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ABSTRACT

' The recurrence of problems in c0tn°ct10n with
research and development (R and D) activities supported by the
Audio-Visual Center of Indiana University led to the development of a
proposed control system. This paper lists those,problems and examines
the assumptions which must be met by the control system--that the
Center will support all types of R and D activities, that there
should be a single control process for all R and D projects, that
there is a fundamental distinction between production and development
activities, that all members of the staff are fully programed, that
ideas and proposals for activities from individuals other than staff
will be accepted.and supported, and that there are a number of points
at which the Center might wish to begin support of a promising 1dea.
A basic model of the proposed control system is presented and
detailed accordlng to each of its three major stages: Stage I deallng
‘with generation and initial screening of ideas, Stage II dealing with
development and generation of initial screening of ideas, and Stage

III covering progect execution and control. (SH) - -
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R&D PRO?ECT CONTROL SYSTEM
|
; Gene L. Wilkinson

This paper is a progress report on the development of a management
céptrol system for research and aevelgpment“projects within the Audio-
V1sua1 Center of Indiana Un1ver31ty. The paper will list a number of
problems which have been noted in past Audio-Visual Center R&D efforts,
examine the assumptions which must be met by any control system, and

provide an overview of the proposed system.

PROBLEMS WITH fAST R&D EFFORTS
A number of problems havg been noted in connection with past and
present research and:development activities supportéd by the Audio-Visual
Center. Amorig these problems are:
1. a lack of co-ordination between the research activities of the
faculty and the operational needs of the AudiOQVisual'Center,
2. a lack of administration control over the types of research
questions asked,
3. a failure to identify the research -nd development activities
.engagéd in by individuals on the Audio-Visual Center staff,
4. a failure to cstablish budget control and cost records for
individuél projects, and
5. a failure to establish qompletioh schedules and product
accountability for project directors.

It was the recurrence of these problems which led to the development of

the following prcposed control system,
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ASSUMPTIONS UNDERLYING PROPOSED SYSTEM
Any operational procedure, if it is to be successfully implemented,
must take into consideration the needs, desires, and philosophy of t.:_he
organization for which 1t: i; designed. This section attempts to sét
forth some of the factors which must be considered ir designing a control - SRR

system for AVC funded R&D projects.

(1) That the Audio- Visual Cent:er will continue to support all types of
research and development activities. !

RéD activities run on a continuum from what is known as "pure"
2 ,

N

research to "pure" development. In the past the A-V Center has supported
through salaries, secrctarial help, etc. a number of rasearch studies

while at the same time supporting a number of devclopment projects. Given

the placemenAt: of the Audio-Visual Center within the academic community of
'Indiana University and given the need of basing operational decisions on
empirical data ra.t:her than intuition, there is no question of whether or
not the A-V Center will continue to support résearch activities but .
rather the ques.t:ion is what rescarch questions shall these efforts seek
to ansver and how shall they be controlled?

(2) That there should b
de’elopment project

a sirple control process fecr all research and

be
S,

What has been envisioned is not separate control systems for research
activities and for development activities, but rather a single system with
a sufficient degree of flexibility to handle all types of R'&D projects,

whether they be pure R, pure D, big R and little d, little 1? and big D, or

l

any ot:her such combination.. This was felt necessary in orderu to co—ordinate

the various types of R&D activities and to eliminate possible confusion on

L4
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the part of individuais proposing projects over what is the entry point
for their particular idea and what types of information are needed in
order to initiatea decision on support.

(3) That there is a fundamental distinction between production and
development activities.

The distinction would be in terms of the client for which rhe
end product of the process is intended. In a production process the

end plroduct: goes directly to the ultimate user of the product. 1In a

development process; the end product would be an in-put to the produc-

tion process. Using this distinction, the activities’ presently carried

out by the Production Department of AVC are p‘roba'bly.mis-labled as pro-

duction and should more logically be classified as prototype deirelopment:

and as such are equivaleunt to the D portion of the term R&ﬁ. " In the. o
‘'same sense, production, in the form of duplication of release prints, is

in fact carriecll out by Calvin Labs under the direction of the Field

Services Department of AVC. Another instance of production activities

within the Audio-Visual Center would be the type of activity carried

out by the Campus Service Sub-Centers, the Phqtd Lab, and Crapﬁics
where the vérious departments engage in a developmex;t process but where ~
the end product goes directly to the final user rather than to a mass
production and distribution network. /
(4) That all members of the Audio-Visual Center professional staff ara /"/ : _ \<
fully programmed. / '
This may be in.either teaching duties within the Division cf /

