design a daily random assessment for objectives (for teachers needs).

02 Sets goals for week (for teachers).

04 Write cognitive awareness pre. and posttest.

03 Design procedure for measuring each concept at each level.

05 Follows testing procedure for each concept from top level
down (with students),

ENABLERS:

sw

2 03 Skill in writing learning packages.

2 06 Skill in adapting format from Unipak to Weikert Strategies.

P-14: Staff Development Package for Student Learning
Program in SEDL.

STANDARDS:

J M

2 33 Teachers' knowledge of strategies as well as skill in
applying them.

2 15 Teachers' know when to employ particular strategy.

2 12 Teachers' have knowledge about objective for strategy, level
of cognition involved.

TASKS :

NO

29 Work with teachers in social studies.

29 Work with teachers city wide in staff development in

social study teaching strategies.




29
29
04

21

21

06

24
24
05
04
21
21

07

31
07

06
03
03
03
03
21
21

21
21
21
21

04
04

04
04
04
04

ENABLERS:
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Work with multiculture program materials from neighboring city.
Work with Hilda Taba strategies.

Use techniques derived from strategies to write new material for
other subjects, grade levels.

Train teachers using 42 hours of training material with 100
teachers from satellite schools in 12 sessions.

Put on followup sessions in classrooms using plans developed
during sessions.

Critique instructional plans and strategies used, using
discussion analysis.,

Give teachers some feedback about their efforts.,

Review tapes made of work for critique.

Go into classroom to look at teacher's performance.

Prepare participant manuals to show what to do.

Train teachers to build discussion plans.

Use role playing at child level, to concentrate on process
rather than content, which results from using adult-oriented
Taba materials direct.

Get student teachers to use the plan in their own classrooms
and to develop otheis.

Get feedback at subsequent meetings of the course.

Get teachers to use tabulated Taba strategies and add others--
extemporize,

Workers simplify Taba strategies--still need more.

Develop focusing, opening (open-ended) questions.

By knowing the class, call on reticent ones first.

Develop questions leading to interpretation of feelings.
Accept dominant answer, then ask for '"others

Teach use of nonverbal expressions-looks, actions.

Emphasize preparation for doing things unplanned, that

just "pop up.”

Teach teacher variety in question statement, to get all
students '"tuned in,"

Emphasize need to get children to interpret or infer.
Emphasize change in teacher's role, questioner, not "teller,"
Assist teachers with collecting data and applying feed-

back from data.

Develop staff development package for subject area.

Write rationale, objective of the program, participant manuals,
awareness experiences using teacher role playing.

Develop evaluation instruments.

Produce visual, transparencies, with audio tapes.

Produce video tape of a teacher using Taba strategies (use

as part of package).

Write discussion possibility guides for participants' manual.

Familiarity with Taba strategies.

Skill at working with Taba strategies.

To the behavior and thought patterns of children.
Recognizing abilities of children.
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2 29 In maintaining working relationships with teachers.
2 42 In promoting feedback from teachers.

[P—&l: Quarterly Budget Summaries

STANDARDS:

1 1M

1 14 Sponsor accepts the budget.

2 04 Budget is submitted on time.

2 24 Funds are expanded for things that reflect well on sponsor.

115 No commvr.icts allowed on budget.

TASKS:

NO

22 Maintain an accounting record on all expenditures, projected
expenditures, and budget comparisons.

04 Prepare a quarterly budget for the sponsor.

04 Supply the rationale for all items included in budget.

24 Review the budget with sponsor.

06 Eliminate people from data processing budget in early days
because they were not needed at that point in time.

22 Submit a projection of cash needs each month.

22 Submit a comparison of actual expenses with projection
by 10th of the month.

22 Submit a quarterlv budget to the sponsor.

22 Report to Superintendent concerning budget.

22 Report to Associate Superintendent for development
concerning budget.

22 Report to Assistant Superintendent for planning and evaluation

concerning budget.

ENABLERS:

s W

3 01 Sensitivity to desire of sponsor that every dollar goes to
improve education of disadvantaged youngsters.

1 06 Knowledge through experience of what the sponsor will reject.

121 Knowledge of business operations.

2 44 Skills in accounting.

3 16 Sensitive to public image of sponsor.




P-43: Process Evaluation Report for Revised
Student Learning Program

STANDARDS ;

LM

39

[Ny

12
21
11
01
05

= e

TASKS:

NO
24

06
06

ENAELERS:
Sy
1 03
2 10

Evidence in design of preplanning--e.g., where is next

stage going? '

Procedures adequately investigate the effects of the program.
Data collected on adequate control groups.

The questions are ones they want answered for this project.
The sampling procedures used permit answering the questions.
The results are as generalizable as possible.

Look at the questions in general to csee whether they are
comprehensive and are answered by design.

Examine results to see whether questions are answered.
Look at sampling procedures to see if adequate.

Research design applicable to question to be answered.
Understanding inferential statistics.

C-53: Parental Involvement

Program

STANDARDS:

J 1M

122 Numbers of parents become involved in their choice of

. helping activity.
| 2 07 Presentation made at one neighborhood church every Sunday.

217 More than 500 parents a month go through the homemaking
program.

217 25% of enrollees in black studies course are white.

217 . Support (attendance) from wide geographical area on many
programs,

217 They have surpassed expectations in more programs than they

would have planned--effect of self-motivation.

472
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01

23

33
01

29

29

01
29
29
29
29
07

29
04
29
25

29
04
04
04
04

31

29

25
04

Write community-—embracing objective as poal for activities

and statement of individual goals.

Visit several major cities throughout the nation seeking
suitable programs,

Set up Lay Advisory Group to determine needs of various

segments of community; children and adult.

Lay Advisory Group changed the composition of the school boards.
Study economic and social needs as well as educational needs

of community--first welfare needs.

Attempt to reach parent through children, using program that
child is interested in.

Let the parent contacted know that program exists to help

(1) child, (2) parent, (3) community--in that order.

Be careful to promise only what program can and will do.

Show interest in condition at home and neighborhood.

Show interest in religious affairs through churches.

Associate with all kinds of characters in community.

Make each parent an important factor in the program.

Educate parents to accept decision-making role for school

and community.

Encourage parents to bring in ideas; to volunteer help.

Develop PAL (Parent Assisted Learning) program. 1
Help parents find avenue to volunteer.

Let participating parents recognize that they are succeeding

in the program.

Use volunteer help in swimming program, e.g., when school

not in session.

Write booklet, '"How to Implement Parental Involvement."

Publish newspaper. (l6-page)

Prepare Early Childhood Handbooks for parents.

Complete Parental Participation Handbook to show how

schools can encourage parental participation.

Conduct monthly meeting with all parents of early

childhood children.

Work with parent on how to teach children.

Determine interests of groups of parents.

Provide classes to meet interests, e.g., ceramics.

Get permission to make presentations at neighborhood churches.
Put on programs at churches to get support of community.

Arrange to make presentation at one church every Sunaay.
Establish adult-based education.

Promote completion of high school education.

Initiate programs in typing, sewing.

Sponsor: oratorical contest, Campfire Girls, counseling programs
for girls, PTA, Lay Advisory Committee, Early Childhood Advisory
Committee, PAL Program, Suzuki music program, homemaking program.
Avoid terms like "home economics,'! but offer content in terms
understood to them.

Establish self-realization concept across other programs.
Incorporate "black studies" presentations, using local, successful
blacks.

483
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04 Establish Red Cross volunteer program in first aid.

25 Conduct voters registration drive; encourage to vote.

29 Conduct income tax seminar.

29 Set up seminars on drug abuse.

29 Sponsored summer program in recreational activities.

29 Establish young adult club; to prepare future parents for
involvement.

ENABLERS :

5w

301 Rave to love people.

313 Sensitivity in using language people understand.

2 02 Must be prepared to reach everyone in community on person-to-
person basis.

14}
-

C-54: Coordinated Cririculum

STANDARDS

el
T N|ﬁ
=

N OO

116

2 17

TASKS :

NO
21
21

24
21
25
22
22
31
25
24
13

Test items are developed according to levels of thinking.

Test items test what they should be testing.

Findings show effectiveness of learning against specified
objectives.

Wording is in a form that any teacher will understand what

the curriculum material is rvalking about.

Writing is within the field--it has construct validity for
purpose. :

Home-based teachers view involvement in center as 'promotion,'

Appoint working center curriculum coordinators.

See that working center coordinators understand data collection or
subject of working center.

Supervise remedial efforts necessary in working centers.

Make recommendations for new staff selection.

Discuss interpersonal problems.

Monitors budget allocated to each center for cost/effectiveness.
Check requisitions against cost/effectiveness and budget allocation.
Schedule a meeting for a day, one a week, with each center.

Goes over program objectives, philosophy, and rationale.

Check what curriculum centers have done.

Discuss where we go from here.,

g




oLy Help currfculom writers to wrlte objectives in behavioral terms.

26 Help them to write and match test ftems to objectives.

25 Discuss goals with graff.

31 Have outside consultants come in to help with developing media,
objectives, and test items.

29 Work with center teachers in development of reports.

24 Critique final work.

24 Consultants validate work done, as to whether it is within

specified curriculum objectives and within organization of field as
it should be.

30 Coordinate consultant iateraction.

24 Make recommendations on acceptance of material based on findings.

21 Train staff in curriculum writing.

31 Hold organizational meeting twice a week.

04 Coordinate tota. evaluation report for foundation.

21 Allow curriculum writers to write lesson plans until they hav-
grasped significance of writing objectives.

29 Work for team approach between writer and teacher by interchanging
roles.

07 Work to involve home-based teachers in center activity.

ENABLERS:

5w

2 42 Skill in inquairing to fill in gaps; to convey what is lacking.

319 Sensitivicy in communicating inadeJjuacies in way that is not seen
as "ugly'" or unkind.

3 01 Sensitivity to different teachers' expectation of teachers.

101 Know.:edge of general curriculum.

2 19 Skill in administration of s:hool staff.

2 29 Skill in getting groups of people to work together as group.

2 43 Skill in building confidence to write curriculum.

2 02 Skill in overcoming resistance due to background.

3 04 Realizing importance of real people-to-people interactions.

C-55: Pupil Personnel Services

STANDARDS:

J 1M

113 Standards of professionals: social workers, counselor, nurse.

1 25 Acceptance of program by community.

1 05 Provides for needs, rather than solving problems.

112 People devise their own lessons that they are ''comfortable with, "
1 05 Relieves anxiety by giving parent specific behavior to turn

to in order to help work on his problem.

-
L |
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TASKS :

NO
02
05
05
31
29

23
07
04
04

31
05
05
03
03

29
29
29
31
29

04

05
05

04
03

05

05
05
05

06
05
04

05

34
22
34
12
05
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1t teaches an approach to raising children, to relating to
children, that can be measured by control.

The school knows the department as the 'school helpers."
Children come with any problems they have.

Successful responses from groups using programs.

Children reflect insights, once communication is established.
Achieving greater exactness in choice »f multidiscipline
approaches.

Direct services of department to children.
Assist in conducting surveys needed by other departments.
Assist in collecting information from home.
Respond to problems in class.
Interpret the activities of the Pupil Personnel Services Department
to the community, so they will understand it and accept it.
Develop community resources not yet appareut.
Let community know what resources are available.
Develop specific, packaged programs that can be used in other communities.
Develop packages that teach behaviors: attending schools regularly,
relating with peers, working toward oals.
Answer needs by programs and children.
Measure what impact efforts have on problem areas.
Gain insights of relationships: what causes what.
Find ways of training staff people.
Develop two methods of counseling
1. Object and activity counseling
2, Group (family) counseling: activity contracting.
Help child, parent, and teacher see the problem.
Suggest spncific activity to solve the problem.
Persuade them to contract to perform the activity.
Send children for indepth care (e.g., dental).
Get parents involved in doing this rather than doing it
with parental permission.
Write sove medical programs to aid parents in health care
before they get to a doctor. :
Note problems producing referrals, open or from teachers, parents.
Note the causes of problems; determine how to productively alleviate
them; what kind of information experiences are necessary?
Develop package diiected to fulfilling student referral needs.
Designed package of nine lessons for mothers and daughters
(6th grade level) to help understand that girls are passing
through changes.
State reason for differences in girls that (6th grade) age, kinds
of things they are facing.
Share information about growing up, problems involved.
Encourage communication between mothers and daughters.
Teach skills to get along with people, particularly boys
(with groups of girls who help evaluate the learning package).
Revise for second group of girls.
Repeat sequence as necessary.
When successful, package for distribution to other counselors.

aLs
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04 Produce package on test taking.

0! Determine factors that prevent good performance in tests.,

05 Spend time (over several months) observing and listening in
and out of community to sensitive to answers.

06 Use change of language to communicate with children.

04 Develop tests using comic strip kind of things pictorial
tests.

03 Understand the kinds of insights children acquire and pass
these on to curriculum writers.

01 Determine learning styles in children.

24 Learn to operate as a team—-more and more efficiently--to
bring team approach to situations.

03 Develop ways of interpreting results of test to teachers.

26 Develop workshop-type programs to help teachers understand

children in general way.

ENABLERS:

sw

1 04 Knowledge gained from training as educational psychologist.

2 25 Skill in observing behavior.

3 04 Skill in interpreting meaning of behavior.

3 36 Sensitivity to be free enough and secure enough to interpret
the whole observation into some meaningful pattern.

3 36 Openness Aand security in personal relationships.

3 28 Freedem, when need of skill is recognized, to go out and

acquire it, with workshop or course.

P-56: Product Evaluation Report

STANDARDS :

J

112 80% of the children master objective (80% of total score).

113 80% of the teachers said it was better than average in terms
of pupil attention. '

108 Revisions are accepted by group consensus.

112 Criterion for whole program is acceptable norm score on
standard test.

TASKS :

NO

06 Revise checklist and observation form as required.

05 Summarize the data on all of the checklists and observation
form,

01 Define set of variables to be measured.

.
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02 Define how variables arc to be measured.

02 Determine the questions to be answered in the evaluation.

03 Decide the instruments necessary for measurement.

03 Determine the procedures necessary for applying instruments
and collecting data. -

05 Draw conclusions from results of data reduction.

02 Generate questions based on anticipated program results.

22 Forward a copy of data and report to the regional laboratory.

22 Provide data and report to staff development personnel.

03 Help teachers translate from general concept to measurable
indicator for mastery of the concept.

05 Systematically measure the attainment of specified objectives.

31 Request technical advice from central office on advanced
statistical methods.

03 Write experimental design for product evaluation report.

03 Request computer program for specific statistical techniques.

05 Calculate the effectiveness of program.

22 Calculate ei.fectiveness of program in terms of per pupil cost.

06 Help teachers add new objectives to program where considered
appropriate.

22 Report result of data analysis to center.

ENABLERS :

sw

1 02 Knowledge of basic, not higher, statistics. 1

1 12 Knowledge of who is available for statistical consultation.

2 24 Skill in writing behavioral objectives.

1 04 Knowledge of computer programming.

122 Knowledge of computer capabilities.

317 Sensitivity to other peoples' sensitivities.

103 Knowledge of developmental research as opposed to classical
basic research.

1 03 Knowledge of developmental procedures such as those advanced
by Popham and Farquar.

103 Knowledge of criterion-referenced testing techniques and
concepts.

321 Sensitivity to the fact that there are some things which can
not be measured with a pencil and paper.

1 06 Knowledge of costs in teaching.

1 03 Knowledge of similar evaluation forms.

1 02 Knowledge of the primary components of curriculum.

2 25 Skill enduing evaluation-testing instrumentation.




} Favioya

C-57: Staff Acceptance of Change

N

STANDARDS :
J 1M
2 24 Lowest cost/effective ratio determines acceptance of a
' program.
2 34 Good child interest helps determine acceptance of program.
2 34 Good staff morale indicated by social involvement of
teachers outside of school.
2 14 Sixth sense indicates if something is right.
TASKS :
X0 |
24 Replace some of the most traditional teachers.
33 Share the power with teachers--but do not lose it.
22 Define the limits then give others complete power within limits.
26 Suggest and allow--but do not force outside socializing.
Y29 Focus on the benefit of the program to children, not on
: personalities.
25 Ask teachers what they want.
22 Determine cost of program per pupil per year.
33 Change job title from Master Teacher to Center Teacher.
33 Suggest and allow a teachers' advisor group.
ENABLERS :
sw
1 06 Knowledge of power structure.
3 16 Sensitivity to black problem in a southern city.
316 Sensitivity to white prejudice about black capacity.
3-03 Cfensitivity to children's need for firm but gentle discipline.
303 Sensitivity to teachers' need for definition and limitations

of responsibility.
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Chapter I: Overview

This overview presents a brief synopsis of the ERIC Project as an

introduction. This is elaborated by a discussion of the objectives,
rationale, and significance of the project and the context in which it
operates.

Synopsis of the Project

Title: Educational Resources Information Center Processing and
Reference Facility.

Responsible Institution: Leasco Systems and Research Corporation.
Funding Source: U.S. Office of Education.

Funding Duration: January 1970 to Novemﬁer 1972. (34 months)
Observation Date: May 1971.

Stage of Development: Mid-Project.

RDD&EBEOcus of Project: Educational diffusion.

—Expécted Qutcomes:

Current Index to Journals in Education.
Research in Education.

Current Project Information.

Manpower Research.

Pacesetters in Innovation.

Research in Education Cumulative Index.
. New Projects.

Quick Available Document Service.
Maintained Thesaurus.

10. Source Authority Directory.

11. Field Reader Catalog.

12. Magnetic Tape of Various Categories of Data.
13. Computer-stored Data.

14. Microform Outputs.

O oUW N —

Level of Funding and Duration: Medium-High. (level & of 7 levels)

Agency Setting: Private industry.

Staff Summary: There are 19 personnel on this project and all devote

full time to it. The staff consists of 3 director, a deputy
director, a reference analyst, a lexicographer, 3 systems
analysts, 4 document analysts, a secretary, a clerk-typist,
and 6 data input and cortrol personnel.

174
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Objuctlives, Rationale, and Significance of the Project

Ubjectives. Understanding the objectives of tlie facility that con-
stitutes this project requires a brief background about ERIC as a whole.
The acronym, ERIC, stands for Educational Resources Information Center.
These resources consist of publications (such as journal articles, magazines,
periodicals, and books), papers, theses, and reports of projects being con-
ducted within education. 1Included are notations about the institutions and
people who conduct such projects.

ERIC devotes attention to collecting and diffusing information about
these educational resources. It functions through a number of clearing-
houses, each of which handles such information within a specific domain.
A brief statement, agreed upon throughout the ERIC system, outlines each
clearinghouse domain. Figure 1 sets forth this general schematic of the
ERIC system, while Table 1 lists the designators and locations of the
currently active clearinghouses.

The facility described in this profile is the block in the center
of Figure 1, indicated as the ERIC Processing and Reference Facility.
The flow of material in this figure indicates that much of the enormous
mass of information handled by the clearinghouses does not get handled
by the personnel in this center, although all index data about it even-
tually gets stored in the data bank operated by the center.

The emphasis of functions presently performed by this facility is on
processing and reference. These are the mechanisms by which data get into
the data file of the computer and are checked. Included is a monitoring
of the references by which data are correctly located, stored, and re-
trieved in the various retrieval forms.

Leasco Systems and Research Ccrporation sees the facility as more
than a clearinghouse for clearinghouses. Based on Leasco's previous
experience with somewhat similar information systems, they see the ERIC
system as somewhat analogous to a highly sophisticated reference library,
the organization of which is quite difficult because of the enormous
quantity of material and the diverse intersection of interests within it.
Within this context, the construction of '"clean' classification sets is
complicated.

Thus, while the comprehensiveness of input to the system is meant
to insure that virtually all current information that is relevant to
education gets ".nto the system, the user is faced with the problem of
where or how to look for the information he desires. The guldes presently
provided by no means always ensure tus. the user will be lec to the pre-
cise information he is seeking, or to all he is seeking within a category
in the terms by which he designates that category.

In a library of limited size, a well-informed librarian can prove of
inestimable help to the user. For any individual or group of individuals
to attempt to assume this role relative to a system with the magnitude and
complexity of cpntent handled by ERIC is physically and humanly impossible.
But this does not say that it is systematically impossible. Therefore, the

2 ER
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Aty 1

(urrent List ot ERIC Clearinghouses

=<5 e

AC Adult Education Syrvacuse University, Svracuse, New York

AL Linguistics Center for Applied Linguistics, Washington, D.C,

GG CGounseling & Personnel University of Michigan, Ann Arbor, Michigan
Services

EA  LEducational Management University of Uregon, tugene, Oregon

EC  [Exceptional Children Council for lxceptional Children, Arlington,

Virginia
{

I Educational Media & Stanford University, Palo Alto, California
Technology

FL Foreign Languages, Modern Language Association of America,
Teaching of New York City
HE Higher Education George Washington University, Washington, D.C.
JC Junior Colleges University of California at Los Angeles, 1

Los Angeles, California

LI Library and Information American Society for Information Science,

Sciences Washington, D.C.

PS Early Chilchood University of Illinois, Urbana, Illinois
Education

RC Rural Educatior and Nev Mexico State University, Las Cruces,
Small Schools New Mexico

RE Reading Indiana University, tloomington, Indiana

SE Science and Mathmetics Ohio State University, Columbus, Ohio
Education

SO Social Science Education University of Cnlcrado, Boulder, Colorado

SP  Teacher Education American Association of Colleges for Teac! »rs
Education, Washington, D.C.

TE Teaching of English National Council of Teachers of English,
Champaign, Illinois

™ Tests, Measurement §& Educational Testing Service, Princeton,
Evaluation New Jersey
UD Disadvantaged Teachers College, Columbia University,

New York City ;

o VI Vocatiocnal & Technical Ohio stat. University, C-lumbus, Ohio

- - : i oy
E;BJ!; Education f . 2




objective of the ERLC Processing and Reference Facility, which is main-
tained by Leasco, is to enable the ZRIC system to meet the users' needs
in better ways, nuc'. as the presence of a good librariaan in a small
library can te very nelpful to the uninitiated user.

Rationale. Why does a user fail to find whuat he warts in such a
system as this? There are two possible answers, each of which can break
down into subdivisions. One is that the information he seeks is not in
the system. The other is that it is in the system, but the organization
of the system in some way obstructs his finding it.

If the information is not in the system, it may be because its
source is not coupled to the system as an input. This becomes less
likely as the system acquires more input sources through time. A more
likely cause, at the time Leasco assumed responsibility for the facility,
was that the information had not yet completed its path through the pro-
cessing mechanism into the storage bank with the necessary means for its
retrieval. In a system that relates to a technology advancing as rapidly
as today's and that handles the enormous volume of data entering ERIC's
many clearinghouses, reducing delay so that "if it's happened yet, it's
in ERIC" presents considerable problems.

This facility, as operated by Leasco, has devoted considerable
effort toward improving efficiency and shortening the entry-delay time,
resulting in improvements that became evident from examination of the
project in detail.

Inability of the user to find items that are present within the
system can derive from one 0of many potential disabilities of the system.
fhe major emphasis of the item may differ from the one for which the
user wants it, so that he does not look in the place where it was quite
logically entered. Helping to reduce this cause of deficiency requires
closer attention to cross-referencing kinds of functions, which can be-
come extremely elaborate in a system such as this.

