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E. Presentation of Practice and Reinforcement

The incorporation of practice opportunities and the provision of
reinforcement for the Project Manager Training Package will be done basi=
cally as in the Orientation Package. There are however some differences
which require special emphasis.

The larger number of lessons and the desire to secure a greater or
stronger acquisition of specific skills and abilities on the part of the
learner necessitates that there be many opportunities to practice skills
and behaviors within each lesson than in the case of the Orientation
Package. It is planned to have a larger variety of exercises in order
to both practice particular skills as well as to give a diversity of
application. The provision of practice in the irdividual lessons will be
done largely through mini-exercises, immedlate reinforcement or feedback
will be provided. In those situations, where the correctness of the
practice is open to judgment, reinforcement will be provided by the in=-
corporation of solutions which reflect a desired or recommended handling
of the problem,

In order to develop a synthesis of the separate skills obtained
from the lessons, the case-simulation as described in Section IV will be
used as the basic vehicle for this integration. Reinforcement will be
handled by presenting the learner with a solution indicating how the
problem might have been handled by a person competent in the field.

In developing the practice and reinforcement sequence, the total
package will be organized so that the student has had an opportunity to
practice and be reinforced on a mini-exercise related to the behavior re-
quired to deal with that dimension of the simulation exercise before

participating in the case=-simulation,
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F. Quality Control

In terms of basic dimensions, quality control procedures for the
Project Management Training Package are not substantially different from
that for the Executive Orientation Package. The difference however is
in terms of number of objectives involved as well as the scope of content
and duration of individual lessons in the total package, This makes
the process of quality control somewhat more difficult to design., Pre-
liminary suggestions for a quality control design for both the learner

and total package dimension are presented below.

The Learner
The basic function of the quality control procedure from the
learner's viewpoint is essentially developing a methodology for letting

the student know how well he is doing and where he needs to receive
additional instruction. In addition, he should react to each element
of the total package in terms of its helpfulness to him in achieving
the objective set forth.

It is proposed that three items be developed in order to jnsure
the quality control. One procedure would be to ask the student to
complete again the project management inventory and develop a profile
in exactly the same manner as before starting the lesson. He would
then be urged to compare the two profiles and notice where discrepencies
occurred, He would then be directed to review those sections of the
total package which would help him to correct the deficiencies. The

second item would be the development and administration of a cognitive

achievement test so that content of the individual lessons could be
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assessed and revised, The cognitive test would be of an objective form
with an answer key provided so that the student could immediately assess
his own performance and correct possible deficiencies by reading the
appropriate sections. Directions would be incorporated into the general
instructions for the manual! to cover the situation when materials are
used in a workshop or seminar environment. Directors of such seminars
would be encouraged to forward the results of such examinations to the
appropriate agency so that a summative evaluation could be carried out
and subsequent materials revised. This cognitive test would be in
addition to the individual pre and post test designed for each lesson.
The third item would be the development of a rating form or reaction
sheet which would permit the learner to react to individual lessons
with regard to appropriateness of examples, illustrations, practice
exercises, format, and related items. Such reaction sheets could be
forwarded to an appropriate designated agency for consolidation and
development of suggestions for revision.

Total package. The essential function of total package quality

control would be to provide a mechantsm so that the agency distributing
the self-instructional materials could secure reactions leading to
necessary revisions. Some possibilities such as providing a detachable
sheet as in the case of the Executive Orientation, follow-on from the
support agency to the students after completion of the exercise to
determine utilization of content and skills, or some similar alternative
could be considered. It is proposed that the principle vehicle for

checking up on the utility of the total package would be essentially that
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of the detachable sheet within the package which is completed upon
termination of all lessons. This form would provide an opportunity for
the individual learner as well as a workshop director to react to such
items as the content coveraae, the examples used in connection with the
content, the mode and methodology of presentation, the practice oppor-
tunities within each lesson, and similar cognitive dimensions. A second
section would be devoted to affective dimensions associated with the
materials. Items dealing with the motivational nature of the content,
its function as a stimulant to secure additional project management
training, encouragement to read additional materials, and measures of
whether or not the material is interesting would be incorporated in
this dimension.

Subsequent to the development of the prototype materials, it is
suggested that some thought be given to developing a feasible and prac-
tical way of determining the utilization of the skills and the value of
the total package in an actual situation. A vehicle which would allow
for the follow-up of a student completing the package to see if the skills
were used and if they did benefit or improve his practice of project
management would be highly desirable. Another procedure that might
possibly be employed would be to develop some type of continuous follow=-
up with the student to insure utilization of the skills. This might be
done by sending him a monthly problem or topic with which he could apply
his skills and serve as a ''jogger'' to his memory. Such notes or problems
could be sent on a monthly basis for a period of six months to a year.

The development of quality control checks and procedures for both

the learner and the total package themselves will have to be checked for
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quality control from time to time. The suggested forms and scales
developed above might not provide the necessary type of student reaction
useful to conducting proper revision of the packages. It is suggested
therefore that a periodic schedule of review of the packages be developed
so that information and feedback received from time to time might be

summarized and necessary materials revision be made.
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G. Case-Simulation Component

Specifications for the development of the total instructional pack~-
age as contained in both the contract and the RBS memorandum of November
1970 included a requirement that the Project Manager Training Package be
so designed that approximately half of the total time of a 40-hour work-
shop setting be allocated to participant involvement in some type of case-
simulation to apply the skills and concepts learned from the self-
instructional materials. This section outlines the preliminary design
specifications to meet this requirement.

In the context used here, ''case-simulation'' means some type of
student activity which is larger than the single practice exercise
employed in the self-instructional package to practice a particular skill,
The basic function of the case-simulation is to place the student In an
operational setting where he can begin to synthesize the separate skllls
and to operate more in the manner which it is conceived that a project
director or manager would operate.

The role of the case study approach in the training of management
personnel has been well documented by Willings. Several types of case
situations including discussion, in-basket, role-playing, simulated
management, and group simulated management technique are reviewed,
Suggestions for using and preparing case studies are presented. The
development of a group simulation project management exercise has been

reported upon by Cook and Dillman®™ and Dillman® This exercise was

“Desmond L. Cook and Duane Dillman, "Simulation in the Training of Research
and Development Project Managers,'' Educational Technology, 9: 39-43,
May, 1969.
Duane H. Dillman, A Simulation Exercise For the Training of Educational
Research and Development Program Managers, Ph.D. Dissertation, Ohio

State University, 1969.
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utilized in a series of project management training seminars conducted under
a grant from the U. S. Office of Education. The current version of this
case-simulation exercise is titled SIMTAR. It has been employed in a

wide variety of settings, including workshop activities carried out under

the current contractor for this effort.

1. Consideration of Alternatives

The above discussion points out that there are various alternatives
available with regard to the type of case-~simulation that might be employed
in this component of the total package. In considering alternatives,
several preferences were identified which had an influence upon the final
specification selection as described below. These several preferences were
as follows:

a. The exercise should provide the student with an opportunity to

integrate and synthesize performance and knowledge gained in

the self-instructional materials.

b. The exercise should be viewed as a stand alone item. The student

could choose or not to complete it, However, it should not be
possible for a student to complete the exercise unless he had
first completed the self-instructional materials.

c. The basic setting for the case-simulation should be that of an
LEA and the problems involved should be of the type likely to
be or actually encountered in the LEA situation.

d. The exercise should present situations to the trainee which
involve problems reflecting vertical organizational levels as
well as lateral and communication problems.

