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IHF RESEARCH AND DEVELOPMENT CENTER PROGRAM OF THE
U.S. OFFICE OF EDUCATION

Recognition ol the contral role played by educat ion in modern socioy
is now reaching o limax, The amount of attention given to educat ionul
matters by the press and other media has rcached new highs, 0f course
much ot this attention has been genecated by new proposals fHr Fedoral
legislation in the arca of education, yet thesc proposals themsclves ar.
reflections ot the widespread belief that improvement of edication is o
high priority national goal.

There have becn twe principal foci of this public discussion., The
first has tov do with the impcrtance of education in solving cartain
crucial social and cconomic problems of our scciety. Although therc¢ are
many facets of this, perhaps the most important is what might be termed
the "manpower syndrome', or the interrelated problems of unemployment,
poverty, automation, the acceleration of modern technology, amd the nced
for highly specialized types of skilled manpower,

This concern is not cntirely new. Indced, at a rather naive levci therc
has long been a belief that education was panacea for all sorts of social
and economic problems., What is new is the recent concentration of effort
on defining those problems for which education might realistically be
expected to fulfill its promise, and on developing practical ways of
chanzing educational practices and programs to achieve these ends.

The second focus has been upon the improvement of education itself,
Here there hll been .n sore heated dalog, but whatever the judgements as

to the success or failure of our educational institutions in the past, there




tovrde soread goreement thc the whole eduvcat ional procoss must by
cercsamined and impr oved i we are to meet the needs of tommorrow,

tne of the priacipal characteristics of modern society has been
"he insticuticnalization of innovation - the crcation ot spectaliz
otganizations devoled to producing change on the basis of scientific
research, We are all familiar with this approach in the fields of
industry, medicine, agriculture, and defense, Tn 1963 a major step
in ¢extonding this approach to the field of educat ion was taken when
the U.S. Office ot Education initiated its Research and Develupment
Center Program.

The Cooperative Rescarch Program of the Office had been sponsoring
basic and applied research projects in a modest way since 1956, In
later years as funds increased, curriculum cevelopment, projects and
field demonstrations were added to the program, However, therc was a
{celing that perhaps our shots were being scattered and that research
findings were not leading to inmovations which were implemented in the
schools,

The Rescarch and Development Center Program was devised for the
purpose of concentrating human and financial resources on significant
cducational problems over an extended period of time in ordei to improve.
our understanding of these problems and to develop and disseminate
specif ic innovations., Each works along the entire continum frow basic
research to action programs,

Under the Cooperative Research Act, colleges, universities, and

State departments of education are eligible to participate in the program.



Proo salbs are reccived trom foterested institutions ang agedCios cnee
veestr o oon becember st and reviewed by a speciar pancl of nonevovern oo
Capailae  Thio pancl makes site visits to tue jastitutrons wicht the o o
promisan, [roposals before making its final rocommendat ions to the
Researclh Advisory Council, vhich in turn makes recommendat ions to thy
Commrissioner of Eaucation,

{n the pattern that has developed. each Center is ¢stablished throuuh
a tive-year cost reimbursement contract betwecen the Office of Fducation
and the sponsoring institution, The Federal Govermment is providing
approximately one-half million dollars to cach Center annually, and the
sponsoring institutions have been contributing substantial amounts of
their own funds, Provision is made in the contract for an intensive
evaluation of each Center's program and accomplishments at the end of the
first four yeais, at which time a decision will be made whether to
extend the contract for another five years or to phase it out,

One of the criteria used in evaluating proposals for the establish-
ment of research.and development centers i. that che institution already
have a highly competent staff that has made significant contributions
to knowledge in the chosen problem area. It is also expected that the
institution will comrit a substantial portion of its resources and funds
to the center, Thus, the program self-consciously seeks to build on
strengthe. We of course lay ourselves open to the criticism that the big
get bigger and the small get smaller, but wé feel that such an approach
is necessary in a program of this magnitude. There are other programs
through which the Office of Education is seeking to increase the capacity

of smaller institutions to conduct such enterprises, The Office has rupported



B progects gt osmaller lastitutions through its Programs in Basic anc

Applicd Research, Curricuvlum, Demonstratior, and Small Grants,

Iotrtotior=building 1s an important by-product of thes program: , o

Note vogquire major commitwment s on the part ! the Sponsor g insi oo
To date, towr rescard: ~ni development ccntoers have been establisd g,

Those at the University of Pittsburgh and th. University of Oregon start..
uperating in the spring ¢f 1964 and were funded from the fiscal y ear

1964 appropriation. Those at the University of Wisconsin and Harvard
University commenced operations in the Fall of 1964 with funds from

fiscal year 1965. It is _.ccted that additional centers will be selected
f:om among proposals now being reviewed and will he established after

July 1 with fiscal year 1966 funds.

Since we are to hcar papers today by representat.ves of each of the
tour existing centers, we shail not present further dotails about the
individual centers. In the remainder of this paper we shall discuss
tertain common characteristics of these centers and some of the problems
and strains which may be a.scciated with these characteristics.