The system already provides a number of ways of looking for wanted
items, but these can have defects that result in the user's failure to
locate correctly the item he seeks. What is his basis for seeking it?
Has he heard of a specific item, either by title, by subject matter
contained, or by the personal or corporate author of the ftem, or does he
just want whatever may be available within a specified domain of interest?
The way he seeks will vary according to the answer to this question, and
each of these ways of seeking can have its own variety of causes for
the user's failure to find what he seeks. For example, he may know only
the corporate source of the work reported on. Such a corporate source
can, for brevity, be styled in a variety of ways, selecting only some
of that string of id~~tifiers. Yet for identity within the system, such
a single source must have only one entry (although cross-referencing can
help, for the user). Each corporate source must have only one identifier
within the system, which will receive a code so that all items received
from that source are similarly identified. Eliminating different entries
that identify the same corporate source is an example of : step toward
minimizing this cause of difficulty to the user.
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Significance. As the hub of a network of information centurs or
clearinghouses, this facility receives feedback about its effectiveness
both from the clearinghouse:s with which 1t works in generating data, and
from the audiences it serves in prcviding information. Fromn both these
sources of fezdbnck, the Juantity and content of favorable feedback
indicute that the objecctives are .2ing progressively atiaiued.

Context in Which the Project Operates

At the point in time when this »‘roject was visited, Leasco Systems
aud Research Corporation was operating it uader a contract to the U.S.
Office of Education (USOE). The facility of Leasco where this project
operates was set up specifically for the operation and is lJocated in
Bethesda, Maryland. Prior tc establishment of this facilivy, th= company
had established service capabilities having »ffices in varicus citiec
across the country.

Relationship to parent ageucy. Each group or subsidiary
in the Leasco chain operates 3s a cimplete, self-sufficient entity,
chartered to fuaction within  specified business area. Figure 2
illustrates the Leasco organi:ation chart. The ERIC facility was formed
under the Facilities Management group founcd in the bottom right cor. er
of the chart. The Leasco organization had previously acquired the exper-
tise in closely related information-service =:ctivities that enabled it
to staff this pr>ject with personnel having the necessary competence.

Relationship to funding agency. The central responsibility for
the total ERIC system rests within USOE, identified as 'Central ERIC"
(Figure 1). Central ERIC monitors the activity of the Leasco-based
tacility. The project, though, has a strong commitment to monitor it-
self for quality, which includes eliminating redundancy and determining
that entries within tle rystem accurately represent the information they
describe. This commitment to quality also includes a commitment to time
lines, because time is an essence of quality in such a setting: if in-
formation is not available from the system within a reasonable (which
virtually means the shortest possible) time, the system loses some of
its value.

As botn Central ERIC and this facility are central to the clearing-
house system, they maintain a close working relationship with one another.
The interviewers visited Central ERIC, although formal interviews were
not conducted there, and the essence of the information there obtained
was that .he performance of the Leasco Corporation is a definite improve-
ment over the earlier activity wichin the corresponding facility. This,
as the interviewing on the project itself evoked, is largely due to the
project's commitment to quality and cost-effectiveness, including time-
delay reduction as part of the definition of ''quality" in this context.

Relationship to individual clearinghouses. The titles aad locations
of individual ERIC Clearinghouses are listed in Table 1. The connecting
lines on Figure 1 illustrate the flow, which is two-way. While this
consists primarily of a somewhat mechanical shipment of material at
regular intervals, whose schedule may be changed from time to time to
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optimize cost-cffectiveness and production-time ef ficiency,
continuous contact is also maintained to coordinate domains, thesaurus
definltions, etz., across the entire field in which this facility scrves
a central function.

a virtually

Sources of information for the svstem as a whole (all  ve cleariiy-
houses plus vhis central facility) are various educational publicutions
(issued at verious intervals by a wide variety of publishers), reports
of ongoing projects in education (including terminal reports), papers
covering educational topics, and agencies perfor ning work on such projects
as well as the individuals engaged in them.
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Chapter [l: Parameters of the Project

Project Structure

Chapter I has outlined the context or the system within which the
ERIC facility operated by Leasco operates. The urganization of this
project lends itself to being viewed in several dimensions. Figure 3
1s an organizational representation, showing the structure of this
facility. Figure 4 is an output map representing the dependence of
various products and events upon one another., Figure 5 is a portion
of a master time-line clart.

Because of the magnitude of the project, each of these representa-
tions can only show a portion of the total picture, even in its own
dimension. For example, the master schedule (Figure 5) shows only events
related to the production of the major product, Research in Education
(RIE). However, as all other products on their different time 1ines
dove-tail with production of this major product, this contains the key
information.

Figure 5 is, in fact, a portion of the master schedule for RIE.
(This is Output P-19 in the listing to follow.) 1In an earlier form of
this schedule, steps in the production of a greater number of products
than shown in the current version were presented. This made the schedule
so complex to read that the effect was to discourage personnel from
taking the time to refer to it. However, making it more simple in the
form shown has enabled personnel to make more rapid reference to it. The
interrelations between the major product steps and steps for other pro-
ducts are known to the people who work on each, so that this chart essen-
tially carries all of the information necessary for production.

Project Roster

The professional staff within the project are as follows. Those who
were interviewed are indicated as such:

1. Director - Senior Principal Information Scientist: This person
is responsible for overall management and coordination of the facility.
This includes control, cost accounting, cost reductions, forms design,
procedures, product specifications, production control, reporting,
scheduling, and statistical reports. (interviewed)

2. Deputy Director - Principal Information Scizntist: In a secondary
capacity, he shares in the responsibilities listed for the Director. :

3. Lexicographer: He is responsible for maintaining the source
authority file and the thesaurus. The source authority file is a listing
of corporate sources or authors from which documents (papers, reports,
articles, etc.) are received about which data is entered into the system.
This file must have a unique code, without duplication, for every corporate
source. The thesaurus is an active file of descriptors used for reference
entry to the data. 1o be included as a descriptor in the thesiaurns, a
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term must have information about {ts use completed on a descriptor justi-
fication form. The lexicographer's function relative to updating the
thesaurus consists of administering such descriptor justification forms
} in appropriate fashion and of devising ways of facilitating referencing
: by use of lexicographic analysis and appropriate identifiers in the
identifier file. This is a listing of words not appropriate for use as
L/ descriptors (it can include specific project identifiers), but which
may appear as cross-referencing aids to locating specific items.

x 4. Reference Specialist: He assigns the documents received by

this facility to the clearinghouse into whose domain it falls. Many

documents that fall quite obviously within a specific clearinghouse's

| domain are sent directly to that clearinghouse without need for this
reference service. This specialist also maintains clearinghouse pub-

N lication collection from each clearinghouse, produces handout materials,
} N and attends to reference queries by correspondence and telephone.
(interviewed)

S

5. Senior Document Analyst and [liree Document qulysts: Within
the respective information domains of the publications, these people
process material for the following publications: Current Index to
Journals in Education (CIJE), which lists standardized information about
articles in such publications; Current Project Information (CPI), which
lists standardized information about educational projects; Manpower
Research, listing standardized information on this subject; Pacesetters
in | Education, giving information about the most significant develop-
ments; Research in Education (RIE), reporting standardized information
extracted from research reports; New Projects, similar listings about
new projects; RIE Cumulative Index, a facilitator to finding a specific
reference within the year.

This group is also involved in processing material for the Quick
Availability Document Service, which is an expedited service for docu-
ments about which information may be requested at shorter notice than
it would normally pecome available from the system. (senior document
analyst and one other interviewed)

6. Senior Systems Analyst and Assistants: This department is
responsible for computer prrnressing, data input systems, photocounposi-
tion, programming, performing trial runs to detect and eliminate faults
in the programming systc., maintenance of programming and reprogramming,
conducting studies on the data content stored in the sytem, designing
and documenting the design of the system, and maintaining a tape library
of the stored data. (senior analyst interviewed)

7. Document Control and Data Processing: The people in this
department are responsible for the routine processing: accessioning,
acquisitions, data reports, data input, keypunching, flexowriting and
paper tape conversion, dispatch/mailing, duplicate checking, logging,
receiving, reproduction/printing liaison, serial control, wrapping.
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Qutputs of the Project

Whether or not the ERIC system was seen as a diffusion project
from its inception, which is doubtful in view of the fact that the con-
cept of diffusion as a (unction within education {s probably newer than
the ERIC system, the present functioning of the system unanubtedly serves
a diffusion function. However, it differs from more specitfic diffusion
efforts in that the information diffused by ERIC covers the entire ceduca-
tional informatiou front, of which any given "customer'" may require any
specific element he desires, and in that the customer usually knows,
but not invariably, what he wants, so that the diffuser does not have
to operate a ''marketing mechanism'" in the usual sense.

The ERIC system has some interesting facets as a diffusion system.
It operates with a tight interrelationship between processes that continue
to generate the outputs to be diffused and those outputs themselves. While the
project is strongly output oriented, the process receives strong .tten-
tion as the means of generating those outputs.

The following list differentiates the outputs shown in the output
map of Figure 4. Central, ongoing outputs of the project are the
thesaurus, (P-09), that lists descriptors actively in use of accessing
data; the source authoritydirectory, (P-10), that lists all corporate author
sources; and the computer-stored data, (P-46), that holds all data fed
into the system fc: future retrieval.

These three ongoing items organize and provide the source of infor-
mation to be diffused. Some principal means of diffusion are the various
publications (P-01 through P-07), the quick availability document service
(P-08), the field reader catalog (P-11), which together,after being pro-
duced by various outside agencies,make up the collection of publications
(P-27). A parallel form of output for the same diffused material uses
microform (P-47) instead of the printed page.

With this general introduction to the main products, the following
are descriptions of these and supporting products, followed by events
and conditions needed to maintain their production. The arbitrary
identification number indicates whether the output is a product (P),
event (E), or condition (C), and includes a sequential numeral irre-
spective of P, E, or C Also, the output 1s indicated in the following
listing as to whether or not it was interviewed around, and whether it
is a focal, component, or facilitating output,

Products.

P-01. Current Index to Journals in Education (CIJE). A monthly pub-
lication for which copy 1s prepared from data processed by this
facility, to be printed and circulated by a separate agency. It
reports on articles published in the wide range of educational
journals within minimum time delay after the original publication.
(focal product)




P-02.

P-03.

P-04.

pP-05.

P-06,

P-07.

P-08.

P-09.

P-11.
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Research in Education (RIE). A monthly publication of reports
on research In educ:tion, prepared to standard format. Copy is
prepared from data processed by this facility, to be printed on
a prescribed schedule by the Government Printing Office. (focal
product, interviewed around)

Current Project Information (CPl). An additional periodical
publication containing details about current projects in educa-
tion, and prepared by standard format from data processed by
this fucility for publication elsewhere. (focal)

Manpowe:. Research. Inventories of manpower available within
rescarch. It is issued on a fiscal-year basis and is prepared
from data processed by this facility. (focal)

Pacesetters in Innovation. A report of innovative programs pub-
lished annually from data processed by this facility. (focal)

RIE Cumulative Index. RIE is a monthly publicatior of consider-
able bulk. To facilitate finding a particular entry within the
year, this index identifies the issues in which entries appear.
(focal)

New Projects. A periodic current listing of new projects in
education. (focal)

Quick Available Document Service (QADS). Standard entries in any of
the above categories take a specified and norma’, minimum amount

of time to enter the system after they have bee. originated in

the field. To make it possible to obtain information from the
system more quickly in special instances, this service enables

such instances to be treated in advance of the strict rotation

of processing designed to maximize the flow of volume information

in the system. (focal)

Maintained Thesaurus. A continuously updated catalog of descrip-
tors used for referencing. This catalog is stored in the computer,
with hierarchical and other data to facilitate referencing between
related descriptor-s. From the thesaurus data bank, camera-ready
copy (P-25) is periodically prepared for publication. (focal,
interviewed around)

Source Authority Direc ory. A list of the corporate authors
(agencies for whom individual authors work, or by whom they are
employed) of documents of various kinds with catalogued codes
used within the system, to enable entries to be retrieved by
source code. (focal, interviewed around)

Field Reader Catalog (FR). A current list of field readers, with data
about thelr specialties, etc. (focal)
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-1,

P-173.

b-14,

pP-15.

P-16.

P-19,

p-21.

pP-22,

p-24.

P-25.

p-26.

p-27.

oy
Loy of Documents In, The inftiation of the cading ol new ont iy
to the system, where documents receive the servial nuubeving by

which they ore identified throughout their movenent through the
process,  (tacilitating product)

Handout Materials. Promotional or informaticnal {tems to provide
users or potentisn, asers of FRIC with guidance about how to seck
intfeemation the nav need, «facilitating)

Form letters. Designed to facilitate answering some 907 of the
correspondence inquiries received. (facilitating)

Responses to Reference Queries. Querie. are received by letter
and by telcphone. Apprcpriate responses are made to the inquire.'s
questious. (facilitating, interviewed around)

Computer Program Documentation. An updated, how~to-use document
for the program. (facilitating, interviewed around)

HMaster Schedule for RIE. A time chart for project operation,
marked off by d.,s. It lists activitiee specifically connected
with the production of RIF (P-02), as activities related to other
outputs take their timing from the progress of this product by.
successive monthlv issues. A former version of this product
attempted to list activities related to all outputs, but it was

“too complex [or easy reading and thus discouraged its adequate

use. (facilitating, interviewed around)

Forms. Designed or redesigned as required. As such forms are

the primary vehicle for carrying data for entry into the computer,
and thus facilitate interface with the computer, they perform an
important function with the result that improved design can
materially expedite and improve quality. (facilitating)

nit Cost Report. A tool used by management for determining
unit cost within each product activity of the project. (facili-
tating, interviewed around)

Ldited Abstracts. Reduced to the form used for storage in the
system. (component product, interviewed around)

Camera-ready Copy of Thesaurus. An up-to-date readout of
thesaurus content made ready ior publication. (component product)

Magnetic Tape of Various Categories of Data. The library of
computer tapes with data of various categories stored for re-
trieval as required. (focal) :

Publications (Printed, Collated, Bound). A collection of outputs
(represented in Outputs P-01 through P-07 and P-11) after the
copy has been processed by the various other agencies involved
and circulated. (focal)




pP-28.

pP-29,

P-30.

P-31.

p-32,

P-33.

P-39.

P-40.

1083

Statistical and Reference Reports. A series of analytical out-
puts with various uses across the project. (facilitating)

Computer Operating Manual. An updated instruction manual for
operating the computer. (fucilitating)

ERIC Operating Manual. aAn updated instruction manual for each
cf the procedures involved in the processes for developii : each
product of the system. (facilitating)

Quarterly Progres: Report. A quarterly summary of ERIC produc-
tion, with particular emphasis on progress. (focilitating)

Expenditure Report. A complet. broa Jown of expenditure.
(facilitating)

Exception Report. Report detailing deviation fiom plan.
(facilitating)

Weekly \ctivity Report. Weekly record cf document flow between
clearinghouses and the facility, and of processing in progress
during the week. (facilitating)

Linotron Content Proof. A master form of readout eproduced by
linotron in form for use as publication copy. (component)

Documents with ED Numbars. The ED number is the ERIC accession
number, sequentially assigned *o documents as they enter for
processing, and by which they are subsequently identified. (com-
ponent)

Resumes with ED Numbers. Corresponding resumes with ED numbers
to identify the document to which they refer. (component)

Descriptor Usage Report. Descriptors are the terms contained

as entries in the thesaurus and used as means of entry to stored
data related to documents for which they have been used as
descriptors. A usage report indicates how many times each
descriptor is used relative to individual documcnts whose data
is stored in the system. (facilitating)

Identifier Usage Report. Ideatifiers serve a function in the
system different from descrlptors: descriptors relate to
subject-matter content, while identifiers enable different items
of identical content (as identified by descriptor designation)

to be distinguished, one from another. This report shows how
many times each identifier in the system is used. (facilitating)

Cumulative Bureau and Report Number Indexes. In the course of
processing, because of the size of the system, each document will
acquire different serial numbers to serve different identification
purposes. These indexes provide ready reference to obtain inter-
relationship between these numbers. (component)
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P-61. Cumulative Cross-references Report.  Cross-relercences are another
useful means of locating documents where the desceriptor may not be
directly sucuvessful. 1his .s a report of cross-reference usage
within the cystem, and can serve a purpose similar to P-38 and
P-39, for their re' nective purposes, one of which is an examination
of the utilitv of acscriptors, identifiers, and cross-references
in use. Some may get a great many uses, indicating justificsation
of their use as points of entry, others may only be used 1,
indicating them s candidates for deletion as probablv re« ant .
(facilitating)

P-4. Acqguisition Data Listing. A listing of data items acquired in
cach rategory. (component)

=44, ERLC Facility Acquisition Report. A report of the acquisition by
the ERIC facility. (component)

P-45, Lexicographic Analysis. An analysis of thesaurus content by the
various categories distinguishing descriptors. (facilitating)

P-46, Computer-stored Data. The total data content of the computer in
all categories. It is ongoing and cumulative. (focal)

P-47. Microform Outputs. An alternative medium to the hard-copy
(printed page) format in which items abstracted in the publica-
tions can be ordered. (focal)

Events. The followiag ongoing pro:esses update the means by which
products get produced.

E-17. System Design Changes. These are made as the need ¢~ advisability .
arises, with attention always to optimizing the overall operation.
(facilitating, interviewed around)

£E-18. Problem Solving. Essentially a procedure for working‘out errors
in processing, usually initiated because¢ a computer run falls to
complete successfully. (facilitating, interviewed around)

Conditions. The following outputs of effort on the project are
regarded as providing conditions to enhance quality product output.

C-20. Quality Control. Various procedures, linking events, ind products
designed to assure continued anc improved quality, both as to
accuracy and to time and cost-effectiveness. (facilitating, inter-
viewed around)

C-23. Staff tlorale. Means whereby staff pride in the output of the
facility is maintained. (facilitating, interviewed around)
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Chapter iLI: Summary of the Data

Much of the work within any part of the LERIC system will be routine
to insure that the information stored is accurate and retrievable. But
retrievability means ditferent things to different people. What makes an
information system readily accepted by the user is not whether the informa-
tion he seeks is "in there," so much as whether he can 'get it out'" in
a4 manner that meets his needs.

So the objective in examining the activities at this facility was
not so much to report on how an information system works in all its
details, as it was to address those activities and subproducts whose
object 1s to make the system serve its users more effectively.

The tables included in this chapter each summarize a category of
data obtained in relation to the various outputs identified for the ERIC
Project. The column labeled "Project Output' identifies the outputs of
the project which are appropriate to that table. (Only those outputs
for which data were obtained are included in a table. Consequently, the
list will vary with each table.) The numbers accompanying each output
(e.g., P-01) are identifiers which are constant throughout this profile,
and can be used in referring to the raw data statements relating to that
output. (These statements appear in the Appendix.)

The categories of data shown in the tables are the standards by
which the satisfactory completion of the output is judged, the tasks
required to generate an output meeting those standards, and the enablers
(knowledges, skills, sensitivities) which facilitate the carrying out
of those tasks. Within each of these categories is found a list of
descriptive labels which are representative of interviewee statements
(raw data). In the process of reducing raw data, narrative incerviewee
statements were first linked to one of the above categories, then class-
ified by means of a number code under the most representative descriptive
label. Each table provides the frequency with which interviewees cited
specific statements (represented by the descriptive labels) of each
category.

1 1f the reader is interested in the narrative statements of the inter-
viewees (raw data), these can be found in the Appendix. To locate the
narrative statement for anhy given category, first note the output and its
identification number in the table. Second, note that each descriptive
label within a given category has a distinct number or code. Turn to the
Appendix and locate the output. Under the output locate the category
leple or heading (standard, task, or enabler) and pinpoint the number

or numbers (depending on frequency cited) of the descriptive label which
appeared in the table. The statement in the Appendix opposite this nr.uber
is the original narrative statement from an interviewee and is only repre-
sented in the table by the descriptive label and its number coding.

S ADD
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| The resulte of the interviewing are summarized In the six tables
| which follow. The first two concern standards by which intervieweces
| assess the outputs of the tasks they perform. Standards are linked
to the outputs to which they relate, which are divided into three cate-
k gories: products, events, and conditions.
)

On this project, the majority of outputs are products of a tangible,
identifiable form, the number of these on the output map and in the
tables is prefixed with a "P." Two events and two conditions were iden-
tified, for which the prefixed "E" and "C" are used. Standards are
divided into two categories: those that relate to the output itself,
and those that relate to process/operations.

Table 2 relates classes of output standards to the outputs listed.
As with all these tabulated results, the precise words (or meaningful
paraphrases thereof) used by interviewees are contained in the appendix.
The category headings used in the tables are common across this and other
projects visited, although only those encuuntered on this project are
given coiumns in the table.

Note that the highest number ot output standards occurs in the
category, lLack o7 Errors/Discrepancies. This reflects the project con-
cern for accuracy. This is confirmed by the fact that the greatest
number of output standards is found relative to C-20, Quality Control.
The other standards relating to quality control are under the category
headings of Goal Arrainment and Lack of Negative Feedback.

In Table 3, which tabulates process standards, there is no
particular concentration by categorv of standards, but there is by the
condition of staff morale (C-23). The categories checked as standards
that reflect staff morale are Personnel are Satisfied, Acceptable Level
of Output, Values and Objectives Match, and Impact of Effort Favor-
able.

Table 4 shows the categorization of all the tasks (136 in number)
described by interviewees. The prevailing categories mentioned reflect
the emphasis on producing the output with secondary emphases on clari-
fying problem addressed and on effecting quality control. It should
again be emphasized that these frequency counts reflect the objectives
of the examination, rather than the overall emphasis of aciivity in the
facility.

Note the weight of response concerning the maintained thesaurus on
clarifying problems addressed (one-third of the tasks within this cate-
gory), which reflects the nature of this activity as one basic to the
whole facility.

Tables 5 through 7 tabulate knowledges, skills, and sensitivities
identified by interviewees as necessary in the performance of tasks
connected with producing the outputs about which they were interviewed.
In the knowledge group (Table 5) the concentration appears in the cate-
gories Technical/Professional Topics, and Use of Equipment/Systems,
reflecting the specialized nature of the work in the facility. The
supporting knowledges confirm this, Project Operation (both general
and specific) and Process Implementation (proj).
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TABLE 3

Process Standards Cited for Each Output Analyzed

Primary Categories of Standdards for Processes
(Category code no. and label for coding set J-2)
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P-22 Unit Cost Report 1 1
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?-24 Edited abstracts N 1 1
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TABLE 5

Enabling ¥nowledges Cited for Each Output Analyzed
g 8 P Yy i
Primary Categories of Enabling Knowledges
(Category code no. and label for coding set S-1)
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The heavy concentration of responses about knowledge tequired related
to system design changes and the master schedule, with a close follow-up
on the major monthly ptoduct, P-02, Research in iduc-tion.