In addition to the prefcrences identified, two major issues appeared
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in discussion of alternatives which operated to influence the final
design.

Individual versus Group. As previously noted, emphasis in the self-

instructional materials package was given to developing a design allowing
the student to move at his own rate through the materials. Emphasis was
upon individual as contrasted to group activity. A major question arose
as to whether or not the case-simulation should be restricted to an in=
dividualized approach. Put another way, should the case be developed so
that the student could work by himself without the presence of a ljve
operator or instructor? After giving consideration to the general
context in which the proposed training materials would be used, which
would largely be that of a structured workshop environment, a decision
was made that the case-simulation exercise would be group oriented and
take place within some kind of instructor or operator present environment.
While operating in a group atmosphere, no attempt would be made to play
different group roles but the emphasis would be upon a single role that
of project manager. In effect, the group would be establishing a con-
sensus with regard to the product or output of their deliberations. For
each dimension or aspect of the case-simulation, the necessary products
or output to be produced by the group would be carefully specified. This
choice was made under the assumption that project proposal development,
implementation, and operation in most actual settings, would take place
in a group atmosphere as contrasted to an individual working alone,

Continuous versus Discontinuous Case. A second major question

focused upon whether or not the case ought to be continuous or discontine-

uous in nature. Continuous here means that each succeeding part of the
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case would build upon a prior step. Discontinuous means that the
individual phases would be considered as separate or disaggregated
elements, Arguments for the continuous case involved ideas that it
would provide continuity and create motivation to follow-through on a
problem. Arguments against this option involved the realization that
case situation might not be able to be too specific and hence wind up
being general in nature. A continuous case might also present a problem
not generally related to student's area of interest and thus create a
motivation problem, Arguments for the discontinuous case involved ideas
focusing upon the ability to better focus upon problems, easier to

focus upon products to be produced, easier to manage the student through
the learning process, the ability to establish possible '*'school solu-
tions,'" and be more likely to hit heterogeneous interests of the traln=
ees by providing a variety of problems. The argument against this
option involved the fact that there w !d be a diminished continuity and
the likelihood of there not being any integration provided to the student
unless he were able to develop it for himself,

Consistent with the general constraints stated in the agreements,
the several considerations and issues identified above, plus the general
function of the component, three possible alternative formats for the
case-simulation were discussed. In developing the alternatives, the
number discussed was reduced to a feasible number by not considering
such case techniques as role playing, in-basket situations, and the
like. Two reasons exist for this action., The first was the limitation
of time available for the project staff to become fully acquainted with

each type and jts advantages and limitations. The second is that the
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staff has already had some experience in developing group simulation
exercises plus participating in them. It was deemed desirable to caplt-
alize on this experience in exercise development in view of the time
limitations., Future revisions of this total package might give more
careful consideration to other techniques. The alternatives presented

below would fall in the general category of group simulated management

techniques as described by Willings. This category was chosen In view
of the earlier decision to go with some group procedure. These alterna-
tives have been identified as (a) proposal development, (b) component
analysis, (c) problem analysis.

Proposal Development. One possible format would be for the tralnee

groups to develop a proposal using the skills «cquired in the planning
phase and then actually implement it in a given situation so that, im-
plementation, operational control problems, and termination could be
practiced. Such an approach would provide the student with the most
direct experience in the synthesis and application of skills and know-

ledge. Past experience with SIMTAR exercise, which is devoted to the

planning phase alone, has indicated that satisfactory grasp of the
principles involved without the actual creation of a proposal documant

has required approximately four to five half days of instruction time or

a total of 20 hours. Even then, opportunities for implementing to gain
experience with control have not been possible. While offering the
advantage of being creative, this format also has the negative feature
of being exceptionally time-consuming particularly in view of the time
constraints for the total package. Utilization of this alternatlve

would also create follow up problems in that each group would create a
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different proposal hence there would be difficulty in arriving at a
commonality of experience for the other phases of project management.

Component Analysis. Recognizing the limitations imposed by the

propusal development alternative, a modified alternative would be to
allow the group to create a proposal and its major dimensions but then
select a particular component or package and explicate it in more detail.
This detail might cover the construction of a work flow, the preparation
of resource allocation charts, budget, and indicate how they would gear-
up to implement this component. As for the control section, the group
could develop a reporting format for that particular component and then
indicate how the work effort would be terminated at the end of the pro=-

ject. In addition to the actual creation of a nlan by the participants,

another approach within this alternative would be to present the students
with a completed proposal, have a component identified which they would
then explicate in more detail. This would permit the development of an
operational control problem by the training materials development staff
which the group would then be asked to deal with during that phase. The
development of this alternative and its implementation would not appear
to violate the time constraints yet meet the desired condition of empha=-
sizing skills and providing for creative opportunities.

Problem Analysis. A third alternative would be to present the

students with a series of four separate problems, one dealing with each
of the four phases, For exawple, a proposal might be presented to the
group and they would be asked to critique that proposal in terms of ac-
cepted principles of planning. For the gear-up phase, another different

proposal might be presented and the students asked to develop a gear-up

120




116

plan. Similar action would be taken for the control and termination
phases. Under this alternative, four different problems would be present-
ed to the group each derived from a different proposal or actual situation.
This alternative would provide an opportunity to deal with a wide variety
of activities representative of projects in the LEA as well as providing
diversity in problem substance. This alternative would require that the
proposals be carefully selected with regard to the particular phase with
which it is designed to be used, Careful structuring of the problem

would permit an exercise that would not violate the time constraint.

2. Case-Simulation Specifications
After discussion by the project staff, a decision was made to employ
the format represented by the Problem Analysis alternative. Given this
choice, several additional specifications relative to the case-simulation
have been set forth. The specifications are listed below with the recog-
nition that additional ones might be incorporated as the actual materials
are developed.
a. The case simulation will have two basic parts. One part
will contain a description of a hypothetical LEA in order
to provide an organizational setting for the problems.
The second part will consist of those directions, docunents,
worksheets, and related items which will work the groups
of students through the exercise.
b. The case-simulation will have four distinct problems

each identified with a major phase of project management.
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c. Each problem or phase exercise will be allocated approxi-
mately three to four hours to work out.

d. For each type of exercise, a ''school solution' will be
developed suggesting how the problem might be developed
and handled.

e. An instructors manual devoted to the general intent of
the case-simulation along with instructions for use will
be developed and included in the package.

f. Proposals and problem situations will be drawn whenever
possible from actual LEA situations.

Principles and procedures regarding management simulation exercises as

set forth by Willings and Greene and Sisson in Dynamic Management

Decision Games™ and similar references will be employed in order to

assure that the final product represents the most current thinking with
regard to how such exercises should be developed. An outline of this

ccmponent is presented as Figure 5.