- /
Instructional Systems Technology and other University divisions, ope7’~

- tional activities of the Audio-Visual 'Cent_er, or combinations of thesge




and other activities, such as contracts and/or individual grants.  The

major point of this. assumption is that if new projects ar2 to be mounted

" existing ‘activities will have to be cut back or different methods of

staffing these activities will have to be .developed.

(5) That ideas and proposals for R&D activities from individuals other
than the Audio-Visual Center staff will be accepted and- supported.

The problem is to meet the needs of the operational activities for

e

infogmation rather than to find R&D activities to fill up the unprogrammed

4 .
time of an R&D staff; therefore, it makes no difference who proposes the

project. - The important consideration is will the project help to satisfy
an operaticnal need?

(6) That there are a2 number of po1nts at which the Aud1o-V1oual Center
might wish to begln sgpport of a promising idea.

In a few cases the AVC would want to support.the developmeht of an

idea into a formal proposal, while in most cases the Center would want a
fully developed time table and budget before committing itself to any -

financial support.

PROPOSED CONTROL PROCESS
FIGURE ONE, on the following page, presents a basic model for the
proposcd system. The system can be divided into threce major sqétions;
Stage I which deals with the gcnération and initial screening,bf R&D
ideas, Stage II which dcals with the deve]opment ‘and screen1ng of R&D

project pxoposals, and Stage I1I which deals with project checut1on and

control, The remaining portion of this paper will look at each of these

three stages in detail.
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STAGE ONE

The flowchart on the following page, FIGURE TWO, outlines the
major steps and decision points within Stage I of the proposed control
process. The following points, although not all of the possible points

for discussion, are of major importance for an understanding of the

.operation of the preposed system: ’

IDEA SOURCES: Any individual or group may propose an idea to the Audio-
Visuél Center for support as long as it is in the proper format and
contains the infovmation necessary to makg a decision.

Eﬂlg!_j;);l 1t is not necessary for the individual to enter the system

- at this point. He may well want to develop the idea through the proposal

_stage outsidé of the control system. 'Prdvisibﬁ for such action is indi-
cated on the left-hand side of the‘flowchart. Submission of the rough
idea“should only occur when the individual requires special financial.

support to develop the idea to the formal proposal stage.

R&D IDEA PROPOSAL FORM: A copy of the R&D Idea Proposal Form is

attached as a supplement to this paper. It askes for four types of
information: (1) a description of the idea, (2) the relation. of the idea
to AVC activities, (3) the support necced, and (4) a target date for
completion of a formal proposal. The form also provides space for
assigning the R&D control number and recording the 5&cision of the
Screening Committee.

R&D CONTROL NUMBER: Any R&D project, whether it is suggested as a
rough 2 .22 or as a compiete prupusai, would be ;ssigned a sequential

R&D contrcl number which would be used to identify the project through .
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the screening process and, if the project is approved for Support,

would be used to maintain cost records on the project. Such numbers

| . . .
.would not be re-used but would be used to maintain a complete master

) -
file of R&D suggestions, both of rejected as well as approved projects.

Mew iumbers would be determined by consulting the master .R&D file and
!
assigning the first vacant number in sequence.

SéREENING COMMITTEE: The _Screening Committee's function would be to ,
approve and co-ordinate all R&D projects. It would consist of four/
permanent member: {t&> Director of the Audio-Visual Center, the Associate
Director for Operatvions, the Assistant Director for Resecarch ‘and Develop-~
ment, and the Head of the Instructional Rescarch and Development Center)
and a fifth member v}ixo\ would be the Head of the operational department

of the AVC most closely identified wit:l': the particular projeét(s) under

consideration, This fifth member would be constantly changing.