In the skill department (Table 6), also, the areas where most
response was recefved were relative to system design changes and master
schedule for RIE., Skills showed no heavy concentration by category,
indicating that the activities in this facility call for a broad ranpe
of skills,

Sensitivities (Table 7) had a slightly smaller number of responses
than skills, Possibly the significant aspect emerging from the three
tables (5 through 7) on this project is a much higher concentration of
responses in the knowledge group, as compared with skills and sensi-
tivities,

Supporting and Technological Services

Computer terminals and reprographic support services are maintained
within the game building as that housing the ERIC facility itself.

Physical/lnvironmental Setting

1ts location in Bethesda, Maryland, which is in the greater Washington
area, makes this ERIC facility convenient to a variety of central educa-
tional offices, including USOE and Central ERIC.

The emphasis in this project is on work flow, and much of it could
be broadly categorized as falling within a writing or editing class,
although the kind of writing and editing performed within this facility
differs from that encountered in the average publishing housec.

The office arrangement provides each staff member with a private
operating space, but the spaces are connected for easy access to facili-
tate work flow. One example of this is that the lexicographer has two
adjoining desks to facilitate the separation of two sets of tasks to be
performed: those relating to the thesaurus and those relating to the
source authority directory.
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Chapter IV: Supplementary Data

This chapter contains information about staif background, the support
services used in carrying out project tasks, and the classification of
outputs.

Summary of Staff Background

Of the six staff members interviewed, four had master's degrees
and two had bachelor's. For four of them the arca of specialty for
the highest degree was in library science, the other two had one in
English/writing and one in business administration. Minor areas of
specialty among the same six staff members included one in education,
two in psychology, two in English/writing and one in speech.

Regarding other experience, three of the six interviewed listed
an aggregate of nine years experience working in public schonls. Three
listed an aggregate of 15 years working in other educational or research
employment. The total time tiie six people indicated as having worked in
the present organization was 25 years. Among three of the six, there
was an aggregate of over 10 years directing educational R, D, D, or E
projects. '

Three of the interviewees, in their responses, suggested that for
their jobs they needed not less than five years experience in educational
RDD&E administration and management. Other respondents iisted from one
to three years in answer to the same question (but or course they were
referring to different jobs).

Summary of Support Services

The support services listed as used by the six persons interviewed
included: printing, other production services, photography, artwork
and illustration, technical writing, editing, secretarial service (other
than typing), typing, purchase of supplies and equipment, library holdings,
subscriptions to technical and professional journals/periodicals, request
for documents or publications not locally available, computer analysis
services (data processing), computer program writing, audio-visual aids
and services, travel arrangements, and budgetary and other fiscal
accounting.

Under the heading of support equipment, the same six interviewees
listed: desk calculators, remote computer terminal, key-punch machine,
data-card sorter, photographic equipment, readers for microfiche or
microfilm, and typewriters.
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Clausifications of Output Characteristics

Outputs may be categorized in terms of a number of variables. Among
them are (a) Structure (product, event, or condition), (b) Function (policy
setting, management, or production), (¢) Level (focal, component, or
facilitating), (d) Character (knowledge, technology, implementation, or
information), and (e) Stage of completion. These five schema are rep-
resented in Table 8 for each project output identified, with frequencies
summarized for each category.
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TABLY 8

Clavaiftcationa of Output Charactertiatica

Ldabel

Froject_Outpute

Curerent Index to Journals fn Eduration
(C11L)

Renearch In Fducatfan (RI1)
Current Troject Information (FPI)
Manpower Kescarch

Facenctters tn Innovation

RIL Cumulative Index

New Projects

Quick Avallabtlity Document Service
(QADS)

Maintained Thesaurua

Source Authorfty Directory
Fileld Reader Catalog (FR)
Log of Documenta In
Handout Matertals

Form Letters

Responses to Reference Queries (Lettar
and Telephone)

Computer Program Documentation
Syatem Deatgn Changes

Problem Solving

Maater Schedule for RIE
Quality Control

Forma

Unit Coat Report

Staff Moral

Editad Abatracta

Camera-raady Copy of Theasurus

Magnetic tape of various catagoriea
of data

Publications (Printed, collatad, biund)

Cbunctgon | Level
AL B 5 LS I 5 1

X | X

X |X

X | X

X 1Xx

X tXx

X X

X |X

X X

X |x

X |x

X X
X X
X X
X X
X X
X X
X X
X X
X X
X X

X X
X i
X X

X’ X

X X

X Ix

X ix

3

32

Output_Charactertatic®

Tharacter

.LProducts only)
LI S § W 5 )

Completion Stape
]



TABLE 8 CONCLUDKD

Classifications of Output Charocteristics

Qutput Characteristic” e,
Project Outputs Character

Structure Function Level (Products only) ICompletion Stape
No. _ Label p__e ¢ lps m plfy c f2lk e 43 32 f1 2 3 4 5. 6
P~-28 Statistical and Reference Reports X X X X X
P~29 Computer Operating Manual X X X X X
P-30 ERIC Operating Manual X X X X X
P-31 Quarterly Progress Report X X X A X
P-32 Expenditure Report X X X X X
P-33 Exception Report X . X X X X
P~34 Weekly Activity Report ]X X X X X
P-35 Linotron Content Proof X X X X X
P-36 Documents with ED numbers X X X X X
P-37 Resumes with ED numbers X X X X . X
P-38 Descriptor Usage Report X X X X X
P-39 Identifier Usage Report X X X X X *
P-40 Cumulative Bureau and Report Number X X X X X

Indexes

P-41 Cumulative Cross Reference Report X X X ) X X
P-42 ED #/EP ¢ Range for RIE X X X X X
P-43 Acquisition Data Listing X X X X ’ X
P-44 ERIC Facliity Acquisiti~. Report X X X X X
P-45 Lexicographic Analysis X X X . X X
P-46 Computer-stored data X X X X X
P-47 Microform Outputs X X lx X i X
C'assification Frequenciesb 4) 2 2 1 22 246 |15 923 0 15 S5 23 |2 2 0 0 043

® The specific output characteristics are identified as follows:

Structure Function Level Character Completion Stage
p - product ps - policy setting t'l - focal k - knowl: 'ge 1 - completed over one year ago
e - event m - wmanagement ¢ - component t =~ techno.ogy 2 - completed 3 to 12 months ago
¢ - condition p - production t'z ~ facilitating 1, ~ implementation 3 - completed within .ast J mos.
12 - {nformation 4 - currently i{n progress
$ - not yet underway
6 - on going (continuous)

b Data totals in this table may vary slightly from data in tables reported elsewhere. This is a function of decision rules

governing classification of outputs having been revised and applied to these data subsequent to the preparation of the
profile.

PAFulToxt Provided by ERIC
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Chapter V: Dynamics of the Project

Focus of the Project

Considering either the entire ERIC system or this certral facility,
which plays a small but key role within the system, the focus is on
diffusion, i.e., the facilitatjon of transfer of information about
"what's going on'" in education. Much of the information, from whatever
source, qualifies in greater or lesser measure for being considered as
educational RDI‘E. Innovation and change are the common features either
contained in or claimed by most documents that ERIC abstracts and reports,
be they papers, theses, journal articles, propusals, or reports.

ERIC is a center, or a complex of centers, where the tremendous
amount of information over the whole educational field is eollected,
stored, and made available as users want it. It is a very large infor-
mation storage and retrieval system facilitating the desirable end of
enabling people working within the field to keep themselves up to date
with all that is going on relevant to their own activity.

This is a basically simple task whose magnitude proves to be mon-
umental. It is in its own way intimately connected with the changes
that educational RDD&E attempts to effect within the educational system.
Viewed against the magnitude of the educational system itself, the
changes being effected are few. The personnel and resources engaged in
confronting the problems and attempting to solve them are likewise few
when compared against the magnitude of personnel and resources engaged
in the system itself.

But taking ERIC's view of these change efforts--the view that
personnel working within ERIC are exposed to--the efforts are many and
diverse; so much so as to "boggle the mind." The ERIC machine is a
computer that receives a vast amount of information suitably coded so
it can be retrieved in a variety of ways by those who have need of any
specific item or segment of it. As such, the machine can oniy handle
bits of information. To a machine, any set of information bits that is
nonrepetitive of sets previously entered is new. The human users of the
machine must assess to what degree the sense or content of those infor-
mation bits conveys information, concepts, technology, and experience
that is basically new.

To some extent, the document analysts' work within this project
tends to become a human adjunct to the computer: to make sure that the
information entered for storage is in its proper form and accurately
reflects the documents thus entered for storage. This tendency is
analogous to the work of a copy editor who reads manuscripts to see that
the spelling, grammar, and punctuation are correct, while paying either
little or no attention to the content of what is being conveyed.
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Such a skill is not to be deprecated. Hawever, these people are
much more involved than merely fulfilling this function would have
them. Reading all these documents impresses them with the vast scope
and value of the enormous amount of information represcnted in the
material they handle. They probably would not be working in the facility
Lf they did not already possess a deep concern for education. This means
that by reading Lhis vast amount of material in the course of processing
it, as well as performing the function just described of insuring that
computer entries are accurate and meaningful, they become highly knowl-
edgeable about what really is going on, and to some extent 'where the
action is." '

All the publications and documents whose content is entered into
the system are communicators whose purpose is to facilitate various
segments of the population of workers in the field, keeping abreast of
what the rest of the field is doing relevant to their own activity.
With several hundred regular (mostly monthly) periodicals, as well as
the ever-increasing quantity of projects and their reports, ERIC serves
the useful functfon of enabling these workers to pinpoint items of
focal interest to any individual.

Because advance in the ''state of the art" is rapid, time is of
the essence. The mass of literature,and the variety of its potential
contribution to advancement, means that optimum use of work being
achieved on many fronts can be achieved only by diffusing the results
and information published as rapidly as possible. This is why the
emphasis in the facility is on accuracy of data, particularly of
abstracting, and speed of transfer from receipt of the documents to
diffusion of information about them.

Con.ent of the Project

In order to generate cost-effectiveness in this system the project
has applied some methods that have proved to be effective in other
applications and that have previously been tested in a similar informa-
tion system. In this context, cost-effectiveness is closely tied to
efficiency in achieving transfer within a minimum time.

The earliest attempt at time scheduling was to get the various
product outputs on a specified time schedule utilizing a detailed master
schedule that covered operational steps for every periodical publication.
One shortcoming of this schedule was that the staff tended not to refer
to it because of its being too detailed for easy reading.

The biggest single production item on the monthly schedule is
Research in Education. Publishing this monthly document necessitates

an overlapping schedule (see Figure 5), because the complete production
of each issue from receipt of raw documents to production of the printed
copy by the Government Printing Office occupies considerably more than

a month. :

e
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by making a clear presentation of this RIE schedule, all the smaller
products can fall into regular places without having to be specifically
scheduled on a master plan. This provides, then, a framework for pro-
duction and for progressive tightening of the production schedule. Stay-
ing on schedule makes production much easier and more efficient than
eitruzgling to "get out from under.'

The tecam at this facility is concerned with improving the service
rendered by ERI{C in every way possible. Shortening time delays is one
step. Making the information more meaningful and more eacily accessible
are other ways. Another is the initiation of the Quick Availability
Docurent Service so that documents wanted sooner than the regular pub-
lication schedule permits can be obtained more rapidly. A further step
presently envisioned and receiving consideration is the possibility of
making the entries more meaningful in aiding users to make qualitative
judgments about documents as to their significance relative to the specific
purpose in the individual user's mind.

The unit cost report provides a basis for monitoring the effort
put into each unit of output from the facility, thus enabling efficiency
to be closely watched,and inefficient parts of the process to be studied
more closely so that overall efficiency can be improved. This unit cost
report was the result of 20 years of experience elsewhere. 1t was a new
idea in the ERIC setting, however, and as such needed some justification
as being worthwhile: its advantage on an automobile production line is
obvious, but can it be equally useful in a multiple-output information
system? The results have proven that the answer to this question is
affirmative.

A major problem in utilizing the system concists in knowing how to
look for what you want. The word that comes to the user's mind as
describing the subject about which he wishes information may not be the
one used as a descriptor in the system for that subject. Where a docu-
ment covers subject areas represented by several descriptors, each will
be given as reference by which that document mway be identified and
retrieved. But if one of those descriptors uses a word different from
the one that represents the same subject area in the user's mind, here
is an obstacle to retrieval for that user.

The general device that proves useful in overcoming this kind of
problem is cross-referencing, in a variety of forms. Descriptors are
thesaurus entries, having corresponding codes for computer use. For
example, document: ray also use identifiers to distinguish specific
projects or programs by name or origin. Identifiers also provide a
means for accessing data, although they are not entered in the thesaurus.

lescriptors listed in the thisaurus have a statement that serves
the same function as a definition does in a dictionary. These are
called "UF's" which stands for "used for.'" Where a UF entry consists
of a single wor¢ or cynonym for the descriptor this is also useful as
a cross-reference word to aid in finding the descriptor. If the user
looks for the word given as a synonym in the UF space for the correct
descriptor, he will find that word with a reference '"see. . ." identifying
the dc:rcriptor wiiere this subject will be found.

o7
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Another property of descriptors is that they fall into hicerarchices.
There are broader terms and narrower terms. Many descriptors contain two
words (sometimes more). For example, a broad term might be "teaching,"
agalnst which there might be narrower terms, such as '"team teaching,"”
"student teaching,” etc. Agalnst the descriptor "teaching' would be
listed the set of narrower terms (NT) under which some aspects of the
subject might be found. Against "team teaching," for example, would ve
found a broader term (BT), '"teaching.'" Some terms that occupy a middle
position in a hierarchy of terms may have both a BT and some NI's listed.

These are aids to finding other descriptors that may be helpful in
locating the precise form of information a user is seekiny. Anotl.er entry
against a descriptor is a '"'related term'" (RT). This enables the user
to check another term with related but d:.fferent significance that may
not be hierarchically related to the tern against which it is referenced.

MostL everyone working at the facility has acquired over time

some familiarity with the terms in the thesaurus. Having acquired that
familiarity, the kind of help that a beginning person might need in
finding the terms used, as opposed to those he might expect to find, is
no longer necessary. So perhaps the change of a staff member in the
position of lexicographer, not too long before our visit, was fortunate
in sensitizing the lexicographer to the needs of people unfamiliar with
the thesaurus content,

The lexicographer lias had the computer produce a hierarchical
read-out of terms, which is simply a listing of terms in alphabetical
order of those that have no BT entry. Any term that has one or more
NT entries has those entries placed under it, with an indent to indi-
cate its hierarchical order. 1If the NT entries have further NT entries
of their own, these are listed with a further indent, so a complete
hierarchical display of terms is generated. The lexicographer has
found this listing quite helpful for personal use in locating the most
relevant terms and their interrelationships., At the time of our visit
such a display had not been published, but it was being considered as
an additional feature that might be helpful to users.

Another useful form of list, to aid in finding descriptors, includes
every word found in each descriptor alphabetically arranged in the form
illustrated below:

teacher education
master teacher
student teaching
team teaching
teaching method

The words listed alphabetically have their initial letters in a single
vertical column, with the other words of the descriptor placed before
or after exactly as they appear in the descriptor. This is another
locating aid that may be published.
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The Project Director sces two personal attributes of his own as
essential to the success of the project and in some measure thege same
attributes are essential at every level of *he work. These are: (a)

a perfectionist attitude--impatience with sloppv work, and (b) a deter-
mination to keep the generation of mistakes to an absolute economic
minimum, recognizing that achieving such a goal entails nothing but
hard, disciplined work.

Staff who can achieve such an ideal must be creative. dedicated
individuals, who can apply themselves persistently to drudgery! Having
a high degree of enthusiasm, based on a realization that what thev are
doing performs a vital function in the exciting things that are happen-
ing--and even more exciting things that efficient diffusion of this
information can cause to happen in the future--largelv dispels the sense
of drudgery, as such, although the work remains verv much a matter of
routine.

Such is the atmosphere that pervades the project. It includes a
pride in executing well this vital, titanic effort, by staying on
top of the job. This is not to sav that these people 'have it easv."
But keeping on schedule makes the toughest job seem easier than when
it is pursued in an eternal struggle to catch up. This, along with the
off the job social activity that the project encourapes, promotes a
healthy wroking relationship. These people are warm friends, as well
as being hard co-workers.
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Chapter VI: Training lmplications

The work in this project may be divided into twc general headings:
that concerned with handling '"raw'" data--documents, anstracts, lexico-
graphy--and that concerned with handling data in a computer language.

Arong the people whose work was in the latter group, the responses
to questions about training implications were quite orthodox, i.e.,
specific courses in the kind of work they do: statistics, informatiorn
theory, data processing, computer language, systems theory, and so
forth.

Among the people whose work was in the forrer group, much greater
prorinence was given to "having a feel for" the work in one form or
another, and to 'learning on the job.'" A comment that parhaps falls
somewhat between these two categories was that, 'Managem:nt can only
be learned by managing."

At the same time, in response to othir questioning, each member of
this group mentioned other experiences gained previously s helpful on
this job, such as teaching or editorial work. There were a variety of
work experiences mentioned in which the common factor seenis to be
learning about language usage (particularly English) in a practical
work setting.
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Appendix: Listing of Output Standards, Tasks, and Enablers

The following is a list of standards, tasks, and enablers for out-
puts around which interviews were conducted. These statements were
extracted from discussions with interviewees and were coded into their
respective category sets. The selected code precedes the statement
and indicates the following for:

STANDARDS
Code J: Structure of Standards.
J-1 Standards against which outputs are judged. (output
oriented)
J-2 Standards against which processes and/or operacions are judged.

(process oriented)

Code LM: Primary Categories of Standards.

TASKS

Code NO: Clusters of Tasks.

ENABLERS

Code S: Structure of Enablers.
S-1 Knowledge.
S-2 Skill or ability to perform.
5-3 Sensitivity or awareness.

Code UV: Primary Categories of Enablers (knowledges, skills, or
sensitivities).

The codes associated with these three categories (standards, tasks,
enablers) are the same both here in the listing and as pteviously cited
in Chapter III tables.

The words in the following listings are reasonably close to the
words in which interviewees responded. For example, they have been
translated into the present tense where the task may have been related
in the past tense. Also, a specific term of reference may have been
added so that a statement could stand on its own, in the case where
the Interviewee may have connected it to a previous statement.

> 7
P
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{/ ' P-02: Research in Education
STANDARDS:
J L
07 Feel like T did a good job. !
22 Feedback from others, expecially users.
35 Large and growing circulation.
Feel like it is a prestige product.
09 No errors found in final product.
14 Acceptance of product by USOE.
01 Review publications for items worthy of submission.
01 Read the item for abstraction.
04 Write an abstract of the item.
04 Fill in the appropriate resume, includes indexing,
cataloguing, source codes, descriptors, identifiers, etc.
04 Send documents and resumes to ERIC facility weekly.
06 Check the resume against the document to see if all
points are covered.
06 Correct any.errors found in first check.
06 Review for controversial material.
29 Contact contributing clearinghouse to edit out contro-
versial material from abstract.
06 Check for consistency, e.g., different forms of same name,
sunctuation, etc.
04 Forward resume to subcontractor to punch into paper tape.
05 Run paper tape into computer edit run--Line Image Data Set
(LIDS).
06 Edit printout exhaustively for errors.
24 Run one or more (until clean) correction computer
runs on LIDS.
04 Put the batches of runs together in the computer.
04 Puv the information onto Linotron tape.
24 Check Linotron printout (''release audit').
04 Cend the Linotron tape to the Gov't. Printing Office
for printing and distribution.

ENABLERS :

S uv

- "
Q 3 30 Sensitive to terfis ;}at a search person would be looking
under to find such a document.

L
o
£
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2 18 Skill in selecting main ideas--those which are important
to potential users, mainly educators.

1 22 Know what computer will accept, from training and
documentation.

1 08 Knowledge of program input/output documentation.

1 24 Knowledge about how to make connections with a minimum
arount of effort.

1 24 Famf{liar with the ERIC Operating Manual and documentation
of the system.

1 24 Knowledge about source codes--feel for codes, formats, etc.

1 08 Familiar with the thesaurus.

2 11 Patience.

3 33 Sensitivity to quality of work coming from clearinghouse.

P-09: Maintained Thesaurus

r .
! .
!

STANDARDS:

J oM

2 34 Have very nice working relationship with clearinghouse.

2 41 PET (Panel of Educational Technology) rules followed.

TASKS:

NO

05 Terms are entered on DJF (Descriptor Justification Forms).

01 Search existing thesaurus file (a printout which is an
updated version, current as of specific issue of RIE;
this is a master file for ERIC system) to make sure term is
not in there already.

01 Search for neer synonyms for term.

24 Make sure term is not already being processed on application
from another clearinghouse.

06 Work the SN (scope note) over to reduce to the shortest
form (contextual scope of the term).

01 Look at BT (broader terms) and NT (narrower terms) submitted
on DJF In file.

01 Look at RT (related terms) in file.

24 Work with problem that clearinghouses do not have the

same concept of generic structuring, which for us is a
matter of class membership. They look at it from own
subject point of view.




1112

24 Write or call (more often catl) clearinyhouse to clarlly
| problaom.
L 25 Acbitrate unt{l agreement is reached.
) 31 L+ agreement cannot be reached with clearinghouse take it
to central lexicograplier at USOE.
t" 24 Check definition of terms submitted.
01 Check authorities listed, establishing definition aad

usage, including documents already in the system, in which
’ term would have been used {f avallable.

0l 1f necessary, pull the microfiche of an identified document
and read It for usage of term.
05 Approved DJF's are entered in LLDS.
05 Right before RIE Journal is published, edited LIDS are
released into MDS.
24 Check UF entries in printed thesaurus (U'I''s are not in
3 file).
05 Terms entered in LIDS are checked for correct printing by
) computer, preparatory for entry into MDS.
| 04 Use IJF for internal facility changes: addition, deletion,
| change of entries; purge of entry; removal of LIDS.
| 04 Use hierarchical display where BT and NT listings in

thesaurus master file are too restrictive of total view
(iierarchical Display not yet published, but scheduled to
he.)

01 Refer to PET rules for thesaurus preparation, or entering
terms not in thesaurus descriptor list. (Identifier can
include acronyms.)

01 Refer to statistical report for usage of descriptors
and identifiers.

ENABLERS ¢
| 5w
! 1 24 Familiarity with various routines involved.
2 02 Rapport with people at clearinghouses for clarification
of problems.
3 21 Sensitivity to probable permanence or transitoriness of

real terms.

P-10: Source Authority File

STANDARDS:
-~ "
J LM o D
1 09 Nonduplication of entries under different descriptors,

so the same source always has the same numerical code.

o . - N o
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TASKS:

NO

24 Make sure that the source 1is not already entered, with a
different variation of the name.,

24 Constantly survey the directory to discover and eliminate
duplications and redundancies. :

04 List sources that are part of multilevel system by highest
and lowest units.

04 List geographical location of the smallest element used
for catalog.

05 Ask computer for all documents posted against source code
number.

06 Remove source code against each resume involved.

06 Insert corrected source code against each resume involved.

ENABLERS ¢ No information collected under this heading.

P-15: Reference Correspondence

STANDARDS @

J 1M

2 11 About 98% of letters received can be handled with one of
three form letters in use.

1 02 In 15 months, since this service started, from 200 letters
a week to 300 letters a week.