“J.R. Greene and R.L. Sisson, Dynamic Management Decision Games, New
York: Wiley & Sons, 1959,
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CASE=~S MU~
LATION
COMPONENT
INSTRUCTOR'S STUDENT
MANUAL MATERIALS
LEA SETTING EXERCISE
DESCRIPTION DOCUMENTS

PROBLEMS SOLUTIONS

Figure 6. Case-Simulation Component
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IV. SAMPLE LESSON: LESSON 1, ORIENTATION PACKAGE

110

BUILDING CONVICTION

PROJECT MANAGEMENT ORIENTATION COURSE
CONTRACT BY RBS, INC.
PHILADELPHIA

LESSON 1: BUILDING CONVICTION

Introduction to LEA Project Management Capability

The objective of this orientation course is to introduce you to the

concept of project management and project management capability. You will

learn about the payoff or benefit to the local school when it adopts pro-
ject management. You will also learn of some limitations for this project
management capability. Succeeding lessons of this course will deal with
organizational settings, some of the relationships between projects and
the functional departments of the school district in carrying out its
educational role. A local school can obtain a management capability for
dealing with the complexity of federally funded projects and locally fund-
ed projects if facilitating organizational pattern and administrative
procedures are used. An individually tailored pattern can be designed,
adopted and executed., All parties performing contributive functions need

to become committed to the successful operation of the new pattern,

Student Activity: Turn on the slide projector and exhibit slides
1 through 7 as indicated by the slide number symbol written into
the text,

Project

What is a project?

Slide 1

The concept of a project is defined by certain of its characteristics,

Educational projects are those activities in a school setting which:
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Slide 2

are goal oriented, that is, the activity is aimed toward some defined goal;

Slide 3

have at the time of Planning some uncertainty about the path leading toward

the end product;

Slide 4

deliver some definable end product;

Slide 5

have a time schedule that includes a start date and a completion datc;

Slide 6

develops the end product within a cost allocation;

Slide 7

and accomplish the goal within a designated performance level. To tighten
the concept of project we can contrast it with those activities in a schoo!
which are not projects. The established curriculum of a program in a
school which continues in operation time after time is not consldered a pro=
ject. A program which does not have a specific completion time and where
the costs are not examined against a performance criteria but simply com-
pared to a budgeted amount for operating the program Is not a project,
Functional activities such as accounting, payroll, cafeteria operation, or

the activities of the various teaching departments are not projects.

Student Activity: Turn off slide projector.
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A project then, has a specified goal, has uncertainty about how it is
to be achieved, will have an end product, has a start date, a completion
date, a cost limit and a level of performance for acceptability,

Occasionally, educators ask, 'What's so good about a project rationale
for viewing our activitics?' To answer for the ""good"' of a project rationale
is to answer the question, '‘Has project management been successful?'

There are many examples in industry or government of projects result-
ing in successful completion of a complex goal. In such cases, the major
contributing factor was the use of project management as a tool. Ffor exam=
ple, the Polaris Missile Program which placed deterrent missiles aboard
submarines of the United States Navy was treated as a special project within
the Department of Defense. Admiral Raburn was put in charge of this project
which started in 1957, He was given authority to select his staff from any
government agency. He was able to cross functional lines of the Federal
Government to assemble resources. His planning group established a goal,
worked out missions and tasks, developed a time schedule, and planned the
activity. They developed a new management tool to manage the total complex
activity called PERT, an acronym for Performance Evaluation and Review Tech-
nique, This technique subsequently has been adapted to many other discip-
lines as an excellent management tool. The Polaris Planning Staff contin-
ually reviewed the effort, evaluated their progress, and revised the plan.
They completed their project in three years instead of six years which was
originally allocated,

Another example is the Apollo Project which is a part of the overall
NASA Space Program. Sam C. Phillips was put in charge. He assisted in the

selection of a staff from among the NASA group and the astronaut tcam. Thls
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project had as its goal former President Kennedy's objective of putting a
man on the moon prior to 1970, This staff planned the various missions,
established a time schedule, reviewed, evaluated and modified their plans
to accomplish the goal. As we all know this project did succeed in its goal.

Another example is the construction of the world fair sites. Each of
these was treated as a project. Specifically these were the 1964 New York
World's Fair, the Exposition in Toronto, and Disney's Florida Disney World,
The latter is scheduled to open in October 1971. These are examples of
activities which are goal oriented, have start and stop dates, programmed
costs, schedules, reviews, and management techniques all of which are aimed
-t the accomplishment of a goal,

A final example is product development in industry, One is Chevrolet's
'Wega,' a small car entry into the market scheduled for the year 1970, A
project manager obtained his staff from the parent company. This project
team made plans, established a target date, performance standards, reviewed,

evaluated, and they put the product on the market at the target date.

Student Activity: Using an available newspaper or a weekly ncws
magazine, find a project described in a news article as differentiated
from a non-project which is without a goal, without a specified stop
date and without planned evaluation and performance measures. Consult
with a discussion leader or a knowledgeable contemporary on the
appropriateness of the article selected.

There are also some good examples of project management in the educa=-
tional field. Project management here is most often identified with require=
ments found in federal legislation such as the Elementary and Secondary
Education Act of 1965 which became Public Law 89-10. A specific section,

Title | (Financial Assistance to Local Education Agencies for the Education
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of Children of Low Income Families) specifies a requirement for a plan,
periodic evaluation, review and reporting of the activity, There is
usually a termination date for the project. Another example is the North-
ern Virginia Technical College where a grant was provided to assist in
developing the steps in planning, constructing, equipping and furnishing
the physical plant of the college as well as those intellectual factors
relevant to constructing a curriculum, detailing course content, writing

a catelog and the securing of a faculty to instruct the first 500 students
enrolled. PERT was a planning tool used there. Another example of an
education project occurred at the University of Toledo dealing with an
educational specification for a comprehensive elementary teacher education
program. The work was performed under the sponsorship of the U. S.
Department of Health, Education and Welfare. The actlvity, which included
designing educational specifications, was treated precisely as a project,
e.g. had a certain goal, developed the specifications in a certain time,
and submitted a final report on October 1, 1968. The project was complet-
ed within a budgeted cost and at an established level of acceptable per-
formance. A gencral educational example is the construction of a new
building. This activity is a project where one principal or potential
principal is assigned as project director and the goal becomes, ''the build-
ing will be ready for occupancy by a certain date and within certain cost

limitations and to a certain standard of acceptance,'

Student Activity: Using an educational, professional, or news
magazine, find an educational project described therein. Consult
with a discussion leader or a contemporary as to the appropriate-
ness of your choice.
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Up to this point an attempt has been made to bring you to an aware-
ness level of the definition of an educational project, It is belicved
that you could now distinguish a project from a non=-project in your educa-

tional setting.

Management of Projects

The management of a project has additional characteristics and tech=-
niques available to those described for a project itself, These character-
istics are:

1) Projects have project directors, sometimes called managers,

whose job begins in the project planning and ceases with

project termination whereas activitics which are non=-projects
have program coordinators, also called supervisors, adminis-
trators, or directors whose job exists in spite of the status

of particular programs,

Student Activity: Turn on the slide projector and exhibit the
slides as indicated

Slide 8

2) The role of a project director involves duties or actions such as:

Slide 9

Planner and integrator of the activity,

Slide 10
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The evaluator of the process,

Slide 11

The decision maker of the process,

Slide 12

And the implementor of decisions,

Slide 13

The project management missions can be grouped into four phases

of operation.

Slide 14

a. The planning phase includes the definition of the
project, the detailed planning for work or tasks,

determining schedules, cost of materials and manpower,

Slide 15

b. The implementation phase is when the equipment, per-

sonnel, and materials are acquired so that the project

can begin.