Inthe first place, each center is prcblem-oriented and receives
program support rather than project support to study the problem selected.
This means, on the one hand, that a center is not free to pursue any
cducational topic that may interest its staff, On the other hand, each
center has a broad mandate to fotnulate'its own program within the
limits of the problem selected without the necessity of obtaining approvul
for individual projects from the Office of Educatiom. By concentrating

ctffort on a given problem, a coordinated and interrclated series .f projects
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coa to e eloped which reintorce cach other, Promising lcads 1.
POocject caa b apmediately 1ollowed up in anoiner; research finding.
can tead divectly into the dovelopment of cducational innovations, il
an ool as these bave been properly cvaluated work can begin on

d

irsrmination and implementation, Development and dissemination projoedt:
can bepin immedistely on the basis of work previously done at the
institution and elscwhere and need not wait for the center's basic
reocatreh program to uear ruit,

In the sccond place, it is expected that each center will be
interdisciplinary in nature and broadly based in the institution. The
center is not the tunction of any cne department or school, but a
means by which the institution mobilizes all its relevant resources.
Staff is brought into the center from the school of education, behavioral
science departments such as psychology, sociology, and political sciencc
and from subject-matter fields in the sciences and humanitigs. In
addition, working rclationships are established with other units of the
university, such #s computer centers, laborator, _.hools, and educational
television centers, Finally, the operation of the center is extended
beyond the limits of the institution by establishing cooperative r-liation-
ships with State departments of education, local school systems, other
universities and teacher trgining colleges, and relevant professional
associations and non-profit organizations. The actual organizational
arrangements whercby this broad participation and involvement is achicved
vary from ccnter to center, but in each it is a clearly recognized aspect

of its structure,
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Ancther cbaracteristic is diversity (ot function, to which rofcr. ..
Pos already boeea mado, The work of the coater is eapected to b
Lirmly based 1n basic research and lead to the growth of knowledee i
Cducs tironoand the behavional sclences, This, in tuin, should load t.
applivd research and develosmental activitics and the production of
specific innovaticns, Finally, these innovations must be field tcsted,
demonstration centers established, information widely disseminated,
and new educational practices adopted in local school systems and
institutions of higher education. However, the relationships among
these functions are complex, and often it is not easy to determine
where one shades off and another begins. It is also necessary to build
in feedback loops so that unexpected findings in one part of the
process can be brought to bear on work being done in other parts.

Given these charactcristics, educational research and development
centers have certain problems, real and potential, which call for
creative solutions., It is clear that they are complex organizations
requiring high level administrative leadership, They exist within a
university and must relate to various parts of the university and
organizations of the university. At the same time they must retain a
degree of autonomy and focus upon their organizational purpose.

Perhaps much can be learned from similar organizations that have
set up in other fields, but thera is undoubtly much that is unique and
tor which new solutions must be found. One of these unique features
1s the necessity of creating a new role - that of the education change
agent. If the results of work in research and development are to

have a concrete effect upon educational Practice, it would appear that a



wlote nLw draicssion must b (reated in which neople are trammea toe
‘nterpret educat fonal innovat.oas to practitioners and administrater
od show how they can be successfully adapted to local sit t:ons,

tne potential prob'em derives from the effort to graft a mission-
~1icated organization upon an academic i{nstitution, How can cach
center mawntain its focus upon its chosen problem, coordinating o dozon
gitlerent enterpriscs, while maintaining the interest and participation
of facuity members from a variety of differcnt departments and disciplinc
all or whom have other important professional reference groups, but
whose caveer lines have intersected at a given time and place? Esscntially,
each center must fird a solution that is intermediate to two organizational
models, On the one hand, it must avoid a strictly "bureaucratic model,"
with ite lines of authority and division of labor; but equally it must
eschew the "academic freedom model' in which each professor pursues
whatever interest his fancy may dictate.

Another probiem of coordination concerns the diversity of function
cncompassed in a center, Will the same individuals who conduct succcssful
research projects carry the project through its development and disscmina-
tion phases, or will specialists be developed for thes¢ functions? One
suspects that here the answer will be mixed; that there will be a
development of specialists, but that a premium will be placed on training
and recruitiag individuals whose interest and commitment is to both
basic research and the application of research to educational problems.

These, then, are some of the possible problems as seen from Washington,.
It is hoped that the remaining papers will touch upon some of these issues

from the "insider'd'point of view. It is noteworthy that the Pittsburgh



Center has provided tor a spocial staff, ro:poasiole to the centor's
toard of Vi.itor., wheoo function is to make a continuing study o1 i
center's urganizatiﬁn and operations. Paul Lazarsteld and Sam »iober
of Columbia University arc also making a study of cducational rescardd
burcous in the inited States under a contract with the U,s, Office ot
Education. It is hoped that out of such efforts will come new insights
into the operating of research and development enterprises.

In closing, we would like to say a few words about the program for
Regional Educational Laboratories which is now being considered by th.
Congress. A request for 45 million dollars will be made for this
program of which 22.5 million dollars will be for construction and
equipment of research facilities, Authority and funds for conmstruction
are not now available to the Research and Development Center Program.
Beyond this, the laboratories will be similar to research and development
centers in some respects, but will be on a much larger scale and broader
in function. It is expected that they will be general-purpose rather
than problem-oriented. Training programs will be an impcr_ant part of
their operation, and special emphasis will be placed upon service functions
involving dissemination and implementations of innovations through
cducational change agents,

For the moment, the Laboratory Program is conceived as separate from
the Research and Development Center Program. Perhaps some or all of the
existing centers will wish to become Regional Laboratories. Nevertheless,
there may well be justifications for continuing a Research and Development
Center Program in its present form. Only time will tell how all of this

will work out. In any evemt, it is clear that exciting years lie ahead

in educational research.