TASKS

NO

04 Generate form letters to cover queriles received.

06 If I get repeated special letters that are similar,

I add to the form letter to cover this new need.

31 Receive about 300 letters a week from three sources:
USOE; ERIC document reproduction service; direct from
people (letter or phone).

01 On getting inquiry, first look at RIE Journal.

>
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31 Some impossible letters, e.g., "Send me everything you
have on individualized instruction." Send them peneral
covering letter with appropriate pamphlet,

0l Do 1 subject search (ERIC has no title listing).

03 ldentify problems created by various {nformatlon mismatches
(e.g., inquiry about report by title of proposal inftiating
projecc, when they may differ).

01 Conslder ways to approach making the needed linkage.

22 Maintain collection of individual clearinghouse materials
in "tins."

22 Maintain a library of reference materials needed by
various staff mcmbers.

30 Rin own dissemination program among staff.

04 Use printout of project directors to help locate title
cinange problems.

31 Refer questions, such as copyright, to appropriate person.

04 Use identifier index to find something vague, e.g., "in
California."

32 Supply people, particularly in other countries, with
information about the ERIC system.

32 Produce pamphlets and include in package.

ENABLERS :

s w

24 Knowledge of what's going on.
1 29 Knowledge of material in demand.

. P-16: Computer Program Documentation

STANDARDS :

J M

1 01 Documentation is as complete as possible.

1 04 Documentation is clear and simple =0 someone else can
understand it.

1 05 Dogumentation will still be understandable a year from now.

TASKS:

N0 v 7

04 Document existing programs according to USOL specifications.
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06 Correct existing documentation as changes are made.

04 Write draft of documentation for uew program according to
USOE specifications.

24 Check, verify, sign documentation by programmers.

24 Check, verify, sign docuwentation after head of data pro-
cessiry does so.

29 Confer with writer on disagreements.

33 Decide on final version of documeatation.

07 Send documentation to personnel affected Ly program, such
as the editors, if necessary.

07 Send a copy of documentation to project monitors in USOE.

ENABLERS :

s w

1 22 Knowledge oif the computer program.

1 16 Knowledge of the USOE format for documentation.

2 31 Able to divorce self from writing to assume position of
someone who hasn't knowledge of the computct program.

3 13 Sensitive to target audience and their ability to understand.

E-17: System Design Changes

STANDARDS:

J 1M

1 30 Comments from staff--not discouraged; no problems, no
cause for more work.,

1 06 Comments from those who get the computer outputs indicate
outputs acceptable.

TASKS:

NO

03 Write a plan for design study and change of computer system.

02 Talk to people to find out what changes would help them.

05 Per form systems analysis study of proposed system changes.

33 Make decision whether or not to go ahead (with system change)

' given the information from the system study.
04 Tncorporate system changes decided upon.

18
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ENABLERS @
s -
1 04 Knowledge about photo composing systems.
1 04 Knowledre .ibout systems lesign and systems analysis.
1 07 Knowledge about functioning of ERIC; of what informat:on
gnes into it,
1 04 Experience in working with systems design and analy=zis.
1 08 Know what you want to do.
1 22 Know about programming AlL.C lancuage.
1 10 Uuderstand the job of the person one is interviewing.
2 46 Able to put people at ease regarding potential changes.
2 14 Writing skill.
2 35 Communication skill.
2 02 Psychology skill (in dealing with people).
3 02 Understand people.
3 22 Sensitive to people's reaction.
3 06 Sensitive to usefulness and simplicity rather than

changes that just look good.

’

F-18: Problem Solving

STANDARDS :

J LM

1 22 I'bhe problem gets solved.

2 05 Publications, especially Research in Education, get out
on time.

24 Operator terminates program run (in face of error).

01 Go to manual and look for the termination number and
its message.

01 look at the documentation for a possitle solution.

01 Gn to the actual code and source listiags for possible
solutiomn.

03 Look at module names.

03 Get "heir address in relation to the module.

03 Locate start of module.

05 Perform systematic IBM debugging work with dumps in
core to try and find possible solution.

L . R A e
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31 Call in project director/systems programmer to help
lJook for a possible solution.
31 Talk to outside people such as outside systems programmer )

or prime contlactor if necessary to solve the problem.

ENABLERS:

s w

1 07 Knowledge of the system (ERIC).

1 22 Knowledge of the operating system (IBM-S).

1 19 Knowledge of IBM's ALC language.

1 22 Knowledge of how to get in and look at the system.

2 17 Able to read dumps.

3 24 Sensitive to type of error and possible consequences.

i P-19: Master Schedules for RIE , 1

STANDARDS :

J M

2 04 Able to meet the schedule on time.

2 04 Journals come out at a desirable time. (monthly)

1 14 The client is satisfied.

1 05 Schedule is readable and usable (and used).

1 22 Schedule does provide unification of the network by
striving toward a common goal.

TASKS:

NO

01 Read through details of the ERIC facility contract with
assistant for contractual obligations.

04 Make a first draft of a schedule for RIE.

29 Sit down with USOE people and make any necessary changes.

04 Write a final schedule.

22 Send the schedule to the artist to have the art work dcne.

22 Send the final copy to the printing facility for reproduction.

07 Distribute copies to staff, USOE, clearinghouses, etc.

G
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* 24 Improve the schedule for weckly instead of monthly ship-
ments from clearinghouses.
0o Modify the schedule to two week printing time by Cov't

Frinting Office from three and one-half weeks.

EL/ABLERS:

s W

1 07 Know the '"givens" in the contract.

1 07 Know what management feels is reasonabtle to expect fiom people.

1 09 Experience in working with schedules on other jobs.

1 09 Know what kind of a schedule works and what kind doesn't.

L 22 Knowledge of information retrieval system.

1 C4 Knowledge of library services.

1l 04 Knowledge of computer services.

2 20 Judgment on how long the steps took based on threc months
operating experience.

2 38 Skill in management,

2 44 Skill in accounting.

2 05 Skill in scheduling.

© C-20: Quality Control !

ST/NDARDS:
J LM
1 30 No letters or calls of complaint from those who read the
published documents, including clearinghouse, authors,
subscribers, USOE.
2 17 Approval of thesaurus by commercial publisher prior to
printing by Gov't. Printing Office.
1 09 No corrections to make in computer editing process.
1 09 No computer detected errors printed out.
1 30 Nc complaints in reference letters. |
1 09 fersonally not satisfied with sloppy work. |
1 12 1% keying error acceptable.
TASKS:
NO
24 Take corrective and prevention action when errors are
found.

<A
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24 Inform staff of any errors to keep them on their toes..

29 Interact with subordinates to solve problems affecting
quality.

24 Look over product for errors and approve.

ENABLERS:

s w

2 20 Capable of making judgments of subjective quality, e.g.,
format, white space.

2 21 Able to see over-all picture of product quality.

3 33 Having a perfectionist mentality--can't take chances on
error.

3 47 Willingness to accept drudgery of detailed work.

P-22: Unit Cost Report 5

STANDARDS :

J 1M

1 01 Every dollar spent is included in the report.

2 17 The report has been accepted for presentation at a national
conference.

1 16 Feel it is one of the better reports in the field.

TASKS :

NO

03 Identify the products.

29 Interact with USOE monitors to modify report content
found necessary.

22 Write down a list of charge numbers (which became the EDJE
Facility Charge Number Guide) for each process in the system.

22 Keep a record of the time for the appropriate number on
time cards.

22 Decide where charge numbers should be allocated (which
products), e.g., director time spread equally across all
staff members' work.

22 Fill cost figures into blank form.

04 Type up final copy.

LT
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send copy to USOL monthly.

05 Perform an indepth analysis of costs.

ENABLERS @

5w

1 04 Knowledge of accounting--how to handle and allocate cosis,
etc.

1 04 Experience in developing unit/cost reports over several
years.

3 03 Sensitive to customers (USOE) need and wants.

' |

C-23: Staff Morale f

l .

STANDARDS: .

J

2 02 Personnel feel it is like home and someplace you like
to work.

2 34 Pecple talk about their jobs, and other things, in a
positive way.

2 26 The behavior of individuals, such as hours they keep,
being consistent with obligations.

2 05 Aczcuracy in work (is a reflection of good staff morale).

TASKS:

xo

25 Deal with people as people and let them have freedom.

22 Give staff responsibility.

25 Hold a once a month birthday luncheon for those who had
birthdays.

31 Hold staff meetings to keep them informed--as needed.

27 Put in a coffee machine.

7 Put in a refrigerator so they can leave lunch or buy

vegetables at the corner stand.

25 Keep personnel in mind and give them a lot of benefits
as long as they precduce.

31 Keep staff informed of what's going on, especially if it

affects them on their job.
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ENABLERS @

1121

Make assignments clear and in writing so as not to leave
open to question.

Write job descriptions so staff know what expectations are
and how they will be judged.

Sensitive to employees rights (a) to be treated fairly,
and (b) to minimize uncertainty for them.

|
|
!
1

| P-24: Edited

Abstracts

STANDARDS :

J

1

=

LM

15

12
15

12
41

TASKS :

32
33
04

Meets Editorial Guidelines (ope-ating manuzl issued

by USOE).

Abstracts are proportionate to content.

Content meets operating manual rules for %nclusion and
exclusion, correct abbreviation forms, ett,

Meets Abstracting Guidelines.

Thesaurus followed in determining descriptors and
assigning weight to terms.

Abstract primarily items for CIJE (Current Index to
Journals in Education) and RIE; secondarily, for Manpower,

Field Reader and any publications currently active.

Receive entries, on appropriate forms, of relevant materials.
Check such entries for compliance with format, use of
descriptors, accuracy.

Redesign forms for handling the data: deletion of unusued
areas, eliminate irrelevant data. (Each publication has

its own form.) Enlarge fields needing more space.

Retyped form; put in mailing to CCM (publishers for CIJE).
Decide whether annotation is necessary: does title tell it?
If title inadequate, prepare annotation: notation of

content In standard format.

274
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24
04
A
05

06

24
01

05

ENABLERS:

ln

uv

10

31
08

1122

Refine statements of clearinghouse content responsibiiit, .
[f too long, edit author's abstract down to not more Lhan

250 words.

Lf no author's abstract, prepare one.
Decide dominant group code, where item covers more tinan
one.  (Other may reference, bhut must be entered uniey

oLly one.)

Update manual, in coordination with USOE, on basis
experience, findiug better ways of doing.
Check entries on appropriate forms from other clearin,

houses.

Check form of terms used that computer scans for.

To make abstract, read table of contents, summary, abstract,
read through for main pcints.
to make sure abstiract is descriptive and informative.
Star descriptors representing major weight ia Liem.

Sensitive to structure and usage of descriptors in

thesaurus.

Sensitive to content of manual

Femiliarity with thesaurus.

[~
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Scan through major aveas,
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Chapter [: Overview

This chapter contains a narrative introduction to the Children's

Television Workshop Project, including the objcctives, rationale, and
significance of the Woikihop and the context in which it operates.

Synopslis of the Project

Title: Children's Television Workshop.
Responsible Institution: Children's Television Workshop Corporation

U.S. Office of Education.
Camegie Corporation.

Ford TFoundation (Education Department).
Public Broad:asting System. '

Funding Source - (eneral:

SN

Funding Scarce - Targeted: 1 Mobil 0il Corporation.

2. Xerox.

3. Neighborhood Youth Corps.
4 Southern New Jersy State

Teachers College.
Funding Duration: April 1, 1968 - (¢cngoing)
Observation Date: February 1971.

Present Stage of Development: Third year of operatiosn for the Work-
shop, second for "Sesame Street."

Focus of Project: Primarily diffusion, but research, development, and
evaluation components arc very strong.

Focal Products: l. Television program '"Sesame Street."
2. Television progran - Reading.
3. "Sesame Street' magazines (Spanish
and English).
4. Reading program magazine.
5. Parent/Teacher Guide to "Sesame Street."
6. Pop-up Books.
7. Sesame Street Newsletter.
8. '"Scope' Newsletter.
9. ETS research publications
10. Educational greeting cards.
11. Paper puppets, calendar, story book,

serialized books, comic strip, beginning
readers¢, record albums, tovs and games,
film strips.

L2vel of Funding and Curation: High. (level 7 o¥ 7 levels)

271
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Ay ey Sett fng- Purivate, nonprof it corporatron affflinted with ',
rublic Broadcasting System and the National
Fducarion Television Corporatton.

Staft Summary.

Current lLast Ay icdpated
surrently, Fiscal Yea: deoc Slve Lear
'rofessional 112 120 48 1o
Clerical support staff 62 67 28 90
Technical support staff 3] 6 7 10
Subcontractor professionals 9 9 © 5 9
Other significant personnel 2 2 0 2
(consultants, advisors,
2te.)
Q .
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Ubjectives, Rationale, and Significance of the Project

The Children's Telev.sion Workshop (CIW) has been an organization
dedicated to providing inn:r-city, disadvantaged preschool children with
opportunities for intellectual growth and the development of learning
skills. Created in March 1968, CIW took the position that the poten-
ialities of the television medium nad not been realized in this regard,
and so they organized to produce television programming which would
teach and entertain the nation's di:advantaged three-, four-, and five-
year olds.

It was felt by the initiators of the proposal on which CTW based
its initial efforts that preschool children of the United States were
virtually forgotten froum the standpoint of systematic attention to their
intellectual growth. The original proposal, entitled '"Television for
Preschool Children,' stated that '"94% of the three-year olds do not
attend any form of schoo..” Of particular concern to CIW personnel was
that portior. of this population which was classified as "inner-city,
disadvantaged." They bel eved that television programming designed to
narrow the gap in academic achievement between disadvantaged and more
advantaged children could be made available to this target group. The
need for narrowing the gap was seen as critical to the future of the
nation in light of demands for more sophisticated ways of thinking in
an increasingly complex age.

CIW is presently extending and expanding the operaiions of its first
two years. It is carrying out two coordinated phases of research and
evaluation, concentrating particularly on gathering data as to the effects
of its programming on the target audience of disadvantaged preschool children.
The three areas of research and evaluation deal with (a) a program of
formative research and curriculum development concerned with improving
"Sesame Street," (b) a national program of summative evaluation conducted
by an independent testing service to determine what has been accomplished,
and (c) a study to determine the feasibility of the prospective televised
reading program. '

The original proposal carried CTW's activities to the present 1970-1971
television -eason, and encompassed a wide range of ground-laying activities
which led to the current operations of *he ''Sesame Street' program. Since
the operations of CTW are so expensive, particularly those relating to
broadcasting, it is necessary for funds to be solicited from several
agencies. It is also considered wise that the funding be distributed
among several governmental and private sponsors so that one segment of
society is not represented disproportionately over others.

Current funding of CTW is to accomplish five primary goals: (a)
continue the broadcasting of the '"Sesame Street" television program;
(b) carry on extensive formative and surmative research a:tivities
relating to the broadcasting; (c) establish an independent corporation;
(d) allow CTW to engage in research, planning, and staffing activities
leading to a second television program of reading instruction for
seven- to ten-year olds; ard (c) continue to pursue the goal of reaching
the target audience of preschool children (especially tte disadvantaged)
through a vigorous program of information dissemination and utilization.
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The research activities of this current fundlIng perfoed deal with
formulating the curriculum for the second season of "Sesame Strect
and for the reading program, developing instruments to determince ii
the objectives of the proiject are being met, preparing research reports
ar.d reviews, conducting formative field research and related activities,
and conduc'.i g sumeative research and evaluation for this second
".esame Strcet'' season.

The signiticance of including CTW in the efforts for which this
profile is a part has many facets. As a project, CTW has been classi-
fied as having a primary focus on diffusing material which has been
shaped by research, development, and evaluation activities. Uniquely,
CIW is the only project identified in the present study which has a
single staff directed toward a common goal and which engages in public
and systematic attention to all four of the foci under investigation,
i.e., research, development, diffusion, and evaluation. (The implica-
tions of this feature are discussed in the section dealing with output
deta in Chapter TII.) The rationale for the diffusion classification
given this proje:t rests on the observation that two of the five primary
goals indicated for the current operation involve "broadcasting' and
"reaching the target audience." While it is obvious that much research,
development, and evaluation work must go on to accomplish this, salience
of the programming rewains a top criterion by which programming and
educational effectiveness is judged. The nroduction of nonbroadcast
materials to extend both the salience and educational aspects of pro-
gramming is in evidence. Finally, a full department devoted primarily
to the distribution of nonbroadcast materials and the establishment of
community operated viewing centers for inner-city children, not other-
wise having access to television, fully justifies a diffusion classi- !
fication for CIW.

It must be understood by the reader, however, that a primary class-
ification of diffusion for CTW by no means minimizes the secondary class-
ifications of research, development, and evaluation. 1In fact, in this
project they may represent critical requisites to achieving a respon-
sible end.

Context in Which CTW Operates

Relationships with other agencies. CTW's relationship with other
agencies is desccsibed by the contextual map (Figure 1). During the
first two years ¢f its existence, CTW was a semiautonomous part of
National Educational Television (NET); but with the funding of its
second proposal it became an independent corporation. However, CTW ic
still affiliated with NET in its programming operations. The Public
Broadcasting Syst:em (PBS) now has taken over the broadcasting operations
of NET, and it is the agency with which CTW deals in actually putting
"Sesame Street' on the Public Television Network. In addition, a great
many commercial television stations are contracted to broadcast “Sesame
Street'" for a fee that varies with the size of the station and its au-
dience.

In its comprehensive and extensive research program, CTW has con-
tracted with a number of agencies to assist in evaluating the effects of
Q
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| "Sesame Strect” on children.  For example, independent cescaceh ergoasls

x zialions were cortracted to find answers to these overall quest.ona:
|
1. Wha' js cthe fwpact o "Sesame Streed"?
2 Lo il setting up of siiall ad Loe viewing gf tups boone oo +
2L wet vhe impact of "Sesame Steced or will enlldren Coourn an
wel' Jnodie vaviconment of their own homes?
3. Lo children n preccioe”’ clessroems benefit from wor~bone

"Se,ane Street" as part of their school curriculumn?

4. Do children froa Spanish -spcaking hiomes benefit fromw "Cosome
Street'? :

5. Can social skills such as cooperation, empathy, and conflict
resolucion be taught via the television medium?

The principal agency assisting CCW in gathering these data is th:
I'ducational Tescting Service. Assisting also are a research group ot
tue Universicy of Califoruia at Los Angeles which is ascuming recyaai.l-
bility for the summative evaluation of the reading program, and Teaching
Research, a Division of the Oregon State System of Higher Educaticn,
which is assisting in determining social and interpersonal curriculum
goals for the 'Sesame Street' program.

Inasmuch as the ''Sesame Street' television program incorporates
considerable live action and animated film segments, CI'W procures :ilim
from a variety of independent film producers. A good deal of technical
work is also cci.tracted out, such as tape dubbi-g. CTW currently rents
a television studio and is presently considering the purchase of one from
Columbia Broadcasting System.

Two advisory groups assist CIW in setting up the curricula for tue
two television programs and in determining if educational objectives are
met. OUne is the Educational Advisory Committee; the other is the
Research Advisory Committee. Both are chaired by CIW's chicf congultant,

Another wotrking member of the organization is CIW's Dive~ntor of
Public Information who is also an executive of Carl Byoir Associates, Inc.,
an advertising agency. This firm makes a practice of actively involving
its representatives in the operations of those organizations, such as
CTW, to whom they have contracted.

Relationships to other efforts of an overall program. In spite
of its apparent success, CIW is concernea about fundiang. On:¢ solurion
to the problem may be found in CIW's proliferation of nombroadcast
activities. The revenue from publishing, production of books, recorcs,
puzzles, games, etc., may provide some relief from the pressing financial
problems of this large enterprise. CTW's operations in foreign countries
are also a possible source of income, although these ventures are viewed
mainly as missionary in nature.

Q ‘ fﬁ% ’
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Time lines. The following is a brief timetable for the second
season of ''Sesame Street'':

Spring 1970:

1. Staff and advisors review of first season.
2. Seminars on new instructional goals (to continue into summer as
necessary).

Summner 1970:

1. Organization of utilization activities for fall season and
training workshop for utilization staff.,

2, Staff meeting with selected advisors to set new instructional
goals for second season.

3. Development of formative research plan to accompany above.

4. Production and evaluation of pilov sequences ir new curricular
areas.

5. Evaluation of first season summative research, and development
of summative evaluation strategy for second season.

Fall 1970 - Spring 1971:
1. Production and broadcast.

The research activity time line for the 1970-1971 broadcast season
is given in Figure 2. These activities tie in directly with decisions
concerning the curriculum of the two television programs. Certain of
these activities are ongoing, such as the preparing of reports and
conducting summative research and evaluation for "Sesame Street." It
should be noted also that the research department is involved with the
production department in continually assessing broadcast effectiveness.

Physical/environmental setting. At the time of the interviewing,
CTW conducted its operations in five buildings (four of which were
in close proximity). In general, the facilities seem to be quite ade-
quate, but there is nothing about the working spaces and offices to suggest
luxury. Most of the high level staff are situated in offices on two floors
of an office building in Manhattan. The color of the office space is
primarily white, but the brightly colored furniture and colorful posters
offer a pleasant contrast. There are some crowded conditions on these
floora, and a ~umber of persons—--managers as vell as secretaries--have
their desks in areas which were not originally designated as offices.
Working space in other buildings appears to be adequate but not ideal.
The redeeming feature of the physical setting in the building which houses
most of the managers of the Workshop is that the managers are very close to
one another and communication is quite easy.

One of the advantages of being located in a large urban area is the
availability of the many resources needed to carry on a complex enterprise
such as CTW. Human resources and technological resources are quite acces-
sible; and so, in spite of the usual problems of obtaining satisfactory
services and materials, CTW personnel are '"privileged" to be working in
downtown Manhattan. In summary, the setting of CTW is what one might expect
of any project situation in the heart of the nation's largest city.

L Ty




Spring Summe r Fall Winter Spring Summe r
Activities 1970 1970 1970 1971 1971 1971

I. Curriculum
A. Sesame Street, first session (851)

l. Catalog, describe and review mmH curriculum
for SS, implications. X

B. Sesame Street, second session Ammmv
1. Conduct curriculum seminars for 58,5, X

2. Operationally define the instructional goals

for SS;. X
3. Prepare Writers' Manual in new and revised
55, goal areas, incorporating implications m\;
< of earlier research. X X X "
- -

4. Review scripts and sketches for new SS7
production materials, incorporating impli-
cations of earlier rescarch. X X X
C. Reading Show pre-proposal activities
1. Conduct reading seminars. X

?. Identify potentisl reading goals. X X bet

3. Develop and field test potential curriculum
elements for Reading Show. X X

II. instructional Development
A. Develop preliminary instruments for new and

revised SS9 goals. X

FIG. 2. Research activity time line for 1970-1971 broadcast season.
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Spring Summer Fall Winter Spring Summer
Activities 1570 1970 1970 1971 1971 1971
1. Test for present performance range of
target childrer in new and revised SS; goal
areas, using preliminary versions of SSo
tests. . X X
2. Conduct appeal-related field research in
preparation for SS,. X X X
3. Conduct achievement-related field research
for SS,. X X X X
4. Review existing data and test for perfor-
mance range of target children in prospective
Reading Show goal areas. X
5. Conduct appeal-related field research on
target children for the Reading Show. X X
6. Conduct achievement-related field research mﬂ
for the Reading Show. X X e
B. Progress testing during SSy broadcast period
1. Plan and contract for SSy progress testing. X X
2. Execute, interpret, and report results of
5SSy progress testing, with implications for
production. X X X
C. Pre-proposal research for Reading Show . X X X
D. Conduct any necessary supplementary analyses of
5SSy, summative data, anc prepare related reports. X X
FIG. 2. cont.
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Chapter I1: Parameters of the Project

This chapter discusses the staffing patterns of CTW, provides de- 4
scriptions of the outputs analyzed, and presents a map of all outputs
identified.