Slide 16

c. The operational control phase consists of those act-

ivities and efforts which are aimed at the accomplish~

ment of the project goal; and,

Slide 17
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d. Termination includes those activities or efforts
dealing with ending of the project subsequent to

completion of the goal,

Slide 18

L) There are various project management techniques which are:

Slide 19

a, Time scheduling;

b. Fund allocating;

Slide 20

Cc. Resource allocating;

d. Planning specific work and scheduling actions;

Slide 21

e. Responsibility delineations;

f. Evaluation and review;

Slide 22

g. Directing others;

h. Controlling,

Student Activity: Turn off slide projector, At this point the
attendees are to be given a list of descriptive activities which
occur in a school setting. The instructions are, ''"You are to
select those which are projects and those which are non-projects,'
List A follows:
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LIST A

The elementary mathematics program as identified by the K through 6 printed
workbook material and textbooks.

A committee action directed to make a detailed investigation of the nced
for an electronic computer data processing system forthe school with the
recommendation ¢o be reported by July 1,

The staff effort focused on planning, making arrangements for, and conducting
the second semester adult education program where plans arc to be approvad
by the Superintendent on or before December 1.

A committee to investigate and report by September 1, seclection of a
textbook for the 9th grade science program,

The staff activity involved in accounting for expenses within the various
appropriation categories,

A group composed of administrative staff and citizens of the Advisory Com=
mittee whe are to develop a program and to conduct voter-orientation meetings
for the purpose of getting an approval for a bond or operating levy at the
May primary election,

The group of coaches successfully conducting the inner-scholastic athletics
for the school,

The administrative staff assigned responsibllity to develop procuremcnt
policies and selection criteria for acquisition of buses, these policies tn
be reported prior to a specific date,

The foreign language education program operated by the language teacher

at the high school,
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Some activities exist in an LEA which are on-going and could be re-
oriented as projects. Some of these are: curriculum selection committee,
school construction program, the development and initial operation of a
gymnastics team or dramatics club, Thus, it is possible to re-orjent many
school activities as projects. However, there are a few questions that
are asked., Why change regular activity into project activity? What
benefit would occur to the LEA for this re-orientation? The answers to
these questions should be adequately covered in the next few paragraphs,

There are a number of important advantages for using project manage-
ment as a total or near total activity in an LEA. First, thinking of an
activity as a project forces the LEA to ask, '"'What do | want to obtain?
How do | want to get it? What are the possible methods of performance?
What is not to be included? What are the milestones?'' and finally, ''What
is to be delivered?”' When the LEA focuses upon the answers to these
questions they are examining in detail the elements of a program in terms
of its goal rather than permitting the perpetuation of activities that may
have ceased to meet a need. In this manner the LEA total efforts are
focused: (a) on the goal; (b) on plans which detail the time sequence
for various ectivities; (c) on the plans for allocating resources; (d) on
specific performance; and (e) on an orderly, timely control of the effort
by comparing it with the planned effort, When the total school operation
is committed to such an organized focused effort there is likely to be a
higher probability of accomplishment of the activity and also a knowledge
of the costs for the activity. The accomplishment of planned goals, with

cost knowledge, could improve the ability to perform a public relations
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function to the community on the school opcration. A disadvantage to
project style management is the requirement for top level management to
delegate authority and decision making to a greater number of subordinates
even though the superintendent retains overall responsibility and account-
ability,

There are some limitations connected with the installatjon of project
management in the LEA, For one, project management cannot be applied to
all activities of the LEA because some activities are extremely diftficult
to identify with a goal, a start and stop time, and an end product, As a
consequence both a functional and a project maragement system would be
required which is somewhat more complex than ejther management type singly.
Secondly, it is difficult to obtain well qualified project managers for
each project exactly when needed. Thirdly, the success of projects within
an LEA is related to the ability of the many managers,

In summary, project management can be used widely within the LEA to
direct many activities of the LEA toward an overall goal. Project manage-
ment could spotlight resource needs for the support of each segment of the
LEA. This could also strengthen the evaluation of segments of the LEA
in terms of performance. Extensive use of project management would allow
for an examination of the deviation of the operations as compared to the
plans. It could also pin-point problem areas of those specific segments
which are reducing the overall achievement of the educational goal. The
gain derived from the management of each project in an LEA could be sub-
stantial in terms of clear goal statements, better resource allocation, a
significant level of evaluation, timely corrective action for problems

and actual observable achievement.
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Student Activity: The attendee can select from a given list the

LEA activities which would be applicable to project management

and would give a possible LEA gain if they were treated as projects,
For each project selected tell why it was selected.

Student Activity: Turn on the slide projector and exhibit the
slides as indicated

Public Relations Benefit of Project Management

Slide 23

The public education system as exemplified by our respective schools

has been under increasingly severe attack,

Slide 24

Our schools have not been very successful in informing the public on the
nature of our educational goals., The goals often come out rather fuzzy
and ill defined, We end up putting out a community report which tells

how many students are enrolled, how many employees we have, how much money
we spend per student, how many new classrooms we have built, etc. But
these are all ipput measures, Our schools should not have as a goal
occupying students, employing persons, spending money or building class-
rooms. |f we use project management to a rather advanced degree we can
focus a little better on goals, we can relate costs to the achievement of

those goals and we can use the project reports to substantiate our efforts,

Slide 25

This possibility is realized when the total LEA effort is separated into
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the appropriate segments and treated as projects where the cost of each
segment is capable of being analyzed, (Each segment has I1ts own specified
goal, has a start and stop time, is allocated certain resources, and is

periodically reviewed to determine the performance related to the goal,)

Slide 5-G in Expected from Project Management Capability

If this activity is summed across all appropriate scgments of the
LEA the implication is that the total school system operation is directed

in a desired fashion toward an overall goal(s).

Slide 26

The activities which are considered projects (and thus produce end products)
would assist in the public relations function with the community because

concrete accomplishments would be identified,

Slide 27

A capability of this type would allow for those segments which can be

considered projects to have cost effectiveness evaluations. |If the capa-
bility at a given level of use in a school system proves successful, the
school system can use those experienced project managers subsequently to

direct more activities or segments of the LEA toward project management.

As a summary, the project management capability for local school
offers distinct advantages in focusing the various activities upon (1) clear
goal statements, (2) detailed plans concerned with time, resources and
performance, and (3) orderly review and control of the effort in comparlson

to the plan,
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FORM A

1. List by number those activities described in LIST A which appear to be

appropriate to project management (not all spaces need to be used).

2. List those concepts (elements) of the activities selected as projects
which you used in discriminating projects from non-projects, (not all

spaces need to be used).

3. List tlie necessary elements missing from those activities given which
you considered as non-projects. (1dentify by number a non=project and

then proceed; not all iines need to be used).

* b, Select one of the projects from LIST A and then state the duties or
actions of the person or persons serving the role of project director of

that activity (not all spaces need to be used).

Note: Slide A indicates the generally expected response for questions 1, 2, & 3.
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LIST B

The design and operational procedures for an adult education program

for the next school year.

The investigation into, including results of a teacher survey, and a
design and implementation of a grade card procedure for the next school
year.

The inner-scholastic athletic program in operation for the next school
year.

Administrative procedures and plan for the procurement of office and
custodial supplies of the next school year.

The determination of available job positions, the design plan and operation
of teacher recruitment for the next school year.