DECISION TO SUPPORT: The decision to support the development of an idea

into a formal proposalkwould be based on three considerations: (1) legiti-~
ﬁlacy of the proposal in terms of Audio-Visual Center functions and opera-
tional department needs, (2) priority of the proposal in relation to other
legitimate proposals, and (3) the availability of funds to support the

idea. Consider;ti.o.ns and problems involved in arriving at these decisions

will be discussvéd in a later paper.

COMPLETION SCHEDﬁLE: Once an idea has been approved by the Screening

Committee and a budget has been established, a firm date for submission
~of a formal proposal must be established in order to prevent the activity

of proposal development extending for an interminable length of time.

- 10




STAGE TWO

The flowchart on the following page, FIGURE THREE, outlines the
' ¥

major steps and decision points within Stage II of the proposed control

process. The following points are of major interest:

EXPLORE OUTSIDE FUNDING: Even though the decision to support the devel-
opment of an -idea implies that the idea is of sufficient import;nce and
usefulness that the Audio-Visual Center would be willing to support the
projelct: ‘through operational funds, the possibility oé expanding the .
amount of resources available for R&D activit;ies_ through outside funding,
even on ;)niy a partial basis, must not be overléoked. The project d’irvec-

tor and the Assistant Director. for Research”and Developmenf would work

together on this search.

R&D PROJECT PROPOSAL FORM: A copy of the R&D Project Proposal Form is |
attachéd\as a supplement to this paper. The form asks t:he individual
sugges tlng\ an R&D pro_]ect for all information which would be necessary
in order for the Screening (omqu.t:t:ee to reach a dec1910n on conun1t:t:1ng
AVC funds t:o the project. Mos t\o\i the information requested 1\n the form
is self-explanatm_’y, however, comme{lt: should be made _c_op_ggrm.ng the
~ columns headed 'EYPENDED ON THE PROJ\I.'JCT PRIOR TO THIS REPORT' on pages .
four and five of the form. If the sys;f:em is instituted, this column
would cont:;:n'.n an estimate of all expenditures to date on current R&D
projects. On nev prqjcéct:s, it would only contain expenditures approved
under Stage I of t:i'le control process. The R&D Project Proposal Form

would only be filled out once in the life of a project; up-dating would

be handled throué;h the progress reports to be discussed later.

11
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EXTENSION OF DEADLINES: When an idea has been accepted for support in

e

Stage I, a deédli/ne is set By the Screening Committee fof the completion
of a formal proposal. If this deadline i_; not met, the Screening |
Committee must meet and decide if the deadline is to be extended and

. snpport continued. If support is discontinued, development of the
proposal can.be continued by the ir{dividual, as indicated in FIGURE THREE,
and submitted for consideration at a later time. |

SCREENING COMMITTEE: The decision to suprort an R&D project is made by

the same group and under the same constraints as the decision to support
the development of an idea under Stage I. A decision to support the

development of an idea under Stage I should not be considered a commit-

ment to support the project once the proposal is completed. Each project

should be considered in terms of its own merits and in relation to

¢
‘

competing projects, not in terms of pxior support.

BUDGET GUIDELINES AND COMPLETION SCHEDULE: When a project is approved

. for support under the Audio-Visual Center, the Screening Committee also

approves a long~term budgét, covering the life of the project, and a
deltailed schedule of events an.d steps leading to the completion of

t:h!g project. The budget would be used by Administration in compiling
ye%trly an.d biennial budgets. The budget and schedule become the key

l ;
elélme_nt:s in the automatic control system under Stage I1I of the process.

STAGE THREE
The flowchart on the following page, FIGURE FOUR, outlines the
major steps and 'dt.;':cision points within Stage III of the proposed control

process. The following points are of major interest:

\_ S
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CONTROL FUNCTION: The control of on-going projects under the proposed -
system would become a semi-automatic process. As long as the project
is proceeding on schedule and within budget, there would be no need for
Administratiqn'to interpose itself into the direction of the project.

N
The statﬁs of the project in terms of budget and schedule would be.

obtained by means of the Project Progress Report which would be filled

out by the project director near the end of each allocation period.