Project Structure

Staff structure. A representation of the organizational structure
of CIW is presented in Figure 3. This figure indicates that the Board
of Directors of the Corporation, which include< the President, deter-
mines the policies and directions of CTW. ‘the Zntorpretation of these
decisions is made by the President to the vice presidents and other
managers. 1In the case of CIW, the President and the Chairman of the
Board of Directors are in continual communication. Importantly, the
President and such persons a the Director of Development, the Vice
President in charge of Finance and Administration, and the Executive
Producer are also frequently in touch with one another. Although CIW
is housed in five buildings, these key managers have offices within a
relatively small area of the same floor of the principal building.

There are three divisions of CIW: the Broadcast Group, the Special
Projects Group, and the Non-Broadcast Material Group. Interestingly :
enough, the Broadcast Group includes not only television production but
also utilization of research and evaluation. Such a structure reflects
the importance and dependence which is placed upon the Research Depart-
ment and the Utilization Department by the people who produce the
television programs.

A number of special projects have grown out of the initial experi-
ment in television for preschool children. Some of these significant
developments in CIW's history have to do with the distribution of
television programs outside the country, the creation of new television
programs to be accomplished in other languages, a cable television
facility, and a cassette-film project. All of these projects are
directed by a person with a wealth of experience in commerc1al tele-
vision and related activities.

At the time of the interviewing, a vice president in charge of
nonbroadcast materials had not been named. Not too long beforehand,
however, a manager was brought in to direct the publishing activities
of the Workshop. CTW's policy is to negotiate with producers of books,
records, toys, and other commercial products on the basis of the under-
standing that these materials will be priced so that the children who can
most benefit from them will be able to have them. Such contracts are
entered into with the primary goal of educating children and the secondary
goal of enhancing the Corporation's financial position.

Project roster. During the week in which the interview team was
in New York a total of 18 persons were interveiwed. These included
nearly all key managers and those who were determined as holding key
positions.

79
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Board of Directors

fhairman
L
—FPresident
Director of Development, Vice Priasident
Corporate Group Vice President, Finance and Adair{strstion legsl business
inance
ﬁl<»nc President, Corporate Affair Public Information
(tba)e Station Relations oinietrstive
Corporate Relstionships Services
perations
~ _ _ 4
V - _-|- RS |
‘
| Broadcast Croup Special Projects Group Non-Broadcast
_ Vice President Materials Group
_— V.P. - (tba)e
Pesearch and Evaluation }-—{ Domestic Ssles
Books
~ Tll Foreign Ssles .
= — Utilization — Records o
- Vice President -
- : ¢
[ g
|._| Foreign Version Toys L
Sesame Street F.& .
Progra® Productfon .
] Vice Prestdeat ‘
Audio-Vis .
E Cable TV
u *
Sesace Street Division ° Reading Show Division Cssatts Project .
T . I : - ,
oot I | 1 1 L. . |
T
” Live aActton Writing Studio Anizated Writing snd Studio
j Fil=ing and Production Fila Casting Production
| Castiag and Coor- and Coor A
dination dination 4

*(tba) - to be announced.

FIG. 3. Project organizational structure.
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) A roster of the staff positions involved in the various operations
of CTW can be found in Table 1. T[hose positions interviewed are noted
with an asterisk.

Outputs Generated

The outputs generated by CTW are varied and range from tangible
products to those management outcomes which facilitate or make possible
the quality production and utilization of those products. The interview
team identified 205 management outcomes and tangible products during
this site visit. This was seen as a somewhal representative sample
of possible thousands that can be identified. For interview purposes,
cnphasis was on obtaining data on management outcomes, thus the out-
puts for which annotations are available at this time are largely
management outcomes, i.e., descriptions are provided for 13 tangible
products and 46 management outcomes.

A complete listing of 117 tangible products and 88 management
outcomes identified is provided in Appendices A and B. Brief descrip-
tions of those which were the subject of interviews are provided below.
Tangible products are described first, with ranagement ocutcomes following.
The code number shown is an arbitrary number composed of two parts: (3)

a letter which permits easy identification of the output as a tangible
product (P) or a management outcome (M); (b) a sequence number for all
outputs irrespective of P or M. The numerical designation of the outputs
appears in various tables and charts permitting one to examine a descrip-
tion and match the data from other tables to it.

Tangible products generated.

P-005 Assembled Scripts for the Reading Program. A series of Scripts
written by the head writer, his assistants, and regular contri-
butors scattered over the country. The elements of an assembled
script include live action pieces, bits, segments, and inserts,
with the major writing task for each providing the '"glue'
which pulls together any previously produccd insert, segment,
etc., which may be specified for a particular show.

P-011 Curriculum for Reading Program. A curriculum setting forth
‘the purposes, objectives, and content for a series of shows
designed to continue an educational contribution to the es-
tablished "Sesame Stieet' viewer. Consultants from the read-
ing field worked with the CTW staff in establishing the cur-
riculum and, at the time of this observation, the curriculum
was being critically reviewed and pilot test data was being
examined for appropriateness to the target group (inner-city
children roughly 7 to 11 years of age).

P-031 Live Action Films for '"Sesame Street' Shows. Produced by inde-
pendent film producers. CTW maintains close monitoring of film
produced to {nsure that each piece meets the rigors of research ‘
documentation. The successtful molding of research and produc- o
tion In this regard, long consldered by the industry as a goal
unlikely to be achleved in any real sense, ls seen, to ClW's

E i?:‘ satisfaction, as having met Workshop standards.

o3 o
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Project Roster ot staft by Job Title

o — ——— s ey

Oifice of President Legal/Business Affairs
*President Attorney
Administrative Assistant Secretary (2 positions)

Consultant to Corporation (2 positions)
Financc and Administration

*Director of Development and
Secretary to the Corporation *Director of Finance and
Administration
Secretary (2 positions)

Secretary
Special Projects
Finance
*Vice President and Assistant to
the President Assistant Director of Finance

Administrative Assistant Secretary/Statistical Typist
Manager of International Distribution ‘lanager--General Accounting
Director of Special Projects Senior Financial Analyst
Secretary Junior Finaacial Analyst

General Ledger Supervisor
don-Broadcast Division

Manager of Financial Planning
Editor-in-ciiief

Supervisor of Accounts Payable and
*Administrative Manager Payroll

Secretary Senior Accounting Clerk

Accounting Clerk
Sesame Street Magazine

Clerk/Typist--Accounts Payable
Editor

Business Manager--Utilization
Assistant Editor
Clerk/Typist
Clerk/Typist
(continue next page)
(continue next column)

* Interviewed for this case profile
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TABLE 1

Project Roster of Staff by Job Title (Cont.)

Administrative Services Writing and Casting
Manager of Personnel Producer
Assist. .1t Director of Administration Writer (5 positionms)
Assistant Personnel Manager Film Researcher
Telephone Uperator/Receptionist Secretary

Telephone Uperator/Clerk/Typist
Writers' Workshop

Mail Room Supervisor
Writer (8 positions)
Mait Room Clerk (2 positions)

Mail Room Clerk, part time, (2 positions) Live Action Film
*Producer

Kxecutive Producer 1
Associate Producer

*Executive Producer

*Associate Producer Production Development (Reading)
Film Consultant/Producer *Producer

Producer Assistant to Producer

Writer Administrative Assistant
Secretary Production Assistant

Associate Prodacer (2 positions)
Studio Production and Coordination

Secretary
*Producer J
Clevk Typist/Raceptionist (2) |
Secretary/Script Typist

Associate Producer (2 positions) Special Projects

Assistant to Producer (2 positions) Coordinator, Youth Services
Script Typist (2 positions)

Clerk, Studio

(continue next column) (continuc next page)
O
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_lroject Roster ol Statt by Job Linle (tonte)

Uperations National Utilization

*Director of Uperations

Operations Assistant (2 positions)
Film Editor (2 positions)
Assistant Film Editor

Film Expeditor

Video Tape Librarian

*Director of Utilization

Deputy Director of Utilization
Resources Coordinator

Surveys and Evaluations Coordinator
Field Services Coordinator

Executive Secretary to the Director

of Utilization

Research and Evaluation Secretary to Deputy Director of

Utilization

*Directur of Research and Evaluation
Training Coordinator
*Assistant Director~-Sesame Street
*Sesame Street Magazine Distribution
*Assistant Director--Reading
Clerk/Typist
Field Coordinator
Receptionist/Typist
*Senior Curriculum Specialist

Curriculum Specialist Model Viewing Center

Researcher (2 positions) Project Developer

Researcher, part time (2 positions) Bi-Lingual Program (Vineland Public
Schiool System)
Secretary (3 positions)
Latin Affairs Coordinatcr
Public Information an¢ Project Utilization

Spanish Editor
*Director of Information and Utilization

Administrative Assistant
Assistant Director '

Coordinator for Correspondence
Editorial Supervisor

Secretary (2 positions)
Clerk/Typist

(continue next column) (continue next page)
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TABLE 1

Project Roster of Staff by Job Title (Concluded)

Coordinators--Utilization Cities Coordinators and Secretaries in:
Coordinators (13 positions) New York-Newark,
Assistant Coordinator (5 positions) Philadelphia,
Area Supervisor (2 positions) Los Angeles,
Field Supervisor Washington, n.C.,
Junior Field Supervisor Baltimore,
Secretaries Detroit, e
Clerk/Typist Boston,
Oakland,
Jackson,

New Orleans,
Chicago,

Dallas-Fort Worth

Assistant Coordinators in:

Philadelphia,

Los Angeles,
Washington, D,C.,
Baltimore,

Detroit

L orabi




P-045

P-048

P~119

P-124

P-125

P-177

P-178
P-179

P-183

Writers' Notebook. A collection of ideas, situations, and

observations which are designed to be of use to writers in
producing scripts. The primary source of material is the
research data generated through observations made of children
in given situations. Research based items are calculated to
provide writers with a sense of the '"real world" perceptions
of young children as observed in natural or contrived settings.
Other ideas may be entered by any staff member having an idea
judged to be worthy.

Sound Tracks for Films and Animated Segments. That portion of
the production effort which provides for the logical and artis=-
tic matching of sound and effects to the visual materials.
Attention is also directed to the ages and types of persons

to be used for appropriate voice recording.

Formative Goal Area Tests. A series of tests or measures taken
from young children specific to a content area. The results

of these tests or measures provide data to be used to identify
and improve weaknesses in a pilot program. Included in this
category are those "testing' situations designed to provide
observational data describing typical child behavior in a

goal area.

Promotional Film for Reading Program. A film produced to
announce and promote the new reading program to be broadcast
in the next season. The film sets out the features of the
new program and consists of clips from various production
outputs.

Progress Reports to USOE (every 3 months). A document produced
by the Director of Development, at regular intervals, which
marks che status of developmental efforts. In addition to sub-
mission to the primary sponsor calling for the reports, distri-
bution is also made to other sponsors of CIW.

Magazine Articles. Articles that are published in "popular"
magazines regarding CTW and its operations. When such arti-
cles have as their source testimony or interview data from
CTW personnel, the activities of M-174 prevail,

Newspaper Articles. Same purposes and activities as with I-177.

News Releases. Same purposes and activities as wizh M-174,

Field Research Data (Collected). Data generated by the research
department which plays a key role in specifying subject mat-

ter approach, techniques to be employed, functional operating
levels to be used in programming, etc. Field data is gener-
ally collected through systematic observation of children in
live field settings. Where appropriate, starndardized tests

are used in addition to specialized observational sets

generated by research personnel for specific goal areas.
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"Sesame Street' Television Programs. A primary focal output
of CIW. Finished, ready-for-broadcast shows are the result
of a complex, coordinated set of activities which link produ-
cers, researchers, and broadcasters together in achieving
programs of mutually agreed upon levels of excellence. Close
monitoring of work schedules and production tasks, and cri-
tiques of each program by research as well as production per-
sonnel, result in programming which meets the standards set
forth by CTW.

Management outcomes generated.

M-038

M-047

M~-049

M-060
M~-094
M-108

Budget for CTW Operations. An annual projected budget pre-
pared vy the finance officer based on prévious years' budgets
and projections prepared by each Workshop department. As
projections and levels of funding are aligned, major efforts
are extended to keep costs near the projections. The finance
officer maintains full awareness of operational problems.

Screening Critique of ''Sesame Street.' Critical reviews of

each show prior to broadcast. In assessing the look and
feel of the show, critiquers look for adherence to script,
use of specified segments, technical errors, etc. Appro-
priate revisions are made as noted.

Writers' Assignment Sheets. A record of writing assignments
for each individual program. An associate producer consults
with the research department to determine which segments,
bits, or inserts are relevant to given curricular areas.
Upon assigning writers, the educational goals are explained
and existing materials specified for use listed. Follow-up
of written materials occurs to insure that all inclusions
have been made.

Distribution System for Sesame Street Magazine. A system in-

volving a network of distribution centers in major cities
and an extensive mailing list. The system accommodates a
controlled, broad distribution of free issues to children
in families not able to pay subscription rates.

Dissemination of Research Information. The transmission of

research findings to interested or related audiences inside
and outside CIW. The Research Director prepares and delivers
reports and speeches to outside sponsors, educational, and
political groups, etc. He further critiques materials pre-
pared by other staff and works to facilitate an interface
between researchers and producers.

Utilization 3taff Welfare. A condition of staff that results

in staff reflecting :1igh morale and a sense of cccperation.
Imphasis is on listening to staff and keeping all concerned
informed about problems that arise. An indication of satis-
factory achievement of staff welfare {s scen in a relatively
small attritfon rate.
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M-131

M-146
M-147

M-148

M-149

M-150

M-151
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Speeches to Outside Groups on CtW's Operations. With the broad
awarenuss of 'Sesame Street,' ' o greal many requests for svecches
are made Lo the Workshop and in particular to its President.
CIW makes an effort within the constraints ot budget to keep

a wide variety of audiences informed about its objectives

and methods.

Management of Production Personnel. For some indication of the
complexities involved in managing the personnel of the Produc-
tion Department, see the tasks listed for this product in
Appendix D.

Relationships with Public/Commercial Television Netwcrks. The
"Sesame Street" program has historically been broadcast by
public and educational networks. Commercial stations have
sought the program and, upon agreement regarding no advertising
during the show, CTW is authorizing commercial stations use

of the program. A primary objective of this expanded distri-
bution is to achieve broadcast reception in inner-city and
other areas not otherwise covered by public or educational
television. Such operations require considerable attention

to establishing and maintaining effective working relation-
ships with networks and their independent stations.

Formulation of Policy for CIW. A set of guiding principles
establiskzd by a Board of Directors. The Chairman of the
Board of Directors and the President of CIW in particular hold
leadership influence on the policymaking activities.

Solicitation of Funds for CTW. The procurement of operating
funds, an onmoine activity closely associaved with the budget
projecting activities. As the policymaking group identifies

and establishes priorities for CIW activities, the need for

the financial base to support any expanded or broadened effort
becomes apparent. Sponsors are sought and identified to provide
assistance in a variety of specialized or general ways.

Implementation of Flexible Budgeting. The initiation of a
system by which major budget changes may be made during an
operational year so as to meet any newly identified priority
of needs. To facilitate responsible action in this regard,
reports for every department are prepared on a regular

basis outlining expenditures, current status, and the new
projections in light of those things.

Monitored Operations for Consistency of Philosophy. The
insuring that CIW efforts continue to reflect a commonality of
goal and objective. Carried on primarily by the President and
other top management persons, these activities have become in-
creasingly important and complex as the Workshop expands in
size, scope of effort, and number of significant product
outputs.
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M-153

M-154

M-155

M-156

M-158

M-160

M-161
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Overseeing of Production Activities for CTW. The effecting

of efficiency and quality in production efforts. The Execu-
tive Producer places primary emphasis on finding production
personnel in whom he has the greatest confidence, thus reduc-
ing direct supervision requirements to one of "trouble shoot-
ing when the occasion demands." Occasionally he makes adjust-
ments in producer and writer assignments to maintain the level
of operation he is seeking.

Adequate Staffing for Studio Production. The procurement of
studio production people capable of high quality production.
While salaries offered are not at the level found in commer-
cial television, there is generally an absence of dysfunctional
friction among staff members and the staff is generally con-
sidered one of the best in the business.

Procurement of Funds for Cable Television Operations. The
procurement of funds in support of cable TV distribution

of CTW shows. This activity involves establishing and main-
taining contacts and coventures with other businesses and
corporations, as well as negotiating contracts for cable
operations.

Determination of Feasibility of Cable Television Operation.
The establishment of ways in which cable television might
best serve the goals of the Workshop. Considerations include
CTW's policies and objectives, cost factors, etc. This acti-
vity correlates with M-154 and results in information regard-
ing costs and advantages upon which judgment can be made.

Procurement of Staff for Cable Television Operations. The

procurement of essential staff required to conduct the busi-
ness of cable TV operations. This outcome is a result of
activities similar to M-154 (above), but one in which advan-
tage is taken of the expertise of corporations cooperating
in the effort.

Determination of Feasibility of International Television Opera-

tions. The effecting of a feasible system for foreign broad-
casting of "Sesame Street.' Negotiations are being conducted
in South America, Europe, and Asia.

Maintained Atmosphere in Which People Feel Effective. The
effecting of a condition in which personnel feel they are
carrying on quality work and have an influence on the areas
of activity in which they work. Sucess in this effort,
coupled with the feeling that CIW is doing something worth-
while, may be seen as a high morale factor among staff.

Expansion of Distribution of CTW Products. The expansion of
the impact of CTW products. This includes the nurturing of
relationships with appropriate organizations and negotiating
with respect to such items as a film-cassette capability,
foreign film distribution, a production studio in Mexico City
(for Spanish language programming), and foreign broadcasting.

Ly
<=2
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M-164

M-165

M-166

M-167

M-168

M-169

M-170
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Expansion of Availability of CTW Products. The enhancing of
the availability of CTW products. This activity is closely
associated with M-161, but includes exploration of additional
marketable ideas which would create new products adhering to
the policies set forth for nonbroadcast materials (see M-189).

Procurement of Funds for Film-cassette Capability. The pro-
curement of funds which will enable the production of film-
cassettes of CTW shows. This activity is concomitant with
M-154, and at the management level involved is not discrimi-
nated from it in terms of tasks.

Determination of Feasibility of Film-cassette Capability.

The determining of the feasibility of CTW production efforts
including a film-cassette distribution technique. This act-
ivity correlates with M-163, and results in information re-
garding costs and advantages upon which judgments can be made.

Procurement of Staff for Film-cassette Capability. The pro-
curement of the necessary staff to carry out the production
of film-cassettes of CTW shows. An outgrowth of M-163 and
M-164, the activities include those of M-156.

Procurement of Funds for Foreign Film Distribution. The pro-
curement ~f funds in support of transportation costs involved
with overseas shipment and distribution. Included in this
activity are considerations paralleling those of M-154.

Determination of Feasibility of Foreign Film Distribution.

The determining of the advantages and disadvantages of for-
elgn marketing of CIW shows. This activity correlates with
M-166 and results in information upon which judgments can
be made.

Procurement of Staff for Foreign Film Distribution. The pro-
curement of the necessary staff required to carry out the
tasks involved with the distribution of CTW shows to foreign
markets. An outgrowth of M-166 and M-167, the activities
include those of M-156.

‘Procurement of Funds for New Studio in Mexico City. The pro-

curement of funds to finance the obtaining and maintenance

of a production studio in Mexico City. This outcome is ex-
pected to facilitate the developmernt and broadcast of Spanish
language programs. Included in this activity are considera-
tione paralleling those of M-154,

Determination of Feasibility of New Studio in Mexico City.
The determining of the feasibility of operating a production
studio in Mexico City to enhance the production of Spanish
language programming. This activity correlates with M-169
and results in information on which judgments can be made.




M-171 Procurement of Staff for New Studio in Mexico €ity. The pro-

curement of the necessary production staff to carry on pro-
duction activities related to Spanish language programming.
An outgrowth of M-169 and M-170, the activities include those
of M-156.

P
L
? M-172 Organizational Management Structure. The effecting of a dy-
t/ namic management structure capable of adapting to changing

operational functions over time. Initially, efforts were

aimed at building a rapport between the 'business" people and

the "creative' people of CTW (that is, between those who are
t engaged in the artistic pursuits and those who are not). It

has meant periodically reviewing the goals and directions of
} CTW, and recommending and implementing new functional organ-
} . izational structures as project functions change and cycle.

M~173 Planning for Future CTW Development. The keeping in perspec-
tive of the emerging directions of CIW efforts and systematically
p examining needs and priorities in programming for young children.
Such activities allow for careful analysis of the capabilities
b required to effect further development and an initiation of

a search for these resources.

M-174 Information Dissemination. The release of information to the
public regarding CIW. A Director of Public Information coord-
inates this activity, assures critical review of the information
to be released by the appropriate management levels, and works
to establish appropriate levels of Workshop visibility in all
instances of rublic presentation.

M-175 Text for Congressional Testimony. A document prepared by the
Director of Public Information which sets forth the nature
of CTW, its goals and philosorhies, modes of operation, etc.
Such a document is designed %o concretely inform legislators
about an operation having a visible influence over the nation's
preschool population and the parents involved.

M-176 Speech Texts. Documents containing the texts of speeches
delivered to various audiences around the country. The pur-
pose of such documentation is to permit review and critique
by management staff and to provide a permanent record of the
information disseminated. As with any information dissemination
(M-174) activity, the Director of Public Information coordinates
production, review, and presentation of the texts, frequently
performing all three functions himself. g

¢

M-180 Intra- Interagency Relationships. A condition sought which
keeps CTW operations and particularly the research role in
perspective with other agencies. Along with other staff
members, the Director of Research concerns himself with such
matters as the relationship of CIW to educational television,
the relationship of CTW to the field of childhood education,
the role of the Research Department in providing information ‘
(publicity) to the news media, and the optimal working relations |
which can be achieved with the Production Department.




M-181 Provided and Maintained Adequate Research Staff. The procure-
| ment and maintenance of a research staff capable of adaptiayg
to the chnaging functions of the research effort. Attention
is given to the selection of people who carry with them a serse
) of balance between hard empirical research and the realijt iey
of real contexts. Evidence of adaptability is judged on the
basis of quickness of learning and overall range of skills.

M-182 Relationships with Cities and Communities. The effecting of
relationships within communities that elicit mobilizing-re-
sponses of citizens toward conducting programs which maximize
the viewing and impact of CTW programming. These activities
include preparation of trained coordinators to provide leader-
ship within the communities, the preparation and conduct of
information and training programs for lay persons, the gen-
eration of resources of viewing centers, TV sets, etc.