The conceptualization of a plan, writing of a proposal, and submitting
it to a funding agency for a teaching innovation in the school for the
next school year,

The planning, obtaining necessary resources, and actual operation of a
team teaching situation in the 7th grade as a pilot project for the next

school year.
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FORM B

l. List by number those activities described in LIST B which appear to

be appropriate to project management (not all spaces need to be used),

2. Write a projected gain to an LEA for each activity selected as a

project, (ldentify each by number.)

Hote: Slide B indicates the generally expected response for question 1,
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Figure 10
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Conceptual Framework Revisited

Each of the three conceptual frameworks--community typology, policy
process, and zone of tolerance--will be discussed and reanalyzed in the light
of the four exploratory case studies presented in this research. Future
research directions, both exploratory and verificational, will be indicated.
Recommendations to practitioners will follow in an attempt to capsulize the

research findings on a practical level.

Community Typology at the School Attendance Level

The McCarty/Ramsey working hypotheses which guided the early selection
of schools proved useful in providing sample variance. Data was found in
three of the four community types, (Dominated School-Community the exception)
to support the Inert-Factional-Pluralistic-Dominated Model.

Evidence can be found in the community power and educational research
literature to support different elements of this type of model. However,
its uniqueness rests in its application at the school attendance level.

Summerfield's16

four elementary school attendance area case studies each had

a different political style, but he used interest group theory to explain

the resource allocation patterns which came from the central office. The
buildingvprincipal also for Summerfield was an important part of the analysis.
The analysis of consensual elites seems to support some of Summerfield's group
theory results; that is, groups form on the basis of needs and issues, but
will vary in different socioeconomic settings. Certain ;Aaptations need to
occur in bringing the model down to the building level, but overall, it
appears a useful one in interpreting interaction }n the home-school-community

environment given the assumptions of the autonomy of the building principal

and the critical role of access to information and policy direction.

lﬂf"
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Future Research on Community Typology

Exploratory research is needed to investigate the effects of popula-
tion transiency on school-community participation. Transiency would seem
to be a critical variable in predicting community type. Explo’ atory research
is also needed on the intervening variables surrounding the level of issue
resolution. 1Is the level of issue resolution a function of the control over
information? What part does the element of trust in the professionals
play? And what are the determinants of trust? Verificational research would
seem to be possible to take the working hypotheses of this study and broaden
their scope and interpretation into some definitive schemes of community

typology at the neighborhood or building level.

Policy Proce=-

The efficacy of the four-phased scheme from the case studiés seems
to indicate that the policy scheme is helpful in understanding the phases
of implantation to acceptance if one recognizes the non-linearity of the
model. In other words, it would be logical to expect that legitimacy would
come after accommodation, but in two of the cases, legitimacy actually
preceded accommodation. What appears evident from the 150-180 interviews
in the four school-communities, however is that there are discernible
patterns of acceptance, rather than legitimation. Acceptance would probably
connote more of a general awareness and at least acquiescence rather than

the formalistic legitimation. -
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Two points will be made in a discussion about the role of key actors
with advantages, skills, and knowledge in the policy process. First, the
successful schools (schools without conflict as a result of the implementation
of the program) stressed what the innovation was doing for the individual
child rather than to attempt to educate the parents of the "glories" and
ramifications of the IGE system. Second, information and access to it was
the key variable in each of the four cases, though, there may be some
indications that deep-seated values may be an important variable as well.

Concerning the observation that the child served as the focal point
of successful implementation rather than the program per se, it is important
to stress the manner in which diagnostic curriculum and continuous progress
became translated in terms of doing what was best for the child. In
effect, educators were able to say to parents, "We're going to take your
child from where he/she is and allow your child to progress as far and as
fast as he/she can." This tactic worked in Inert Community, Dominated
Community, and Pluralist Community, but was not followed with strict adherence
in Factional Community. There, the program was stressed in an abstract sense
and only later did the school zero in on the benefits which would accrue
to the individual child.

The key actors in each of the four cases tended to be positional
in nature. This provides some additional data for the hypotheses Goldhammer17
had posited some ten years ago. Initiation of change was managed in each
case through the central office with key school~community support.18
Nevertheless, the role of the principal was critical for success.

In terms of the use of information and the role of key actors in a

political sesne, one realizes that the translation of the program to the
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parents came under the critical guidance of the principal. Sarason19 has

aptly described, and Wolcott20

reinforced, the autonomous role of the
principal in terms of what goes on at the building level. In each of the
four cases, it was skillful management of information, programs, activities,
and resources by the principal which facilitated the successful translation
of the shcool program to the parents. It seems very clear from this research
that the principal made the successful innovation go in the eyes of the
parents. A school may have had an excellent staff, but if the principal

is not able to manage the program and present it to the parents in an

interesting and meaningful way, it will not be judged a success.

Future Research on Policy Process

The time appears ripe for some "haréer" verificational types of
research involving attitudinal pre- and post-testing, issue nomination,
participant observation to determine what the discriminating factors are in
the access to and use of information. What makes one set of educators in
one community select the correct language and others fail? Unsuccessful
schools should be studied and the principal's roles documented to contrast
their problems with other successful schools.

What triggers the need for innovation in parental opinions? Research
should build on the social systems framework used in the Williams et al.21
to link information, values patterns and leadership style into some
verificational findings on the interrelationships of the three variables.

It seems important to acknowledge the significant roles which
individual parents and board members played in helping translate and guide

the implementation of the innovation among the parents. Educational

2
researchers have documented from Robeu:tsdale"2 and Springdale,23 just to

18
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acknowledge the best known, that interested and knowledgeable parents and
non-educator individuals can serve as opinion leaders in the community.

What the data seems to suggest is that successful management of
information occurs through a consensual elite. In the four cases examined
here, the consensual elite was primarily made up of profassional educators
and selected change-oriented parents to form a core of opinion leaders in
each school-community. The consensual elites were the early believers in
the inncvacion cffort, believers that the innovation meant a better education

for their child.

Zone of Tolerance

It would be useful to analyze the zone of tolerance definition again
in that the "amount of leadership given or yielded to school officials"
indicates a direction of information flow as a given of the analysis.

What has not come out in analysis of zone of tolerance to date,
however, is the difference in zones discussed using the literature in

Moynihan and McGivney's Teachers College Record piece. Not only is it

logical to expect that zones may be different for different types of comﬁunity,
but it now can be documented with case study research on the type of
community variance which is suggested in the literature and the McCarty/
Ramsey community variance framework.

Something which is not expected in the zone of tolerance is the key
role which school parent influentials seem to play in each of the four
cases in this research. In each case, including even the Dominated School-
Community and Moribund School, the principal and unit leaders instinctively

worked with parents who had similar values and attitudes towards the

innovation. Surely a self-selection process occurred on the part of the

parents. However, it might be useful to look at the public opinion in general
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as a bipolar continuum, with one end of the continuum being the die-hard
"school as I knew it" type of individuals and the other end of the continuum
being the change-oriented parents. Designation of those opinion leaders
coupled to the slogan systems which would work best in that setting might

be the type of school-community relations needed to successfully present

the implementation from the parents' point of view. The suggestion clearly
is that a few key individuals would either serve to criticize the program

if either (a) they were among the designated opinion leaders, or (b) they
didn't agree with the thrust of the innovation. However, once those key
opinion leaders had been designated and could serve as lightning rods out in
the community, they seemed to be able to move the general mass of opinion
over to acceptance.