PROJECT PROGRESS REPORT: A copy of the Project Progress Report Yorm is

~attached as a supplement to this memo. It asks for three types of

information: (13 progress—~to~date, (2) gogls for the coming peribd, and
(3) support needed for the coming period. If the project is on schedule
and within budget, the report would be filed, after consideration of
necéssary personnel redeployment, and the project would continue auto-~
matically. If the project exceeds thé'ébpioved budget or gets off
schedule? the Screening Committee would meet and decide whether to

adjust the schedule and/or budget or to terminate the project.

ALLOCATIéN PERIOD: It is suggested that the period’ at which project
progresé‘is.accessed should be shortly before the endbof each semester
and summe% session. This is because the major resource to bg considered
is staff time, and decisions to deploy individuals against teaching within
the Diviéion.of Instructional Systems Technology would need to be made

at those times for the coming period.

DISSEMINATE FINAL PRODUCT: Although it is indicated on the control
process as only one block,'this is a major activity in which the AVC

should spend much more effort, particularily in the area of research.

1o
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It should be noted that the control system described above would
only apply to those R&D projects supported wholly or in part by Audio-~
Visual Center funds. Ft does not prevent individuals affiliated with
the' AVC from developing other types of R&D activities as a porﬁion of
their teaching load, on their own time, or under other financial

arrangements, such as independent grants or contracts.

SUPPLEMENTS

The attached forms are rough drafts of forms designed for use
in the proposed control process for research and development
projects within the Audio-Visual Center, Indiana University,

(1) R&D IDEA PROPOSAL fom OOOOOOOOOOOOOOOOPage 15
(2) R&D PROJECT PROPOSAL form .............pages‘l6~21

(3) PROJECT PROGRESS REPORT form ..........page 22
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R&D IDMA PROPOSAL

Avplicant: . THIS SPACE FOk A~V CENTER USE OHLY
Deportment: : : Control Number
Approved []
Date Subtmitieds ' Not Approved [}
" Report Due Date

WORKING TITLE FOR PROPOSAL:
CENERAL DESCRIPTION OF IDEA:

| )
i \

RELATTONSHIP OF TDFA TO GOALS AMND AC"‘IVILIES OF THE AUDIO-VISUAL CENTER AND THE
FIELD OF INSTRUCTIONAL TECHNOLOGY:

SUPPORT REQUESTED TO EMAKLE DEVELOPMENT OF FORMAL PROPOSAL:

TARGET DATE FOR COMPIETION OF FORMAL PROPOGAL:
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RED FIOJIOT PROPOSAL S \_ (
SN LD

Avddo-Vicwsl Contisr =™ T
Indiepa Urdversity

A coypy of this report form 15 tv Lo filicd out for all short and long-term

projects engaged in by depart:aents and/or persom 3l of ths Audio~Visual Cantef,
Indiana University. ‘

For the purposes of this rspor'b, a pro;ject is defined as any act.ivity with &

. anbicipated termlnation dote.vhich carries a cost, including salaries, of more
than $500. |

Tho report form contains 5 major sections:

- PROJZCT ITENTIFICATION
ProJECT DESCRIPTION '
FROCEDURES AND TIME SCHEDULE
PROPOSED EUDGET
EXPENSE RECOVERY AND JUSTIFICATION

Responsibility for £1lling out the regort f£alls on the projact diréctor in

conjuction with the depar’ment hoad(2) of the Audio-Visunl Centsr taving
ad.mim.strative responsibility for ths project.

IDENTIFICATION OF IROJECT

(1) Project Identification lumber
(2) Projoct Title

(3) Projoct Dj.roctor(.s). «so¥ho has dmczdiate respongibility for the direction
end coipleticn of tho projoct?

(L) Administrative Co~crdination...Mhish crsvational dspart:rent(s) of tha
Avdlo~Visvsl Cen ?1 hag administrative recponsibility
for thz projeet? L€ tho project ia not an A~V Centsy
[ ele) hate¥ *c'l ojac t, which University department or
diviston s tus sgonsor of the project?

18




PROJECT DESCRIPTION : e

(1) General Goals of Project....What doea the project hope to achieve? Include
a description of the targat awdience(s) and a
Justification of the need for the project.