M-184 Training of Producticn Staff. The broadening of the skills
of staff. Personnel are hired on the basis of expertise in
given areas but, as a matter of policy, work is assigned peri-
odically in other areas to provide personnel with a breadth
of knowledge and understanding of total operations.

M-185 Storage and Handling System for Films and Video Tapes. A
system of indexing and annotating produced inserts, segments,
and bits in a manner that permits identification and efficient
retrieval by writers and production personnel. Repeated use
of such units require their storage under controlled temperature
and humidity conditions to maintain the quality of picture pro-
duced by those units.’

M~186 Procurement of Technical Equipment and Facilities. The procure-
ment of equipment and facilities at the lowest possible cost.
The public service character of CIW activities helps in obtaining
expensive production hardware at a cost which might otherwise
inhibit productivity.

M-187 Staffing of Production Development Department. The procurement
of staff personnel who are adaptive, creative, and who demon-
strate the ability to become intensely interested in the things
that interest children. Care is taken in interviews to note
whether the candidate generates any excitement about the use
of commercial television techniques and advertising to convey
educational messages to children.

M-188 Staffing of Production Department. Jhe procurement of produc-
tion crews, exclusive of studio personnel. Additionally, there
is participation in the selection of cast members for the shows. |

M-189 Plan for Non-Broadcast Program. The coordination and con-
trol of the commercial production and distribution of CTW
related products, and the monitoring of adherence to Workshop
specifications for them. CTW has formulated and maintained
a policy in associating itself with commercial organizations:
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the price a child or his parent must pay to obtain a toy,
game, record, or book cannot be beyond the ordinary reach
| of a relatively poor family. Accordingly, some of the
; earlier alliances with publishers have been severed because 1
) the prices charged by the retailers of the items were too
high for ghetto children. Other criteria are used too,
t" including the safety of the product, whether it is well
designed, and most importantly whether it carries a learn-
ing message.

> Output map. A graphic representation of the pfoducts identified

by the interviewing team is presented in Figures 4 - 10. Because of
‘ the number of products identified, a series of several figures is
necessary to represent this output. Collectively, then, these seven
figures comprise an output map of CTW's tangible products and manage-
ment functions.

It must be clearly understood by the reader that the vast amount
of information present on the CTIW site could only be sampled in the
time the interview team was present. These interrelationships do not
therefore claim to represent all that was then taking place at CTW.
Each figure is a composite of any number of the departments at CTW.

The outputs could and have been separated by department, but displaying
this in the output map would deny the opportunity to illustrate inter-
relationships of outputs,

Refer to Appendices A and B for the names of the outputs correspond-
ing to the arbitrary identification numbers given in the output map.
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Chapter III: Summary of the Data

Data were gathered around the selected outputs described in Chapter
I1. The interviews sought to elicit for each output to be analyzed the
standards by which one judges the satisfactory completion of the output,
the tasks required to generate an output meeting those standards, and
the enablers (knowledges, skills, sensitivities) which facilitate the
carrying out of those tasks. Presented first is a summary discussion
of each of the major category sets of data, i.e., standards, tasks, and
enablers, followad by a series of tables (tables 2-7) which presents
the frequencies with which various categories of statemernts were made
within each set. In addition, the raw data from which the category fre-
quencies were derived may be found in Appendices C and D.

Standards Held fcr CTW Outputs

The statements elicited from interviewees are somewhat varied,
but major themes emerge as these statements are examined in light
of categories of standards. The successful completion of an output is
measured in terms of its acceptance by the intended user. Acceptance
of CIW programming by viewers--i.e., they watch it--emerges no more
relevant .than acceptance of research outputs by producers. 1Indicators
of public awareness, completeness of content, achievement of educational
objectives with children, and other goal attainment criteria are applied.

Associated with these dimensions are standards dealing with the staff.
There wust be evidence of creativity, the ability to perceive a task and
to carry it out with precision and a minimum of supervision, and an
indication that personal motivations are convergent with those of CTW.
All of these standards are balanced against conducting adequate operations
within the budget, the budget being an output to which everyone must
have agreed beforehand.

The interacting effects of standards held for wvarious outputs is
illustrated by the preceding reference to budget operations. Standards
which tend to describe the outcomes of hiring practices; those which
describe the expectation of creativity, autonomous practice of competence,
etc.; and those which specify the performance criteria for production
outputs, when adhered to, appear to have had a facilitating effect on
CTW operations. LExamination of the raw data and clustering of standards
categories within and across outputs indicates a direct effort to pro-
duce quality products with efficiency and competency. (See Table 1 and
Appendices C and D,)

Tasks Pertaining to Product/Outcome Attainment

Keeping in mind that of the 59 outputs analyzed 13 are tangible
outputs finding identity in the products being diffused, and 46 are man-
agement outcomes seeking either to control, facilitate, or direct the
production and diffusion of those products, it would be expected that

‘ﬂ: v /"&
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TABLL 2

Output Standards Clted fur Vach Qutpul Anslyzed

Primary Catcportes of

Standards for Dutputs (cutegory code nu. and Jabel for coding set J-1)
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P-0«5 Writers' Notebook 1 1 2
M-047 Screening Critique of
S.S. 1 1 1 1 4
P-048 Sound Tracks of Films
and Animated Segments 1 3 1 1 6
M-049 Writers' Assignment
Sheets 1 1 2
M-060 Distribution System for
S.S. Magazine 1 1 2
M-094 Dissemination of
Research Information - 1 1
P-119 Formative Goal Area ‘
Tests 1 1 1 3
M-154 Procurement of Fuands for
Cable TV Operation 2 2
M-155 Determination of Feasi-
bility of Cable TV
Operation 2 2
M-156 Procurement of Staff for
Cabie TV Operation 2 2
M-161 Expansion of Distribu-
tion of CTW Products 2 2
M-162 Expansion of Availability
of CTW Products 2 1 3
M-163 Procurement of Funda for
Film-cassette Capabiliity 2 2
M-164 Determination of Feasi-
biliity of Film-Cassette
Capability 2 2
M-165 Procurement of Staff for
Film-cassette Capability 2 2
M-166 Procurement of Funds for
Foreign Film Distribution 2 2
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M-167 Determination of Feasi-
bility of Forelgn Film
Distribution 2 2
M-168 Procurement of Staff
* for Foreign Film
Distribution 2 2
M-169 Procurement of Funds for
New Studio in Mexico
City 2 2
M-170 Determination of Feasi-
bility of New Studio in
Mexico City 2 2
M-171 Procurement of Staff
for New Studio in
Mexico City 2 2
M-172 Organizational Manag-
ment Structure 1 1 1 3
M-173 Planning for Future
CTW Dev. d 1 1 3
M-174 Information Dissemina-
tion 1 1
M-175 Text for Congres-
sionsl Testimony 1 1
M-176 Speech Texts 1 1
P-177 Magazine Articles 1 1
P-178 Newspaper Articles 1 1
P=179 News Relesses 1 1
P-18) Field Research Dats
(Collected) 11 1 3
M~185 Storage and Handling
for Films & Video Tape 3 1 4
M-189 Plan for Nonbroadcast
Programs [ 1 1 1 4 13
P-193 Sesame St. TV Program 2 2
Category Totsls 9 21 3 3 5 1 6 8 8 & 11 1 8 1 1 1 94
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P-011 Curriculum for Reading
Program 1 *
047 Screening Critique of S5.S. 1
M-049 Writers' Assigament Sheetd 1
_¥-060 Diatribution System for
S.S. Hagazine 1
.
H-094 Disseminstion of Resesrch
lnformation 1
¥-108 Utilization Sceff Welfare{ 1 S . 1 1 1
¥~1J1 Mansgezent of Production
Personnel 2 1 1 1
¥-150 Iaoplenentation of
Flexible Budgeting 1 1
s
¥-152 Overseeing of Proluction . ;
Activities for CTW 1
K-153 Adequate Staffing for
Studio Production 1 1 1 1 1
¥-154 Procurement of Funda for
Cable TV Operation 1
H-155 Deternination of Feasti-
biliey of Cable TV
Operation 1
M-156 Procurement of Steff
for Cable TV Operatfon 1
K-161 Expaasion of Diatribution
of CTW Products 1
¥-163 Procurement of Funds for
Filo-cassette Capabilicy 1
M¥-164 Determination of Feasi-
bility of Fila-cassette
Capsbilicy 1
K-165 Procurement of Staff for M '
Filo-cassette Capability 1
M¥-166 Procurement of Funds for
Foreign Filn Distribution 1
K-167 Determinatfon of Feasi~
bility of Foreign Film
DPlatribution 3
¥-168 Procurement of Staff for
Foreign Filam Distribution 1
N-169 Procurement of Funde for
New Studio In Mexico City 1
R-170 Determination of Fesei~ * . .
bility of hev Studio In N
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¥-173 Planning for Futurs
CTVW Development 1 1 2
K-174 Inforasticrn Disses-
ination 3 2
K-173 Text for Coogresstonsl
Tastimony : ] 2
K-176 Speech Texte 1 2
2-177 Hagarine Arciclae 2 H
P-ile sswapeper articles 2 2
P-179 Navs Releeaan 2 2
M-180 Intte- Interagency
Ralationehipe 1 1 6 1 9
M-181 Provided end Main-
teined Adequate
Rasearch Scaff 4 12 ?
M-182 Raletionshipe with .
Cictan snd Communitiee 1 1 1 1 4
P-163 Field Research Date
(Collacted) 1 1 1 1 4
N-184 Tretning of Production 1 1 1 1 4
M-185 Storage and Handling
Sys. for Pilme 8
Video Tapes 1 1
M-186 Procurement of Techni*
cal Equipaant §
Pacilitiee 1 1 2
M-187 Steffing of Production .
Davelopsent Depertsent 1 1 2 1 1 7 1] 15
H-189 Plen for Non-Broadcaet
Progran 2 1 ] 9
P-193 Sedsae Street TV
Progtas 1 1
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the citation of task categories would show heavy clusterings under those
thought of as management categories (numbers 21-33 in Table 4). This
was indeed the case. lhven so, the data reflects several interesting

and unique features.

Un the affective side, a good deal of attention seems to be pgiven
to tasks relating to staff job satisfaction. Generally this involves
interpreting policy, miintaining mechanisms which facilitate consider-
ation of staff views, and making clear to all concerned the objectives
being sought. Tasks listed for Output P-131 in Appendix C contain
seven citations which fall into this category.

Tasks relating to quality and accountability were frequently cited.
When taken in connection with the standards cited, one sees that the
orientation is toward the achievement of those standards. Of particular
interest in this regard are the tasks cited under procuring professional
staff, particularly those for the Production Development Department (see
M-187 in Appendix D). The raw data illustrates the care with which
personnel are chosen and integrated into the operations. This is again
an example of actions being consistent with the standards set for their
output.

Of particular note is the occurrence of tasks relating to clarify-
ing a problem addressed across a large range of the outputs, particularly
those having to do with the dissemination of information. It would seem
as though a good Geal of emphasis is on assuring the issuance of accurate
and credible information. Another frequent citation, the procurement
of systems/services, in most instances has to do with procurement of the
necessary facilities, equipment, and support services for production and
distribution activities. On the one hand, production capacities are re-
quisite to the operation, while on the other, distribution capacities
are a measure of the efforts of CTW to reach its target audience. In
the latter case, examination of the data around those outputs having to
do with distribution and utilization suggests efforts of major proportions.

Enablers Pertaining to Successful Task Completion

Consideration of enablers is in relation to categories of know-
ledges, skills, and sensitivities. A brief discussion of the citations
within each of these category sets is called for, followed by a dis-
cussion of the data within the general enabler set.

Knowledges. In the case of the categories of knowledge cited by
CTW interviewees, 1t is necessary to examine the raw data. Appendices
C & D contain the aggregate enabler data without reference to which are
knowledges, but Table 5 indicates those outputs for which knowledge re-
quisites were cited. Briefly, knowledge requirements clustered largely
around knowledge of extermal project variables. Knowledge of a com-
munity, its people, and institutions is considered essential if one is
to have maximum success in effecting broad distribution of CTW prog um-
ming. In like manner, knowledge of what 1s being generated within CTW,
e.g., policies, objectives, direction of the efforts of others, etc.,
is critical to overall functioning,

‘;' YW
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P-011 Curriculum for Reading Progran{ & 2 §. 1
.
P-031 Live Action Pilse for
$.S. Shows 2 H 1 1 1
M-0)8 Budgets for CIW Oparstions 16
. P=043, uriters’ Notabook 1 1
M-047 Screening Critique of S.S. 1 s 1 2
P-048 Sound Trecke for Filme &
. Animatad Segments 1 4 & 3 1 2
M-04% VUriters' Assignmant Sheat 1 1 1 2 1
N-061 Facilitetion of Sroadcest i
Raception Y 12 } 3
H-094" Disseatnation of Masssrch B
Inforeation 11 1 1 1 1 b s
N-108 Utilizetion Steff Welfare ) 2 %
P-119 Pormative Goal Arae Teste 1 3 2 1 2
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(svary 3 mouths) 1 1
K-131 Mansgement of Production
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K-146 Reletionehipe with Public
IV Ketwvork
%147 Reletionshipe’ with Commarcial
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M-148 Pormuletion of Policy for CTVW 12 1 1 1
M-149 Solicitetion of Punde for CTW b
N-150 Irplementstion of Plexidle
Budgeting 11 2 2
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Conaistency of Philosophy 1
®-152 Ovarseeing of Production
Activitise for CTW 3 L I ]
®-153 Adequats Steffing for Studio
Production s 1
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M-1%4 Procurement of Funde for
Cable TV Opetation 1 1 1 1 4 ) 13
.
%-155 Determination of Feasibilfty
of Cable TV Operations 1 1 1 1 4 4 14
K-136 Procureoent of Staff for
Cable TV Operatione 1 1 1 1 [ 3 13
M-158 Determination of Feanibility
of International TV Operation 1 1
M-160 Meintained Atmoephere fo ¥Vhich
) People Feel Effective 3 3
M-161 Expansion of Dietributiocn of
CIV Products 1 1 1 1 ¢ 3 13
K-162 Expansion of Availability of '
+ CTW Products 1 1 1 1 6 3 1
K-163 Procurement of Funde for Filw- . L e . Lo
caasette Capabilities 1 1 1 @ 3 10
"M-164 Deternination of Feasibilfty -
of Film-cassetta Capebilicy 1 1 1 4 3 10
. 4
M-163 Procurement of Staff for Film- :
cassette Capability 1 1 1 4 3 10
K-166 Procuremeat of Funds for
Foreign Filo Dietribution 1 1 1 ¢ 3 10
KM-167 Determination of Feasibility .
of Foreign Dietribution 1 1 1 @4 3 10
M-168 Procurement of Staff for
Foretign Filo Dietribution 1 1 . 1 4 3 10
M-169 Procurement of Funde for New
Studio in Mexico City i 1 1 @4 3 10
¥-170 Determination of Feastbility
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K-172 Organizational Management
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M-113 Planning for Future CIW Dev. 2 4 1 3y 1 1 2 1 19
X-176 Informarion Dissemination 3 1 1 1 2 1 2 1 12
M-17% Text for Congressional
Testimony 3 11 1 2 1 2 n
M-176 Speech Texts - 3 1 1 1 2 1 2 n
P~177 Mezarine Articles 3 1 1 1 2 1, 2 11
L]
P-178 Newspaper Articles 3 1 ) 1 2 2 n
P-119 Ncve Releases ;] 1 1 1 2 1 . 2 1
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M-169 Procuresent of Funds for
Mev Studio in ¥exico City 2 1 3
M-170 Detarminstion Feasidbility of
Bov Studio in Mexico Clty 2 1 3
M-171 Procuresent of Staff for New .
Studio in Mexico City H 1 3
M-172 Organizational Managecant i
Structure 2 1 4 1 s
¥-173 Planning for Pucure CTW 2 1 & 1 s
M-174  Informstion Dissemination 1 ] 1 4
X-175 Taxe for Congressionsl
Teatimony 2 2 3 4
¥-176 Spasch Textas 1 2 1 4
P-177 Magazine Arciclas 1 P i 4 :
P-178  Mevspaper Arcicles 1 ] 1 4
?-179 VYews Mnlussce 3 2 3 4
#-180 Intra- Interegency .
Relsattonahipa 1 1
N-181 Providad and Maintainad -
Adequate Reacerci, Scaff 1 ) S 3
M-182 BRelstionships wvich Citisa
ond Communitiss ¢ L]
P-183 Field Massarch Dsca .
(Collecied) b ] \ T 1 [}
X-184 Trafaing of Production Scaff 1 1 3
N-183 Storsge and Mandling Syscem
for Filas and Video Tapse 1 ) 2 4
M-188 Procutesant of Techaizsl
RBquipment & Fecilities 1 1 1 1 4
%-187 Sesffing of Production
Development Decpartaent 1 1 3
¥-189 Plaa for Non-Broadcsat Progrem 1 1 1 1 1 ]
P-193 Sesame Streer TV Programs 1 . | 3
Cacegory Totals 3 1 )19 9 61 9 2% 3 2 4 1 6 3 ) 10 2 164
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sk ills, Keeping ir mind the management nature of the outputs analyzed,
cate; orfgg“uf skills cited suggest that pe-3uasivioness and the ability to
interact with others productively are critical skills. Aggregate linking
of these skills to tasks citcd and the standards held for their output
illustrates the form of *iie persuasion and suggests the level of skill
required. Planning and cirganizing, finding fits/integrating that which
one observes, and assecsing the potential skills of people are other
categories of skills cited. These can be rel:ted to effecting the effi~-
cient production of quality work. The ability to adapt t. various sit~
uations and demands was also noted. This skill is exercised in the con-
texts of working with children (for research purposes), budgeting demands,
distribution and dissemination activity, and changing runctional dem:nds

of overall operations.

Sensitivities. Sensitivity to values ard needs of self anc others
are categories frequently cited by those interviewed. In addition, a
sense of the capabilities and limitatieons of others is requisite. This
was considered of particular importance 1t relation to making demands on
others. An awareness of the frame of icference uf those who were the
target of various outputs is also seen as ~ritical. When one relates
this seasitivity to skills in persuasion, one can begin to identify the
various interrelated elemenfs utilized by CIW persornel to achieve their
goals.

General. Knowledge rf internal and external context situationms,
skills in assessing, persuading and interacting with others, and
sersitivity to others and their frame of reference appear to be
complementary sets of enablers. In terms of the major emphasis on
standards of quality .itput and distribution, and the tasks relating
thereto, these enablers appear to be supportive of the total operation
of CIW. Detailed examination of Tables 5, 6, and 7 is invited to obtain
information regarding other, less frequently cited categories.

Discussicn of Qutput Data

The character of the data gathered by the interview team appears
consistent with the impressions of the project and the philosophy of
its management. It there is, indeed, a relationship between the actual
Production of quality products and the good feeling about CTW outputs
among competent people who have had a hand in output production, then
one can surmise quality products are being produced. It is worth noting
that the activities of CIW range across research, development, diffdsion,
and evaluation, with a primary focus on diffusion. The nature of the
data collected reflects this scope. 1In a very real sense, unique ad-
vantage can be taken of such data in that they illustrate one instance
of a major, sincere effort to bring the tools of research, evaluation,
an. development to bear on a single, common diffusion objective. Thus,
th. data can be used in support of training for other similar efforts.
In . idition, it may provide a set of data which can be compared against
other data reflecting more limited focal efforts; these affording an
opportunity to better understand the 1nteract10ns and effective utili-
zation of RDD&E tools.
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M-134 Procursment of Funde for
. Cable TV Operstion 1 -- 1
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N-166 Procurement of Funds for

Foreign File Distribution 1 1
¥-167 Detersinstion of Feest-

blicy of Foreign Fite

Distributton 1 1
M-168 Procurement of Steff for

Yoreign Fila Distribution 1 1
K-169 Procuresent of Tunds for .

Bew Studio in Mexico City 1 .3
#-170 Dcterminetion of Fees!- .

sility of New Studto

tn Mexico Clry 1 . 1

o .
1 47 24
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TABLL & Concluded.
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P-177 Magazine Articles 1 1 2
P-178 Newspaper articles 1 1 2
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P-048 Sound Trecke for Filme
end Animeted Seguente 1 1
N-049 Writers' Aseignmeat
Sheate 1
W-060 Dierributinn System for
3.5, Magezine 1 1
¥-094 Diseesinetion of
Rasearch Information 1
#-108 Utiltretios Staff Walfere| 2 1
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P-177 Magazine Articles 1 1
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P-18) Field Research Datas
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M-184 Training of Production
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Chapter 1V: Supplementary Data

Additional data with respect to this site visit comes from question-
naire techniques as well as from a first ordering of classes of outputs,
A presentation of the distribution of outputs across R, D, D, & E follows,
after which is a brief discussion of the backgrounds of personnel (des-
cribed through questionnaire data), the support services required, and a
comment on CIW's financial base.

Classification of the Outputs

The following are classifications of the CTIW outputs identified by
the interviewers according to primary focus as research, development,
diffusion, or evaluation effort.

As shown in Tables 8 and 9, of the 205 outputs identified by the
interviewers, five are classified as being "research" in focus, 104 as
"development,'" 70 as "diffusion," and 26 as "evaluation." The project
itself is considered a '"diffusion project.' AT the time of the inter-
view team's visit, 57 outputs were completed, 41 were currently in pro-
gress, 19 had not yet been undertaken, ard 88 were ongoing.

TABLE 8
Classification of Products by Focus and Stage of Completion

Status of Qutputs

Currently in Not Yet
Output Focus Completed Progress Underway Ongoing TOTALS
Research 3 1 0 1 5
Development 16 13 6 16 51

Diffusion

Evaluation

TOTALS
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TARLL Y
Classificatlon of Management Output s
Ly Focus and Stape of Completion

vtatus of Outputs .
Currently in Not Yet
Jutput Focus Conpleted Progress Underwvay Ongoing TOTALS
Research 0] 0 0 0] 0]
hDevelopment 15 2 3 33 53
biffusion 1 5 1 18 25
Evaluation 2 3 0 5 10
TOTALS 18 10 4 56 88

CTW, as a project, must be regarded differently from the others
studied in the efforts of the Oregon Studies to obtain information
about exemplary educational research, development, diffusion, and
evaluation projects. Although there are business elements present in
most RDD&E projects, the corporate nature of CTW distinguishes it from
projects which are operated by traditional educational agencies.

The central purpose of the Workshop is to prepare preschool children
for school. Accordingly, the efforts of CTW's staff are directed toward
the development of techniques and materials which can be utilized by the
largest number of preschoolers, in particular the disadvantaged, that
can be reached through the medium of television.

Academic Backgrounds of Project Personnel

Since data concerning the academic and professional backgrounds of
only one-third of the interviewees were obtained, the general remarks
which follow only provide hints about the kinds of preparation that
CTW personnel had before their present employment. As noted by the
Director of Development, however, there are some cimilarities among
the key persons in the organization. For one thing, the top managers
are almost all in the 35-39 age bracket. Their lieutenants tend
to be in the 25-29 age group.