Katz and Lazarsfeld24 pioneered the ideas of opinion leaders, and
research has filtered through doctoral dissertations in the past ten years
to substantiate their findings.25 What is needed, moreover, is more hard
case study data on the exact intervening variables between the school's
intuitive or positional selection of these opinion leaders and the opinion
leaders. This type of conceptual research could prove of wide benefit

for practicing school administrators.

Future Research on the Zone of Tolerance

Two adaptations were made to the zone of tolerance concept. The
continua from local to cosmopolitan was divided into four quadrants using
the ' configuration. Three different zones of tolerance were presented
by recasting the acceptance of the innovation into the policy process
phases: initiation, information and accommodation, and acceptance. These

changes imply some attitudinal survey instrumentation in future research
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attempts on the zone of tolerance.

Analysis should be made of those schools who have either dropped
out of IGE or another similar innovation to learn from their failures.
What aspects were missing from their implementation histories which the
successful schools seemed to have? The problems in gathering data rich
enough to supply hard answers to soft questions might lend itself more to

participant observation than factum open-ended interviewing types of studies.

Recommendations to the Practitioners

Above all else, these concepts seem to be coming through the seven
case studies completed to date (four selected for this study). (1) A
successful home-school-community relations program focuses on the child.
It is a wrong tactic to take to attempt to explain the benefits and
philosophy of a particular program if the child is not made the heart of
that analysis. Don't tell parents about the program in the abstract, tell
them how it's going to effect their child. (2) Spend the great deal of
your inservice time and preschool attention to having a smooth running
program. Administrators might consider and build in some student inservice
to help them understand the new system, particularly if, on the elementary
school level, it involves more student movement than they are normally
accustomed to. Children are the greatest ambascadors of their school, and
if they come home confused or unhappy, it will no:t take very long for it to
filter back to the school through parents. (3) School officials should
identify and involve key school-community influentials early in the innova-
tion history. They should gain skills of building a reputational type of
grid so that they can identify and win over the opinion leaders in the school-

community environment. (4) Finally, when the educators think they might
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have the major problems of the implementation process solved, they should
plan a major survey effort to obtain hard based feedback on the program and

a documented finding of acceptance or rejection.

Summary

Exploratory case study resea?ch should be undertaken when previous
research shows a lack of conceptual sets ready to verify in a larger setting.
Home-school-community relations literature is certainly lacking, at this
point, a set of researchable hypotheses. However, out of research of
this type, one can see trends emerging which may build on the concepts
discussed in this paper.

The wrong variables may have been isolated for analysis. Memories
may have proven poor in the nature of post factum research. Selection of
schools could have been better, somehow, to reduce any type of Hawthorne
effect or halo effect. However, at least an attempt was made to begin a

research dialogue on the critical aspects of home-school-community relations.
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1) Control Information and Recognition, 2) Control Alternatives and
Decisions, 3) Decision Implementation. The lesson outlines of this
phase are located in Tables 3i through 3k.

The fourth and last phase is the Termination of the project and
is outlined in Table 3b.

By inspecting the outlines one can readily see that there is a
great deal of branching within each lesson. With the PMI and the branch-
ing within the lessons the package provides a great deal of individual-
ization.

After the trainee completes his particular set of the lessons he
is ready to proceed to the simulation~case studies. He may elect to
skip this section if he wishes but he misses an opportunity to apply
what he has learned. The simulation will be duscribed in a later
section of this Memorandum.

The trainee then takes the PMI again to provide him with feed-
back on his success. He also takes the cognitive posttest and this
information will be used for quality control. He then fills out a
quality control form to indicate the quality of the package and notes
any improvements that may be needed. Quality control will be covered
in a later section of this Memorandum.

D. Presentation of Knowledge

The principles of knowledge presentation and the lesson format to
be utilized in the two packages being prepared as part of the current
total effort were originally discussed in the section presenting the
Executive Orientation Package. Those basic considerations will not be

repeated here. In general, the same basic format for lessons developed
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for the Orientation Package has been employed for the Project Managers
Training Package.

The generai structure for knowledge preseritation takes the form
or configuration outlined in Section C above. A total of 11 lessons
have been developed following that structure. |n addition, two other
lessons have been created. One is focused upon introducing the learner
to the concept of project management and precedes the first of the
eleven lessons noted. A final lesson has been incorporated to direct
the student upon termination of the last lesson. It indicates the
options he has with regard to the case-simulztion and posttesting
activities. The lesson outlines showing presentation of knowledge are
included in this report as Tables 3a through 3m,

The media employed is largely of the tape/slide mode for presenta=
tion coupled with appropriate exercises for practice and application of
skills as required in the behavioral objectives. In several lessons,
branching procedures have been incorporated as deemed desirable in
order to permit a more flexible movement through the content.

The case-simulation described below should not be vijewed basically
as a vehicle for the presentation of knowledge as is true in the case
of the lessons. Its prime function is to provide the student with an
opportunity to integrate and synthesize the skills, ideas, and concepts
learned from the lessons. It might better be considered as a form of
practice and reinforcement but at a higher level than the mini-exercises

contained in the individual lescons.
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E. Presentation of Practice and Reinforcement

The incorporation of practice opportunities and the provislion of
reinforcement for the Project Manager Training Package will be done basi-
cally as in the Orientation Package. There are however some differences
which require special emphasis.

The larger number of lessons and the desire to secure a greater or
stronger acquisition of specific skills and abilities on the part of the
learner necessitates that there be many opportunities to practice skills
and behaviors within each lesson than in the case of the Orientation
Package. It is planned to have a larger variety of exercises in order
to both practice particular skills as well as to give a diversity of
application. The provision of practice in the irdividual lessons will be
done largely through mini-exercises, inmediate reinforcement or feedback
will be provided. In those situations, where the correctness of the
practice is open to judgment, reinforcement will be provided by the In-
corporation of solutions which reflect a desired or recommended handling
of the problem,

In order to develop a synthesis of the separate skills obtained
from the lessons, the case-simulation as described in Section IV will be
used as the basic vehicle for this integration. Reinforcement will be
handled by presenting the learner with a solution indicating how the
problem might have been handled by a person competent in the field.

In developing the practice and reinforcement sequence, the total
package will be organized so that the student has had an opportunity to
practice and be reinforced on a mini-exercise related to the behavior re-
quired to deal with that dimension of the simulation exercise before

participating in the case-simulation.
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F. Quality Control

In terms of basic dimensions, quality control procedures for the
Project Management Training Package are not substantially different from
that for the Executive Orientation Package. The difference however is
in terms of number of objectives involved as well as the scope of content
and duration of individual lessons in the total package. This makes
the process of quality control somewhat more difficult to design. Pre-
liminary suggestions for a quality control design for both the learner

and total package dimension are presented below.

The Learner
The basic function of the quality control procedure from the
learner's viewpoint is essentially developing a methodology for letting

the student know how well he is doing and where he needs to receive
additional instruction. In addition, he should react to each element
of the total package in terms of its helpfulness to him in achieving
the objective set forth.