(2) Spocification of F.'Lnal Product....In the casz of production projects, is tho
product to be a 1émm film, a slide set, etc. In RD
projects, the final product might take the form of a
formal pudlication, an improved procedvre for uaking
decisions, etc.

(3) Evaluation of Product....How do you proposé to measure the effectivenoss
of the product? What procedures and test population
will be employaod?

19




PROCEDURES AND TIME SCHEDUIE....Describe the basic procedurea to bs employed
o in the project and outlinz a tontative schedule
for implementation and completion of the verious
stages,




L ADPOR7Y BUSGED

e

(1) Persomnel.,..Provide a break-down of huran resources expendoed and camaitted %o tho
project. All amounts in those colwnns are to listed &s man-dny ,
equivalents, For cxample, a graduabe assistant on a 15 howr, 10 month
appointnont worling foll-tims on the project would bo equivalent to -
65 man-days, Waen specific man~day amounts sre not Imow, eotinated
ranges may bs uscd,

. ! .
L)

PER3OMEL. . o 2iot | EXPENDED G TIE PROJECTED EXPEWNDITURE ON THE PROJECT

irdiiduals whzn | PROJICT TRIOR TO] Fisenl Yoor Fiscel Year Fiscal Year
i, THIS REPORY 19__to 19_ _ 19__t0 19_ 19__t0 19_
Frofessicaal . '

veif

€aaduate Assist

i

Clzrical & Staff .

ne @y e pem : ‘
LAY TOTATS I
L e s
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(2) Dollar Costs,....Provide a break-dowm of budizet items (other than salaries) expendied
' and coamitted to the project, All amounts are to be listed in the
various columns as gross dollar values., VWhen spscific valuzs are
not knowr, estimated ranges may be used, Items within the thres moin
classificaticns (supplies, travol, & equipnent) should bas described
 1n accordance with departmental agrecments with adninistration,

EXPENSE ITEM EXPENDED ON TEE PROJECTED BXPENDITURE ON THE PROJECT
. PROJZCT PRIOR TO| Fiscal Year Figcal Year Figcal Year
. THIS RERORT 19 to 19 19__to 19 __ 19__to-19__
Supplies
.
! 24
/ ‘

Equipnent

TOTAY, DOLLAR
COSTS

FOR ADMIIIISTRATION USE ONLY

TCTAL COST &
PROJECT

AYOUNT OF OUTw
SIS SUPPORT

CCST TO AUDIO-
VISUAL CENTER

99




EXFENSE RECOVERY AND JUSTIFICATICH,....Although the informaticn roquested ca this
‘ portion of the repori is divided into threce scperate
growps, it 1s recognived that any cne project could
ccbins aspscts of all three classifications and shounld X
be 50 descrited,

(1) Marketing Prospecus...Make an a pralsal of tho marketability of the potential
product (s This may include an evaluvation as to costs
and pr oupocta for soles, rental, &nd other distribution.

\ | |
(2) Outsi de I'\znding.......Deocribe any grants and/or contracts connected with

the project, including cbligations placed upoa the
Auvdio-Visual Center by the funding . organization,

\
\

\,

(3) Audio-Vievsl Center Funding Justificaticn....If the Audio-Visval Center is
to fund all or part of the project, Justify the
expenditure in ternis of A~V Center programs, goals,
and needs,
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PROJICT PROGRESS REPORT
A copy of this report form is to be filled out for each authorized Audio-Visusl

Center nroject, by the project director, at least one month before the bezinning
of each academic period,

Project Identification Number:

Project Title:

Project Divector: o Date of Report:

(1) Progress to Date,...If the anticipated goals for the period nesr completing

‘ can not be achieved, attach a statement describing the
difficulties encountered and outline steps needed to be

, taken to put the project back on schedule. .
! . —

(2) Goals for the Coming Period....Deseribe in detail, providing initiation and
; and completion dates when possible, the anticipated.
; ' project goals for the coming academic period.

(3) Support Needed.,,.List the man-days and other resourses nzecded to achieve the
anticipated project roals during the coming pericd.

CRSOMMETL, REQUIRMMENTS OTHER RESOJRCE REQUIRZMENTS

" Professional Staff ’ Supplies

Craduate Assistants

L

Clayrical énd Staff Travel

Hourly . Bguipment