Another generalization offered by the Director of De  elopment
was that degrees just do not mean much in the television industry.
Inasmuch as the reverse is still true in the education field, one would
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guess that professsionals from the television industry on the staff
would have a bachelor's degree or less -academic preparation and that
peopie working in the Research Department would hold higher degrees.
This hypothesis is supported at least in part.by the partial data: the
only doctorate among the personnel is held by the Director of Research
(and one of his staff members expects to obtain a Ph.D. soon). All of
the other department headd from whom data were obtained have bachelor's
degrees. Incidentally, the Executive Producer believes that television
professionals who are over 40 are less likely to have degrees than
younger persons in the field. During the early stages of television, it
was far more important to gain experience in the studio than it was to
study the medium or an allied medium in college.

The degrees possessed by the six persons for whom this type of
background was collected tend to be of two kinds: research oriented
(educational research, statistics-measurement/psychology, and psycho-
linguistics) and humanities oriented (English, philosophy, and fine arts).

Professionalism of the Interviewees

Impressions of the professional qualities of CTW's staff might be
ranked in this manner:

1. The willingness to put aside self-ingratiation and to work
for a common set of goals and objectives.

2. An understanding of the goals and objectives of the Workshop.

3. An understanding of what was contributed individually to facil-
itate the attainment of the stated goals and objectives,

4. A commitment as individuals to implement the goals and objectives
of the Workshop.

5. An ability to be thrilled and excited by the possibility of
modifying underprivileged children's behavior by producing
the products of the Workshop.

6. A demonstrated ability to do that task which they have been
assigned to do.

7. A degree of professionalism which comes only by way of years
of experience.

CTW avails itself of a wide variety of equipment and services to
generate its products, among which the highly critical items are:

mechanical and electrical equipment.

printing facilities,

television graphics.,

all types of phrtography equipment and services.
technical writiag.

3
Al
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typing.,
scecretarial services,  (ather than typ tne)
editing,

technical and professional journals and other documents not
Jocally available.

computer analvsis services.
statistiral conscultation.
audic-visual alds and devices.
subjects for experimentation:
travel arrangements.

budgetary and fiscal accounting.
scoring of test items.

Funding

In spite of the generous support given CIW in its creation, fund-
ing is a continual focus of effort. The project was begun with funding
in the amount of eight millions during the first two years of its exist-
ence. In 1970-71, more was needed, and in 1972 additional dollars will
be needed for broadcasting alone. The principal sources of support aow
are tiie Department of Health, Education and Welfare; Ford Foundation; Carnegie

Corporation; and the Corporation for Public Broadcasting.

Classifications of Qutput Characteristics

As the Oregon Studies evolved it became evident that outputs could
be categorized in teims of a number of varialbes. Among them are (a)
Structure (product, event, or condition), (b) Function (policy setting,
management, or production), (c) Level (focal, component, or facilitating),
(d) Character (knowledge, technology, implementation, or information),
and (e) Stage of Completion. These five schema are represented in
Table 10 for ecch project output identified, with frequencies summarizad
for each category. Table 10 has been added to this profile subsequent
to the profile's original writing.
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TABLE 10

Classifficatiing of Qutput Characteristice

F: e g

Output Chnrncteristic®

Project Outputa I~ [ Chiaracter
Strucrure [ Functlen  ,_ Level | (Products Onlv) )Completion Stape
No.  tapel — D e 3 ps _n_p lf1 ¢ f2 Ih v 13 tp 1l 2 3 4 5 6
P-0l Televiafon Reading Frogram X X TX X X
P02 Antmated Films for Readiny Pregram X X X X Py X
P~0) Live Acticn Fi{lms for Reading Frograms X X X X X
P-04 Video Tape-Studio Bits for Sesame X X X X X
Street Program
*P~05 Amscembled Scripts for Reading Program X X X X 4
P-06 Serfalfzcd Adventure Scripts X X X X X
P-07 Serfalized Stories Manuscripts X X X X X
P-08 Reading Progrem Magazine X X | X X X
P-09 Reading Program - Teacher Guide X X X X X
P-10 Reading Program - Parent Guide X X X X X
4P-11 Curriculur for Reading Program X X ¢ X X
P-12 Reference Manual: Survey of Class- X X X X X
rooa Instruction Systems f-~r Reading
P-13 Story Boards for Animated Films X X X X X
P-14 Tire-Life Book (5 titles) - Related X X X X X
to Sesame Street
P-15 Tine-Life Papecback Reprints - X X X X X
Related to Sesame Street
P-16 Cast Record Album ~ Yesr #1 4 X X 4 X
P~17 45 R.P.M. Record and Song Folio ¢ X X X X
P-18 Sesame Street Records - Songs (Not X b 4 b 4 b 4 b 4
Officielly Authorized by C.T.¥.)
P-19 Subcontracted Filn Strips Related to X 4 X X 4
Sesame Street
P-20 Sasame Street Magszine X Xix X X
M-21 Adequate Ojerational Supplies for b X X X
Filning Televiaion Shows
M-22 Provisfon of T.V. Studio Equipaent 4 X X 4
M-23 Informal Financial Reports 4 4 4 4
M-24 Formal Financ.al Reporta X X X X
M-25 Production Comm{taent Forms X 4 X X
(Internal Requeast Formas)
M-26 Purchase Orders for T.vV. Production X X X X
Equipment and Suppliea
M-27 Daily Log of Encuzbrances X X X X
M-28 Peraonal Contracta for Subcontracted X X X 4
Work (T.V. Production)
M-29 Space/Facilities Contracta for T.v. X X X X
Production
P-30 1Irnerts for Sesawme Street Showus 4 4 X X 4
4p-31 Live Action Filma for Sesame Straat X X 4 X 4
Showa
P=32 Aninated Filma for Sesame Streat Showa ¢ 4 “x X X
P-33 Film Book-In.¢x of Film for Seaame X X ¢ ¢ b 4
Street
—_
-3 /i
P-34 Assembled Scripta for Sesame Straet X A X X X X
P-35 Curriculum for Seaame Stract X oX X X ¢
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p-36

M-43
M-44

*P-45

P-55

P-56

P-57

P-58

*M-60

M-61

M-62

M-63

P-64
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TABLL i Cout buued

Clamnf{firations ¢f Output Characterinticn

Jabel

e e e e ety -
.- ..._.T...--

. e e —— e———

V' oea lapes of Completed Seanme Street
Frograns

Misters of Completed Semume Street
Frogra: 1

Budgets for CTW Operations

Schedule of Delivery Services for
Distribution of Tapes

Specifications for Production Tacilities

.pecifications for Production -
droadcasting Crew

wWeekly Schedule of Televiaion Producticn
Monthly Schedule of Television ¥roduction
Writers Notebook

Distribution Schedule for Sesame Street
Shows

Screening Critique of Semame Street

Sound Tracks for Films snd Anima:ed
Segments

Write:s Asstignment Sheets
ETS Evaluation Reports

loternal Newsletter: “Scope”
Video Tapes for Training F{lms -
Concepts for Teachers and Principals

Training Program for Uti{lization
Coordinatots

Demonstration Progrem for Follow-up
Aztivities for Sesame Street

Films on Sessme Strect Objectives for
Parents

Films on Sesanme Street Objectives for
Parsprofeasionals

Films on Sesame S:reet Objectives for
Teachers

Operitions Manual for Utilization Center
Offices

Acquisicion of Facilicies for
Ucilization Offices

Digtribution System for Sesame Street
Magazine

Fecilitacion of Broadcsst Reception

Acquinftion of Equipment and Facilicies
for Viewing Centers

Steffing for Viewing Centers (Lay
Personnel)

Community Hesource Directory

Sesame Street Magatine - Spsnish
Language Verston

Cuidelines for Helping Communities
Utilize Sesame Street

Cuidelines for Interacting with
Community/Neighborhood

- Character
Structure Punction Level (Produvis only)
~2ttucture |, function YA LR PTeduyis only)

P e e gmn o roplfy e fp ik o N fp 1 2 )
X X X X X
X X |x X X
X ) 4 X
X ) 4 X
X x X X
X X . ; X

|
X X x
X ) 4 X
X ) 4 X X
A X X
X ) 4 ) 4
X ) 4 X X
X X ) ¢
X ) 4 ) 4 X
X X ) ¢
X ) 4 X X ) 4
[
X ) ¢ ) 4 ) 4 X
X X X X ) 4
X X X X 4
X ) 4 ) 4 ) ¢ ) 4
) 4 ) 4 X X ) 4
X ) 4 ) ¢ ) 4 ) 4
) ¢ ) 4 ) ¢
X ) 4 ) 4 ) 4
) ¢ ) 4 ) ¢
) 4 ) 4 ) 4
) ¢ ) 4 ) ¢

X X X
X y X
X ) 4 X ) ¢ X

T
.l 1
X ) 4 ) 4 X X
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Output Charaterist h:

Completion Stage
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TABLL 10 Cont inued

Classitications af Output Charecteiiatica

Output Charactertstic?

Project Outputa Charscter
Structure Function Level (Products enly) [Completion Stage

No. Label P e [ pa m I fy ¢ {» & t 1) 12 [l 2 3 4 5 ¢

M-68 Cautions Repnarding CTW's Kelation- X b 4 X X
ships tu Early Childhood Educatton
Fleld

PZ69 Dumographic Data on Communitien/ X X X X X
Neighborhoods

F+70 Br--dcast Reception Data X X X 4 X

P-71 Cummun. y Resource Data X X X X -

P-72 Utilization Progrem Impact Data X X X X X

P-73 Data on Kind and Type of Preschool X X X X X
Activities Being Conducted Currently

P-74 Operational Support Systems (Linkage X X X X X

© to Childhood Care Centers, N.Y.C., etc.)

P-7% Community Workshops for Parents, X X X X X
Teachers, and Administrators for
Utilizing Sesen. Street

p-76 Bilingual Program Project X XX 4 X

P-77 Spanish Languige Materials for 4 4 X X X
Preschool Teachers

P-78 Spanieh Lenguage Materials for Farentas X X X ¥ X

P-79 Spanish Language Actiiities for X X b 4 X X
Preachool Teachers

P-80 Spsnish Lln‘guage Activities for Parents X X X X X

P-81 Teacher-Conducted Workshops for - 4 X 4 4 X
Spanish Paraprofessionsls

P-f. Special Project: Training Program X X X X X
for N.Y.C. Enrollees

P-83 Audio Tspes for Reading Program for X X X X X
Viewing Canter Uae

P-84 Allied Printed Materfals for Resding X X X X X
Prograa

M-85 Acquisition of Television Seta for X X X X
Viewing Centers

M-86 Consulting Services for Schooi =~ 4 X X } 4
Generated Projects

P-87 Pilot Filme of Rerding Program for X X X X X
Univereity Medis Center *

P-88 Survey and Order Form: ETV Stations X 4 X X X
(for Magezine Distribution)

P-89 Confirmed List of Diatributing Agencles X X 4 X X
for Sassme Street Magazines

P-90 Liet of Vista Volunteers 4 X X X X

P-91 Magszine Mailing lList X X X X X

P-92 Solicited Letters from Boards of ¢ X 4 X X
Educetion on Needs for CTW Products

M-93 Description of Distribution Depots X X X X

#M-94 Dissemination uf Research Informstion X 4 4

P-95 Battery of Languege and Reading Level X X X X
Teats

P-96 Normeti{ve Data on Inner-City Four- X 4 4 X X
Year Olds

P-97 Date on Program Appeal X X X X

M-98 Reviewa of Senime Strcet Program Scripta | X ::;’.5\ X

M-99 Researcher Trr .ing (0.JT) X X X

K7 24N
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TABLE 10 tontineed

Cleasi{{ atfonn »f Qutput Characteriscice

Output Charna-teristtc® e e
Project Outputs Character
Function obevel L (Products only) [Compietion Stage
__lLab : | Sage
] oMo _babel SSU— | pe_ 8 p oMy o Mt dk ot 4y 7 ]I P
M-100 lracking of Testing Relati.e to X X X
Sesame Street
P-101 Memus on lostrumention X X I X X
i
P-102 Final Reportw to Funding Agencics X X il X
P-103 P.¢ .esajonal Fublication Articles X X X X
M-104 lnira-agency Coordination i X X
M-105 Inter-agency Ceoordinatisn X X X
P-106 ETS Schieve  vnt Daa X ¢ } 4 } 4
?-107 Teact.ing Research hata 'n Social X X X X
Intecaction
AM-108 ttaff Wr fare X X X
P-109 Description of Target Audience X 4 X x (X
M-110 Adequate In-House Communications X X 4
M-111 Staffing Policy for Research Department X X X X
M-112 Coordinated Fleld Research X X X
P-113 Format for Reading Prograc Research X X ¢ ¢
P-114 List of Stimulus Variables to be X X X X
Studied
P-115 Child Observation Systcm 4 X X X
P-116 Sight Vocsbu.ary List X X X X
. .
P-117 Tests for Comprehended Language Level X X X X
P-118 Test Item Analysis Data X . X X
4P-119 Formative Goal Area Tests X X X X
P-120 Statement of Problem/Goal Areas for X x x X X
Research
M-121 Seminars on Problem/Goal Areas X X 4 X
P-122 Data on Pre-reading Skills X X X X X
#M-123 Spenches to Outside Groups on CTW's 4 4 X X
Operations o)
4P-124 Promoticaal Film for Reading Frcgran X X x X X
*P-125 Progress Reports to U.S5.0.E. (Evsery X 4 4 X X
3 months) .
M-126 Contract with Commercial Television X 4 X X
Stations
P-127 Final Report (Research) X XX X X
P-128 Research Publication ‘ETS) - X X X X X
Commercial Version
P-129 Catalog of Available Program Material X X X X X
P-130 Activity Books/Punch-out, Stick-on, X X X X 4
Simple Puzzle Books)
#*M-131 Management of Production Personnel X X X X
P-132 Sesame Street Pop-Up Books (&) X X X X X
P-13) Sename Street Story Book (1) X X X X X
l
P-134 Sesame Street Puppets X Pad ":" X X X 4 '
. " D
P-135 BerRinning Readers: Bright and Early B . X X X X
Series )

Q
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TABLY. 10 Continued

Classificationn of Vutput Characteristics

Qutput Characteristic®
Prolect Outputs l 1 [ (herscter ]
Structure Function l Level <(Productas only) [ Cumpletion Stage
__Ne. _tabel p__¢ € pA_.m__p ; o e 2 kv 1y 1212 3 4 3 6
P=136 Sesame Street Song Book X X X X X
P-137 Books (2) by Femous Illustretor- X X X 4 X
Author
P=138 Sesame Street - Inspired Toys X X X X X
P-139 Sessne Street - lnapired Games X } 4 X X X '
P-140 Cast Record Album - Year #2 X x x x X
P-141 Recorded Songs from Sesame Street 4 X X X X
P-142 Educetional Creetiny Cards Inspired X X X X X
by Sessme Street
P-14) Comic Strip Inspired by Sesame Street X X X X X
P-144 Cuidelines for Helping Communities X X X X X
Utilise Reading Program
.
M-145 Speeches to Outside Groups about X X ¢ X
Resding Progrem
#M-146 Relationships with Public Tele- X X X X
visfon Network
#M-147 Relationships with Commercial X X ¢ ¢
Televiston Networks
#M-148 Formulation of Policy for CTW X X X X :
#M-149 Solicitation of Funds for CTW ¢ X X 4
#M-150 Implementation of Flexible X X X X
Budgeting
#M-151 Monitored Operstions for Consistency X X X X
of Philoaophy
#M-152 Overseeing of Production Activities for X X X X
cTw
4M-153 Adequete Steffing for Studio Production X X X 4
#M-154 Procurement of Funds for Csble Tele- X X X . X X
vision Operstions
#M-155 Determination of Feasibility of Ceble X X X X
Television Operstion
*M-156 procurement of Steff for Ceble X X X " x
Television Operation
#M-157 Procurement of Funde for Internstionsl X X X X
r Television Operstions
#M-158 Determinstion of Fesstibility of Inter~ X X X X
petionsl Television Operations
#M-159 Procurement of Steff for Inter- X X X X
national Television Operstions
#M-160 Maintsined Atmosphere in vhich People X X X X
Feel Effective
aM-161 Expanstion of Distribution of CTW Pro- X X X } 4
ducts
‘ x
#M-162 Exp.nston of Avatlability of CTV X X 4
| Products )
#M-163 Procurement of Funds for Film- X X X ¢
Cessette Capsbility
#M-164 Determin.at! . of Feaaibility of Film- X X 4 X
Cannette Capability
#M-16% Procurement of Staff for Film-Caasette X X X X
Capabitity .
y ) .
g - #M-166 Frocutment of Funds for Furvinn LY o ;:1 | ] X [
EMC Yilm riwtrfbutlon (I B
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1ABLE 10 Conrinued

Clawst{tvations of OutpPut Chatactersstice

T SRS TTIT CFATINIST L IS5 1T AT I I TR S T I LI N T : e Trzs—TreTmy=iae
Output Characterintich
Ject Outputa Character
_ Srractury Yunetion Level L (Products only) JCompletion Seuge
. No, _lmbel e e P e e lpa_ o _p ffy e falk_t 1 fg 41 2 3 4 5 6
AM~167 vetermination of Fenaibility of X X X b
Foreign Film Diatribution
AM-168 Procurcement of Staff for Forelgn | & X X X
Film Distribution
AM-169 Procurcment of Funds for New Studio X 3 X X
in Mexfco €'ty ’
*M-170 Deternination of beasibility of New X X X ¢
Studio 1n Mekfce Ow
*M-171 Procuremerf, of §eafé for New Studio X X X X
in Mexico Lity
#M-172 Organizational Management Structure X X X X
#M-173 Planning for Future CTW Development X X X X
*M-174 Information Dissemination X X X X
#*M-175 Text for Congressional Testimony X X x X
*M-176 Speech Texts X ¢ X ¢
#P-177 Magazine Articles X X X X X
#p-178 Newspaper Articles X X X X X
#p-179 News Relcases X X X X X
*M~-180 Intra-Inter Agency Relationships X 4 X X
#*M-18) Provided and Maintained Adequate X X X X
Research Staff
#M-182 Relationships with Cities and X X X X
Communities
#P-183 Fleld Research Data (Collected) X b3 X b4 b3
#M-184 Training of Production Staff X 4 X X
#M-185 Storage and Handling Svstem for -4 X X X
Films and Video Tapes
#M-186 Procurement of Technical Equipment X X X X
and Facilities
#*M-187 Staffing of Production Development X } 4 4 X
Department
*M-188 Staffing of Production Department 4 . X 4
(Other Than Studio)
*M-189 Plan for Non-Broadcast Program X 4 X X
P-190 Sesame Street Calendar X X X X X
P-191 Television Viewing Center for X X X X X
Children
P-192 Inner City Utilization Offices X X X X X
#p-193 Sesame Street Television Prog ams X X {X X X
P-194 Filmed Segmenta for Reading Program b X X X X
M-195 Writers Aasignment Sheets for X X X X
Reading Program
P-196 Writers Notebook for Reading Program X X X X ) 4
P-197 Film Book for Reading Program X X X X X
pP-128 Time-Life Learning Kic (Sesame X . X X X X
Street) .
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TABLE 19 Concluded

Classtficationa of Output Characterintica

Output Characterintic?
Project Outputa ] ' Character ~
Structure Yunction level (Products only) Completion Stage
No. _label p__e ¢ _fps m pify e fp ik v Iy 151 2 ) 475 b
[
P-199 Seuame Street Magazine (Year 2) X x|x X b S
P-200 Scsame Street Mogarine - Spanish X x| x X X )
Veraton (Year 2)
. &
M-201 Writer's Workshop X X X X -
M-202 Selected and Trafned Writers X X ¢ X
P-203 Tape File of sll Bits, Segments, X X X X X . .
and lnaerts for Sesane Street Co
P-204 Final Script for Sesame Street X X X X X N
K]
M=-205 Annual Production Schedule for ¢ X ¢ X
Sesame Strest
M-208 GCoals from Proposal X X X ¢
Clessiftcation Fuquenclub 143 42 20 [13 102 90 |19 33 15) (2 58 39 19 |10 46 1 41 20 87
‘ The apecific output charscteristics are fdentified ss followa:
Structure Function Level Charscter Cowplation Stage
p - product . pa - policy setting fl - focal k -~ kaowledge ~ completed over one year ago
e ~ event ® -~ maoagement ¢’ - componant t - technology -~ completad 3 to 12 montha ago
¢ - coundition p =~ production '2 - fecilitating 1l - t{opleventation ~ comploted within last ) monthe

- oot yet undervay

1
2
3
‘2 - faformation 4 - currently 1o progress
S
6 - on going (continuoua)

Data totals {n this table may vary slightly from date 1o tebles reported slsevhere. This 1e 8 function of decilalon
rules governing classificetion of outpute hiving besn revised and applied to these date eubsequent to the prepars-
tion of the profile.

EI{IC | | 6l -

Aruitoxt provided by Eic: i




Chapter V: Project Dynamics

This chapter deals with CTW's staffing patterns, management struc-
ture, management styles, emotional-social environment, relationships
with sponsoring agencies, and staff backgrounds.

Interrelationships

Although a multiplicity of reports, articles, etc. have been written
about CTW and uncounted numbers of persons have tracked through the CTW
offices, reading those reports and speaking with prior visitors somehow
did not prepare the Oregon Studies' site team for its visit. From the
receptionist at the front desk to the President of the corporation, tle
visitor is impressed with the ''something different" which surrounds the
organization. While the achievements of the organization might be at~
tributed to any number of factors, what follows is discussion of a num-
ber of interrelationships considered to be somewhat unique in the tele-
vision industry, and possibly contributory to CTW's achievements.

Interrelationships Among President and Staff

In a sense, CTW is the product of a single person--its President.
She believed that in television lay the answer to many of the very
serious problems of getting children ready to learn in school. As the
original proposal put it, "there may be a shortage of classrooms, but
there ic no shortage of televison sets." Because of the availability
and appeal of the medium, a target audience was assured. On-the other
hand the effectiveness of educational television was seen as limited,
especially in disadvantaged homes. Her solution was to utilize the
techniques of commercial television. Accordingly she set out to get
the '"best people in the business" to join her when her proposal for a
Children's Television Workshop was funded. The people she hired were
almost all from commercial television. The belief is apparently shared
by all who are associated with it that the people who have jobs in the
organization are the best in their fields. The President's mode of
managing can te characterized as finding and hiring outstanding people
and then giving them har full support cto perform as effectively as they
can.

The communication flow at all levels and between levels is rapid,
informal, and frequent. The President ccmmunicates regularly with top-
level management people and the Chairman of the Board of Trustees. She
interacts on a regular basis with her '"chief lieutenants' (vice presi-
dents, managers, and department heads) and with the staff of the Non-
Broadcast Department. In addition, she interacts regularly with several
key people such as the Director of Development, the Executive Producer,
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and the principal educational consultant of the Workshop. The relation-
ships established with these people appear to be informal and characterized
by mutual respect. The President hired most of the key people of the
Corporation, but she took the word of people in the industry about one

or two. She is not involved directly in hiring personnel below the
managerial level; she is informed about important appointments and pro -
motions, however.