It is proposed that three items be developed in order to insure
the quality control. One procedure would be to ask the student to
complete again the project management inventory and develop a profile
in exactly the same manner as before starting the lesson. He would
then be urged to compare the two profiles and notice where discrepencies
occurred. He would then be directed to review those sections of the
total package which would help him to correct the deficiencies. The

second item would be the development and adminlstration of a cognitive

achievement test so that content of the individual lessons could be
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assessed and revised. The cognitive test would be of an objective form
with an answer key provided so that the student could immediately assess
his own performance and correct possible deficiencies by reading the
appropriate sections. Directions would be incorporated into the general
instructions for the manual to cover the situation when materials are
used in a workshop or seminar environment. Directors of such seminars
would be encouraged to forward the results of such examinations to t he
appropriate agency so that a summative evaluation could be carried out
and subsequent materials revised. This cognitive test would be in
addition to the individual pre and post test designed for each lesson.
The third item would be the development of a rating form or reaction
sheet which would permit the learner to react to individual lessons

with regard to appropriateness of examples, illustrations, practice
exercises, format, and related items. Such reaction sheets could be
forwarded to an appropriate designated agency for consolidation and
development of suggestions for revision.

Total package. The essential function of total package quality

control would be to provide a meci anlsm so that the agency distributing
the self=-instructional materials could secure reactions leading to
necessary revisions. Some possibilities such as providing a detachable
sheet as in the case of the Executive Orientation, follow-on from the
support agency to the students after completion of the exercise to
determine utilization of content and skills, or some similar alternative
could be considered. It is proposed that the principle vehicle for

checking up on the utility of the total package would be essentially that
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of the detachable sheet within the package which is completed upon
termination of all lessons. This form would provide an opportunity for
the individual learner as well as a workshop director to react to such
items as the content coveraae, the examples used in connection with the
content, the mode and methodology of presentation, the practice oppor=-
tunities within each lesson, and similar cognitive dimensions. A second
section would be devoted to affective dimensions associated with the
materials. Items dealing with the motivational nature of the content,
its function as a stimulant to secure additional project management
training, encouragement to read additional materials, and measures of
whether or not the material is interesting would be incorporated In
this dimension.

Subsequent to the development of the prototype materials, it is
suggested that some thought be given to developing a feasible and prac=
tical way of determining the utilization of the skills and the value of
the total package in an actual situation. A vehicle which would allow
for the follow-up of a student completing the package to see if the skills
were used and if they did benefit or improve his practice of project
management would be highly desirable. Another procedure that might
possibly be employed would be to develop some type of continuous follow=
up with the student to insure utilization of the skills. This might be
done by sending him a monthly problem or topic with which he could apply
his skills and serve as a ''jogger' to his memory. Such notes or problems
could be sent on a monthly basis for a period of six months to a year.

The development of quality control checks and procedures for both

the learner and the total package themselves will have to be checked for
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quality control from time to time. The suggested forms and scales
developed above might not provide the necessary type of student reaction
useful to conducting proper revision of the packages. It is sugges ted
therefore that a periodic schedule of review of the packages be developed
so that information and feedback received from time to time might be

summarized and necessary materials revision be made.
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G. Case-Simulation Component

Specifications for the development of the total instructional packe
age as contained in both the contract and the RBS memorandum of November
1970 included a requirement that the Project Manager Training Package be
so designed that approximately half of the total time of a 40-hour work=
shop setting be allocated to participant involvement in some type of case-
simulation to apply the skills and concepts learned from the self~-
instructional materials, This section outlines the preliminary design
specifications to meet this requirement.

In the context used here, ''case-simulation'' means some type of
student activity which is larger than the single practice exercise
employed in the self-instructional package to practice a particular skill,
The basic function of the case-simulation is to place the student In an
operational setting where he can begin to synthesize the separate skills
and to operate more in the manner which it is conceived that a project
director or manager would operate.

The role of the case study approach in the training of management
personnel has been well documented by Willings., Several types of case
situations including discussion, in-basket, role-playing, simulated
management, and group simulated management technique are reviewea.
Suggestions for using and preparing case studies are presented. The
development of a group simulation project management exercise has been

reported upon by Cook and Dillman™ and Dillman® This exercise was

“Desmond L. Cook and Duane Dillman, "Simulation In the Training of Research
and Development Project Managers,' Educational Technology, 9: 39-43,
May, 1969.
Duane H. Dillman, A Simulation Exercise For the Training of Educational
Research and Development Program Managers, Ph.D. Dissertation, Ohlo

State University, 1969.
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utilized in a series of project management training seminars conducted under
a grant from the U. S. Office of Education. The current version of this
case-simulation exercise is titled SIMTAR. It has been employed in a

wide variety of settings, including workshop activities carried out under

the current contractor for this effort.

1. Consideration of Alternatives

The above discussion points out that there are various alternatives
available with regard to the type of case-simulation that might be employed
in this component of the total package. In considering alternatives,
several preferences were identified which had an influence upon the final
specification selection as described below. These several preferences were
as follows:

a. The exercise should provide the student with an opportunity to

integrate and synthesize pertormance and knowledge gained in

the self-instructional materials.

b. The exercise should be viewed as a stand alone item, The student

could choose or not to complete it. However, it should not be

possible for a student to complete the exercise unless he had

first completed the self-instructional materials.

c. The basic setting for the case-simulation should Le that of an
LEA and the problems involved should be of the type likely to
be or actually encountered in the LEA situation,

d. The exercise should present situations to the trainee which
involve problems reflecting vertical organizational levels as
well as lateral and communication problems.

In addition to the preferences identified, two major issues appeared
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in discussion of alternatives which operated to influence the final
design.

Individual versus Group. As previously noted, emphasis in the self=

instructional materials package was given to developing a design allowing
the student to move at his own rate through the materials. Emphasis was
upon individual as contrasted to group activity. A major question arose
as to whether or not the case-simulation should be restricted to an in-
dividualized approach. Put another way, should the case be developed so
that the student could work by himself without the presence of a live
operator or instructor? After giving consideration to the general
context in which the proposed training materials would be used, which
would largely be that of a structured workshop environment, a decision
was made that the case-simulation exercise would be group oriented and
take place within some kind of instructor or operator present environment,
While operating in a group atmosphere, no attempt would be made to play
different group roles but the emphasis would be upon a single role that
of project manager. |In effect, the group would be establishing a con=
sensus with regard to the product or output of their deliberations. For
each dimension or aspect of the case-simulation, the necessary products
or output to be produced by the group would be carefu ly specified, This
choice was made under the assumption that project proposal uJc.velopment,
implementation, and operation in most actual settings, would take place
in a group atmosphere as contrasted to an individual working alone.

Continuous versus Discontinuous Case. A second major question

focused upon whether or not the case ought to be continuous or discontin~-

uous in nature. Continuous here means that each succeeding part of the
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case would build upon a prior step. Discontinuous means that the
individual phases would be considered as separate or disaggregated
elements. Arguments for the continuous case involved ideas that it
would provide continuity and create motivation to follow=-through on a
problem. Arguments against this option involved the realization that
case situation might not be able to be too specific and hence wind up
being general in nature. A continuous case might also present a problem
not generally related to student's area of interest and thus create a
motivation problem. Arguments for the discontinuous case involved ideas
focusing upon the ability to better focus upun problems, easier to

focus upon products to be produced, easier to manage the student through
the learning process, the ability to establish possible "school solu~
tions,'" and be more likely to hit heterogeneous interests of the train=
ees by providing a variety of problems. The argument against this
option involved the fact that there v .ld be a diminished continuity and
the likelihood of there not being any integration provided to the student
unless he were able to develop it for himself.