This executive believes in delegating authority--''the only way to
run an organization like this." Her staff attests to the implementation
of this policy, and they seem to thrive in an enviromment of challenges
and relative autonomy. The interviewing team was not able to determine
how often (or if ever) the President issues memoranda, but there probably
is a minimum of this kind of interaction and an emphasis put upon .om-~
munication of a head-to-head kind when protlems occur and/or wien deci-
sions must be made.

Interrelationships Among Corporation Personnel

The Director of Development has assumed the role of making certain
that policy is observed by the various departments. He does not seem
to be a policymaker, however (although he is a member of 'watchdog c¢¢
policy." He issues memoranda concerning matters effecting personnel
and convenes groups in order to clarify policy matters. The personnel
of the Workshop are located in five buildings, and so there tends to
be some '"clustering' of communication within buildings (or floors of
buildings); but the interviewers did not see that there was any real
problem in the staff's communicating with one another, whether or not
they were in different buildings. The studio people (actors, studio
producers, technicians, etc.) are probably more removed from the manage-
ment personinel in terms of regular interaction because their activities
are centered in the studio, some 20 blocks away. The personnel of the
various departments enjoy congenial and productive working relationships
with members of other departments. This is considered essential at CTW
inasmuch as departments depend upon and seek out information from each
other.

Perhaps one of the salient features of the organization Is that
deserving people are promoted rather rapidly. This is partly the re-
sult of the nature of the business; that is, in television many people
learn parts of their future jobs by first assuming lesser roles. This
on~the-job training is a recognized characteriscic of the industry; in
fact, producers can only become nroducers by serving a quasi-apprentice-
ship, and specific university training evidently does not preclude this
necessity.

Morale appea.s to be high in the organization because of the job
opportunities available to talented and hard-working persons and be-
cause people have opportunities to express their talents and are not
interfered with unduly. Salaries are generally below those paid in
commercial television, but the Workshop recently had a survey made to
compare salaries for CTIW personnel with those in the rest of the (com-
mercial) television industry. No one expects that the salaries of CTW

Q -
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personnel will reach industry levels because 4 certain amount of self-
sacrifice 1ls expected of individuals who are dedicated to what is felt
to be a rather noble cause, and also because the Workshop is not a
profit-making organization.

Interrelationships of Management Personnel with Consultants

The principal consultant to the Workshop is a Harvard professor

. of child development who this year is on leave of absence. He commun-
icates by telephone with the President, the vice president in charge of
research, and others regularly; and he often visits CfW's offices.

In addition, he calls in other consultants when the occasion demands.
He is paild a fee by the corporation, as are other consultants when
thelr services are required.

Interrelationships Among CTW and Funding Agencies

CTW was initially funded by USOE to the extent of about one-half.
of its budget. The same is true now. The balance of the funding comes
from a variety of sources: Carnegie Corporation, Ford Foundation (Ed-
ucation Department), and the Public B nadcasting System provide general
funds; Mobil 01l Corporation (for the Scsame Street Magazine), Xerox
Corporation (for the broadcasting of the program which was previewed
on commercial stations), and Southern New Jersey State with USOE (for
the Spanish version of the magazine) provide targeted funds.

Quarterly reports are sent to USOE, and copies of these reports
are submitted to the various other funding agencies. At present the
Director of Development is charged with the responsibility of writing
and submitting these reports.

Interrelationships Among the Corporation and Qutside Industries

CTW has engaged in an ambitious campaign to (a) extend the influence
of the Workshop in educating preschool children through the media of
books, records, puzzles, etc. and (b) to improve its financial position
as a result of its affiliation with many private corporations who
are eager to vend the products which CTW wishes to endorse. CTW's
relationships with the publishing industry, as a case in point, are
most interesting. Because the books that were produced by one pub-
lisher were thought to be tco expensive to reach the majority
of children who would most tenefit by reading them, CIW has been

negotiating with a number of other publishers to produce inexpensive
books that will be much more within the purchasing power of inner city
families. The Corporation is adamant in insisting that the contenc
and the price of the products which bear the "Sesame Street" name are
approved by CTW before they are made available to the public. Much

of the ideation for the puzzles, games, calendars, books, film strips,
etc. is to come directly from the personnel at CTW. All of it must be
approved by the CITW management.

»
)
)




Q

ERIC

s

1194

Support Services

Support services seem to be very good i1n all departmer ts, ‘lie
priley appears [ Le to subcontract all services outside of a core
of support servicee (secretari»]l, ~lerfcal, maflinpg, etc.) within ¢TW,
This iIs probably done tc uvoid an overload of long~term retention of
services that may onl: be needed periodically. Then too, becanse
uof the location of CTW in Manhattan, a variety of short-term servi. cn
are readily available to the Workshop.

In summary, an attempt has been made to describe CI'W in terms of
a number of organizational and personnel factors which scemed to con-
tribute most obviously to the dynamic impression one has of the organi-
zation as a whole. The description is accurate and recasonably completz
when taken in relation to the data obtained. Unfortunately, it may he
that a clear appreciation of tl.at description cannot be attaired wita -
out also having seen CTW in operation on a first-hand basis. The words
used are not unlike those describing other projacts. However, when one
views the operations in the present instarce tuere is a uniqueness
sensed that distinguishes this organization from others. [t seems
approvpriate, therefore, to make comment on this dynamic.

The consensus of the interview team identified the tollowing
distinguishing features as having been integrated and operationalized.
Briefly:

1. Workshop direction is clearly stated.

2. Workshop direction is shared and implemented by all staff
members.

3. The activities engaged in are obviously and publicly
leading to and facilitating the achievement of the stated gpoal.

4. Staff members understand the goals and their implications,
and daily act upon them.

5. The competence of staff, counled with a sharing of the same
sense of direction and commitment, permits an informalityv
which maximizes effective communication, particularly in
planning and designing activities.

6. CTW managenent has demonstrated its avility to clearly state
the goal, explicate and understand the tasks inherent imn '
achieving those goals, and to employ those capable of carrying
out those tasks with a large measure of expertise.

7. CTW management avoids restrictive policies or conditions which
would inhibit the full exercise of expertise.

8. staff members work together toward mutually understood ends.

9. Staff members understand the need for and actively seek data
as a basis for their activities; such data being derived from
research, development, diffusion, and evaluation activities.

Pl
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Based upon the data obtained and the personal observations and
experiences ot the visiting team, therefore, CTW seemed goal oriented
and had eccomplished a careful analysis of that goal in terms of what
was needed and what had to be done to achieve it.

e
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Chapter VI: Implications for Training

There is a tendency among interviewees, when asked about the
requirements of their jobs, to supply a list of their own qualifi-
cations and aptitudes. This tendency was perhaps no more marked
among the CTW interviewees than others; but, sin:e their positions
were in many cases specialized ones, the recommendations for training
persons to agsume such positions were naturally along liaes paralleling
their own experiences and competencies. There was enough commonality
among the respounses of the interviewees to make some generalizations
however.

For those who were concerned with this preparation of peojle for
the curricular aspects of '"Sesame Street' and the reading program, courses
in psychology. child development, learning, research methodology, ‘and
curriculum design were thought to be very useiul. For those who were
engaged in administration, personnel management skills were thought
necessary. Expertise in budgeting was also mentioned. On-the-job train-
ing was considered absolutely essential for the television production
jobs. Here is what the Studio Producer recommended:

.Three or four years production experience.

.Course work in responsibility to audiences and the
communications profession.

.Training in how public broadcasting can help meet
the needs of the public.

.Put person on a task he can handle in a real job,
supervise him closely until he undevstands it, then let
him grow out of the job. Move the man tn another job
that he can just handle, supervise him closely again,
then let him grow until he has experienced all the produc-
tion areas.

.Ongoing classwork concurrent with experien-e.

.Time to discuss tae aesthetic and moral values in
television work.

Other staff members emphasized the creative nature of their
work. One felt strongly that '"a person should be trained to gain
an understanding of the creative nature of the film-making process."

Since CTW has a formal training program--its Writers' Workshop--
it evidently feels a definite need to train people in the context
in which they will work. The Writers' Workshop is managed by
the Head Writer. It "hires young people who want to write for
television, and they work two or three weeks in each department
of CIW as well as two or three weeks in Canada with an animator."
Writing skills, in fact, were emphasized by nearly all of the
interviewees when they were asked about requirements for jobs at
CIW.
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In attempting to utllfze these datia, the tralaee must kaep i wind Lie
context in which they were pathered. It may well be that this context
will provide the critical distinction of this sfite from any other. In
short, the context was one of goal-dlrected hehavior. This poal was not

related to the staff's datly technique-related activities but instead was a
focused uvpon the children toward whiih the television program and relatued
materlels were directed. The stafl's Jaily activities were not viewed

as ends in and of them<elves, but ingtead as means to an end. No time

was spent describing the 'balanced budget'" but instead the interviewee
directed himself to why the budget was critical to the store front

viewing centers. This type of respcnse was not elicited but volunteered
by virtually every member of the CTW staff interviewed. Each individual's
activities were viewed in the light of a corporate instead of a technique
goal. Each individual staff member understood, as witnessed by their
comments, his unique contribution to the overall end of the Corporation.
It is worth mentioning that while many agencies and projects claimed

to have similar circumstances, this was the first where the staff

tempered their comments and activities in light of a set of understood
corporate goals.

It seems to be the case, then, that while tke staff members are
highly competent in their respective areas, (as assured by hiring
policies) this represents only a necessary and not a sufficient condi-
tion. Possibly one other critical ingredient is the orientation of
the staff members of the corporation away from their own particular
technique and toward its application to a real and identifiable problem.
The trainer attempting to interpret these data should take this into
serious consideration in attempting to reproduce that fervor and com-
mitment of activity which seems to permeate the CIW organization. Con-
petency within a technique area is not in and of itself going to pro-
duce an atmosphere such as that represented at C.W.
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Appendix A:

P-001

r-002

P-003

P-004

P-005

P-000

P-007

pP-008

P-009

p-010

P-011

P-012

P-013

P-014

P-015

pP-016

P-017

P-018

P-019

P-020

P-030

P-031

e

(asterisks indicate those interviewed and analyzed)

Television Reading Program . . . . . . . . . « .

Animated Films for Reading Program .

Live Action Films for Reading Program

Video Tape--Studio Bits for Sesame Street Program

*Agsembled Scripts for Reading Program

Serialized Adventure Scripts for Reading Program

Serialized Stories Manuscripts .

Reading Program Magazine . . . .

Reading Program Teacher Guide .

Reading Program Parent Guide . .

*Curriculum for Readinp Program .

Reference Manual:

Survey of Classroom

Index of Tangible "r.o'ucts Including Prodact

Instruction

System for Reading . . . .

Story Boards for Animated Films for Reading Programs

weus

[N Y043 A

. Dev.

. Dev.

. Dev.

. Dev.

. Dev.

. Dev.

« Dev.

. Dif.

. Dev.

. Dev.

. Dev.

. Evl.

. Dev.

Time-l.ife Paperback Reprints--Related to Sesgme

Street . . o« o 00 e 0

Time-Life Book (5 titles) Related to Sesame Street

Case Record Album--Year #1 .

45 R.P.M. Record and Song Folio.

Sesame Street Records--Songs (Not Officially_

Authorized by CIW) . . . .

Subcontracted Fi{lm Strips Related to Sesame Street

Sesame Street Magazinme . . . . . o o o 00 e e e

Inserts for Sesame Street Shows

*Live Action Films for Sesame Street Shows

. Dif.

. Dif..

. Dif.

. Dif.

. Dif.

. Dif.

. Dif.

. Dev.

. Dev.
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Pove as

=022 Animataed Films for Sesame Street Shows o o . . o . o . Do
P-013 ‘ﬁi}m look-=Tnde¥ of Film for Sesame Street . . . . . . Uewv.
P-034 Assembled Scripts for Sesame Street . . . . . . . . . . ey,
P-035 Curriculum for Sesame Street , . . . . « . 4 « « « . . bev.
P-036 Video Tapes of Completed Sesame Street Programs . . . . Dev.
p-037 Masters of Completed Sesame Street Programs . . . . . . Dev.
P-048 *Sound Tracks for Films and Aunimated Segments. . . . . . Dev.
P-050 ETS Evaluation Reports . . . . . « « o o« « o« o o . vl
P-051 Internal Newsletter: 'Scope" ... . . . . . . . . . . . Dir.
pP-052 Video Tapes for Training Films--Concepts for

Teachers and Principals . . . . . . . . . « . . . Dev.

pP-053 Training Progsam for Utilization Coordinaters . . . . . Dev.
P-054 Demonstraiion Program for Folln"—up Agglyggggs_

[or Sesame Street . . . . .« « « « « Dev.
P-055 Films on Sesame Street Jbjectives for Parents . . . . . Dif.
P-056 Films on Sesame Street Objectives for Para-

professionals . . . . . . . .. . . ... .. . . Dif.

p-057 Films on Sesame Street Objectives for Teachers . . . . Dif.
p-058 Operations Manual for Utilization Center Offices . . . Dev.
P-064 Community Resource Directory. . . . . « , « « « « . . . Evl.
P-065 Sesame Street }Magazine--Spanish Lanouage Versiog - - - Dif.
P-066 Guidelines fér Helping Communities Utilize Sesame
Street . . . . . o . L0 e e e e e e e e e Dev.
P-067 Guidelines for Interacting with Community/ )

Neighborhood . . . . . . . . .« « . . « « « « « . Dev.

P-069 Demographic Data on Communities/Neighborhood . . . . . Evl.
P-070 Broadcast Reception Data . . . . « « « « « « « « « « . EvVl.
P-071 Community Resource Data . . . . . « +« « « « . « . « « . Evl.
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Focus
| p-072 Utilization Program Impact Data . . « « « « « &« « o« o « Evl,
pP-073 Data on Kind and Type of Preschoonl Activities
Being Conducted Currently . . . . . . « . . . . . Evl,
P-074 Operational Support Systems (Linkage to Childhood
Care Centers, N.Y.C., etc.). + + « + « « « « « .+ « Dev.
P-075 Community Workshops for Parents, Teachers, and
Administrators for Utilizing Sesame Street . . . . Dev,
p-076 Bilingual Program Project Proposal . . . . . . . . . . Dev.
|
i P-077 Spanish Language Materials for Preschool Teachers . . . Dif.
P
: P-078 Spanish Language Materials for Parents . . . . . . . . Dif.
| P-07¢ . Spanish Language Activities for Preschool Teachers. . . Dif.
|
| P-080 Spanish Language Activities for Parents . . . . . . . . Dif.
| p-081 Teacher-conducted Workshops for Spanish Para-
| professionals . . . + . + . ¢« ¢« « v o« + o« « . Dev.
‘ '
| ‘ P-082 Special Project: Training Program for N.Y.C.
1 Enrollees . « « v ¢« ¢« ¢ v v ¢« ¢ o v o+ « « « o o Dev. -
|
P-083 Audio Tapes for Reading Program for Viewing Center .
Use « &« ¢ ¢ ¢ v v v ¢ 4w ¢ 4 s s 4 e 4 e o & « . . Dif.
P-084 Allied Printed Materials for Reading Program . . . . . Dif.
pP-087 Pilot Films of Reading Program for University
Media Center . . « « « . ¢ v ¢ &« v ¢ « ¢ « « « o . Dev,
- P-088 Survey and Order Form: ETV Stations (for Magazine
Distribution) . . . « . + . « . 4+« « « « +« + .« o Dev,
P-089 Confirmed List of Distributing,éggncies for Sesame
' Street Magazines . . . . . . . s+« ¢ « o« « « o Dev.
P-090 List of Vista Volunteers . . . « « . + . « « « « + « + Evl,
P-091 Magazine Mailing List . « « + ¢« + ¢« 4+ « « + « o « « « + Dev.
P-092 Socilicted Letters From Boards of Education on Needs
for CTW Products « « + + + ¢ ¢« « o « s+ « s « + - . Evl,
P-09% Battery of Language and Reading level Tests . . . . . . Dev. »
P-096 Normative Data on Inner-city Four-year Olds . . . . . . Res. ;
P-097 Data on Program Appeal . . . . . . . . . . . . . . . . Res, 1




pP-101
pP~102
P-103
P-106
P-107
P-109
P-113
P-114
P-115
P-116
P-117
P-117
P-119
P-120
pP-122
P-124
P-125
pP-127
P-128
P-129

P-130

P-132
P-133

P-134
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Memos On Instrumentation . ... . . . . . . .

Final Reports to Funding Agencies e

Professional Publication Articles . . . . .

ETS Achievement Data . « « ¢« « ¢« ¢ ¢ o o« & &

Teaching Research Data on Social Interaction

Description of Target Audience . . . . . . .

Format for Reading Program Research . . . .

List of Stimulus Variables to Be Studied . .

Child Observation System . . +« « « « « « + .
Sight Vocabulary List . . . . . . . . « . .
Tests for Comprehended Language Level . . .

Test Itew Analysis Data . . « + « « « « . .

*Formative Goal Area TestS .+ +« « « o « « & .

Statement of Problem/Goal Areas . . . . . .

Data on Prereadine Skills « « « « « « « « .

*Promotional Film for Reading Program . . . .

*progrESS Reports to USOE ., . ¢ « « o« o « o &

Final Report (Research) . . . . . . . . . .

Research Publication (ETS)-Commercial Version

Catalog of Available Program Material. . . .

Activity Books (Punch-out, Stick-on, Simple

Puzzle BOOKS) « + « « v o o ¢ o o « o
Sesame Street Pop-up Books (4) + « « o » + .
Sesame Street Story Book (1) . . . . . . . .

Sesame Street Puppets . . . . . . . ¢ . . .

Focus

Dev.

DLE.

bir.

Res.

Evl.

Nev

Ivl.

Dev.

Dev.

Evl.

Res.

Dif.

bif,

Dif.

Dif.

Dif.

Dif.




P-135

pP-136

pP-137

p-138

P-139

P-140

P-141

P-142

P-143

P-144

pP-177

pP-178

pP-179

P-183

P-190

pP-191

pP-192

pP-193

P-194

P-196

pP-197

pP-198

pP-199

pP-200
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Baginning Readers:

Bright and Early Series .

Sesame Street Song Book . . . . . . .

Books (2) by Famous Illustrator-Author

Sesame Street--Inspired Toys e e e

Sesame Street--Inspired Games . . . .

Cast Record Album--Year #2 e e e e

Recorded Songs from Sesame Street . .

Educational ‘Greeting Cards Inspired by

Sesame

Streeg e e e e e e e e e e

Comic Strip Inspired by Sesame Street

Guidelines for Helping Communities Utilize

Reading Program . . . . . . . . .

fMagaziEg_A;ticles e e e e e e e e e

*Newspaper Articles + « « « « +« 4« « « .

*News Releases .+ « o o « + o o o o o o

*Field Research Data (Collected) . . .

Sesame Street Calendar . . . . . . . .

Television Viewing Center for Children

Inner-city Utilization Offices . . . .

*Sesame Street Television Programs . .

Filmed Segments for Reading Program .

Writers' Notebook for Reading Program.

Film Book for Reading Program . . . .

Time-Life Learning Kit (Related to Sesame Street).

Sesame Street Magazine--Year #2 .+ . .

Sesame Street Magazine--Spanish Version--Year #2

- T
> e ;

Focus

Dif.

Dif.

Dif.

Dif.

Dif.

Dif.

Dif.

Dif.

Dif.

Dev.

Dif.

Dif.

Dif.

Res.

Dif.

Dif.

Dev.

Dev.
Dif.
Dif.

Dif.

rdietmren e e L,




P-203

P-204
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Focus

Tape File of All Bits, Segments, Inserts for Sesame

SLETEEE v v v v 4 4t e e e e et e e e e e e e e e Dev.

Final bcripts fur Sesame Street . . . + + « +« « « + . Dev.
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Appendix B: 1Index of Management Qutputs Including Output

M-021

M-022

M-023

M-024

M-025

M-026

M-027

M-028

M-029

M-038

M-039

M-040

M-041

M-042

M-043

M-044

M-045

M-046

M-047
M-049

M-059

(asterisks indicate those interviewed and analyzed)

Adequate Operational Supplies for Filming
Television Shows . « « « ¢ ¢« ¢ ¢ ¢« ¢ o o ¢ o« &

Provision of TV Studio Equipment . . . . . . . . .

Informal Finaancial Reports . . . « ¢ ¢« « « o ¢ &

Formal Financial Reports . . « ¢« « ¢« « o+ « o o &

Production Commitment Forms (Internal Request
FOImS) o v v v v v v v 0 0 v o v o 0 0 0 e e

Purchase Orders for TV Production Equipment and
Supplies . « « ¢« « ¢ o v e e s v e e e e

Daily Log of Encumbrances . . . « « « & « o « ¢ ¢ &

Personal Contracts for Subcontracted Work . . . . .

Space/Facilities Contracts for TV Production . . .

*Budget for CTW Operations . « « « ¢« « ¢ ¢« « o o o &

Number omitted

Schedule of Delivery Services for Distribution
of Tapes « « « « « ¢ ¢« &« v v v o v 0. . .

Specification for Production Facilities.. . . . . .

Specifications for Production--Broadcasting Crew .

Weekly Schedule of Television Production . . . . .

Monthly Schedule of Television Production . . . . .

*Writers' Notebook for Sesame Street . . « « « « « .

Distribution Schedule for Sesame Street Shows . . .

*Screening Critique of Sesame Street . . . . . . . .

*Writers' Assignment Sheets for Sesame Street . . .

‘Aqguisition of Facilities for Utilization Oftices .

Focus
Focus
« « Dev.
. . Dif.
. « Evl.
. « Evl.
« « Dev.
« « Dev.
.« . Dev.
« « Dev.
« « Dev.
. . Dif.
. « Dev.
. + Dev.
. « Dev.
« + Dev.
« « Dev.
. « Dev.
« + Dev.
« « Evl,
.« + Dev.
+ + Dev.
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Focus
M-060 *Distribution System forbSesame Street Magazine . . . . . Dev.
M-061 Facilitation of Broadcast Reception . . . . . . . . . . Dif.
M-062 Acquisition of Equipment and Facilities for Viewing
Centers . « +« « ¢ v v v v ¢ ¢ o v v e v v e e e . . Dif.
M-063 Staffing for Viewing Centers . . . . . . . . . . . . . . Dif,
M-068 Cautions Regarding CTW's Relationships to Early
Childhood Education Field . . . . . . « ¢« . . . . . Dev,
M-085 Acquisition of Television Sets for Viewing Centers . . . Dif.
M-086 Consulting Services for School-generated Projects . . . Dev.
M-093 Description of Distribution Depots . . . . . + + + + . . Dev,
M-094 *Dissemination of Research Information . . . . . . . . . Dif,
M-098 Review of Sesame Street Program Scripts . . . . . . . . Evl,
M-099 Researcher Training (OJT) . . . . +« + + « ¢« « « « « « . Dev.
M-100 Tracking of Testing Relative to Sesame Street . . . . . Evl,
M-104 Intraagency Coordination . . . . « +« ¢« « ¢« v ¢« « « « + . Dev.
M-105 Interagency Coordina<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>