Consistent with the general constraints stated in the agreements,
the several considerations and issues identitied above, plus the general
function of the component, three possible alternative formats for the
case-simulation were discussed. In developing the alternatives, the
number discussed was reduced to a feasible number by not considering
such case techniques as role playing, in-basket situations, and the
like. Two reasons exist for this action., The first was the limitation
of time available for the project staff to become fully acquainted with

each type and its advantages and limitations. The second is that the
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staff has already had some experience in developing group simulation
exercises plus participating in them. It was deemed desirable to capit-
alize on this experience in exercise development in view of the time
limitations, Future revisions of this total package might give more
careful consideration to other techniques. The alternatives presented

below would fall in the general category of group simulated management

techniques as described by Willings. This category was chosen in view
of the earlier decision to go with some group procedure. These alterna-
tives have been identified as (a) proposal development, (b) component
analysis, (c) problem analysis.

Proposal Development. One possible format would be for the tralnee

groups to develop a proposal using the skills acquired in the planning
phase and then actually implement it in a given situation so that, im-
plementation, operatioral control problems, and termination could be
practiced. Such an approach would provide the student with the most

direct experience in the synthesis and application of skills and know-

ledge. Past experience with SIMTAR exercise, which is devoted to the
planning phase alone, has indicated that satisfactory grasp of the

principles involved without the actual creation of a proposal document

has required approximately four to five half days of instruction time or
a total of 20 hours. Even then, opportunities for implementing to gain
experience with control have not been possible., While offering the
advantage of being creative, this format also has the negative feature
of being exceptionally time-consuming particularly in view of the time
constraints for the total package. Utilization of this alternative

would also create follow up problems in that each group would create a
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different proposal hence there would be difficulty in arriving at a
commonality of experience for the other phases of project management.

Component Analysis. Recognizing the limitations imposed by the

proposal development alternative, a modified alternative would be to
allow the group to create a proposal and its major dimensions but then
select a particular component or package and explicate it in more detail.
This detail might cover the construction of a work flow, the preparatlion
of resource allocation charts, budget, and indicate how they would gear-
up to implement this component., As for the control section, the group
could develop a reporting format for that particular component and then
indicate how the work effort would be terminated at the end of the pro-

ject., In addition to the actual creation of a nlan by the participants,

another approach within this alternative would be to present the students
with a completed proposal, have a component identified which they would
then explicate in more detail. This would permit the development of an
operational contro’ problem by the training materials development staff
which the group would then be asked to deal with during that phase. The
development of this alternative and its implementation would not appear
to violate the time constraints vet meet the desired condition of empha-
sizing skills and providing for creative opportunities.

Problem Apalysis. A third alternative would be to present the

students with a series of fcur separate problems, one dealing with each
of the four phases., For exanple, a proposal might be presented to the
group and they would be asked to critique that proposal in terms of ac~-
cepted principles of planning. For the gear-up phase, another different

proposal might be presented and the students asked to develop a gear=up
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plan. Similar action would be taken for the control and termination
phases. Under this alternative, four different problems would be present-
ed to the group each derived from a different proposal or actual situation,
This alternative would provide an opportunity to deal with a wide variety
of activities representative of projects in the LEA as well as providing
diversity in problem substance. This alternative would require that the
proposals be carefully selected with regard to the particular phase with
which it is designed to be used. Careful structuring of the problem

would permit an exercise that would not violate the time constraint.

2. Case=-Simulation Specifications

After discussion by the project staff, a decision was made to emp loy
the format represented by the Problem Analysis alternative. Given this
choice, several additional specifications relative to the case=-simulation
have been set forth., The specifications are listed below with the recog=

nition that additional ones might be incorporated as the actual materials

are developed.

a. The case simulation will have two basic parts. One part
will contain a description of a hypothetical LEA in order
to provide an organizational setting for the problems,
The second part will consist of those directions, docunents,
worksheets, and related items which will work the groups
of students through the exercise.

b. The case-simulation will have four distinct problems

each identified with a major phase of project management.,
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c. Each problem or phase exercise will be allocated approxi-
mately three to four hours to work out,

d. For each type of exercise, a ''school solution' will be
developed suggesting how the problem might be developed
and handled.

e. An instructors manual devoted to the general intent of
the case-simulation along with instructions for use will
be developed and included in the package.

f. Proposals and problem situations will be drawn whenever
possible from actual LEA situations.

Principles and procedures regarding management simulation exercises as

set forth by Willings and Greene and Sisson in Dynamic Management

Decision Games” and similar references will be employed in order to

assure that the final product represents the most current thinking with

regard to how such exercises should be developed. An outline of this

component is presented as Figure 5.

“J.R. Greene and R.L. Sisson, Dynamic Management Decision Games. New
York; Wiley & Sons, 1959,

122




118

CASE=~S | MU~
LATION
COMPONENT
INSTRUCTOR'S STUDENT
MANUAL MATERIALS
LEA SETTING EXERCISE
DESCRIPTION DOCUMENTS

PROBLEMS SOLUTIONS

Figure 6. Case-Simulation Component
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IV, SAMPLE LESSON: LESSON 1, ORIENTATION PACKAGE

1'a

BUILDING CONVICTION

PROJECT MANAGEMENT ORIENTATION COURSE
CONTRACT BY RBS, INC.
PHILADELPHIA

LESSON 1: BUILDING CONVICTION

Introduction to LEA Project Management Capability

The objective of this orientation course is to introduce you to the

concept of project management and project management capability. You will

learn about the payoff or benefit to the local school when it adopts pro-
ject management. You will also learn of some limitations for this project
management capability. Succeeding lessons of this course will deal with
organizational settings, some of the relationships between projects and
the functional departments of the school district in carrying out its
educational role. A local school can obtain a management capability for
dealing with the complexity of federally funded projects and locally fund-
ed projects if facilitating organizational pattern and administrative
procedures are used. An individually tailored pattern can be designed,
adopted and executed. All parties performing contributive functions need

to become committed to the successful operation of the new pattern,

Student Activity: Turn on the slide projector and exhibit slides
I through 7 as indicated by the slide number symbol written into
the text,

Project

What is a project?

Slide 1

The concept of a project is defined by certain of its characteristics.,

Educational projects are those activities in a school setting which:
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Slide 2

are goal oriented, that is, the activity is aimed toward some defined goal;

Slide 3

have at the time of planning some uncertainty about the path leading toward

the end product;

Slide 4

deliver some definable end product;

Slide 5

have a time schedule that includes a start date and a completion date;

Slide 6

develops the end product within a cost allocation;

Slide 7

and accomplish the goal within a designated performance level, To tighten
the concept of projccf we can contrast it with those activities In a schoo!
which are not projects. The established curriculum of a program In a
school which continues in operation time after time is not consldered a pro-
ject, A program which does not have a specific completion time and where
the costs are not examined against a performance criteria but simply com~
pared to a budgeted amount for operating the program is not a project,
Functional activities such as accounting, payroll, cafeteria operation, or

the activities of the various teaching departments are not projects,

Student Activity: Turn off slide projector.
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A project then, has a specified goal, has uncertainty about how it is
to be achieved, will have an end product, has a start date, a completion
date, a cost limit and a level of performance for acceptability,

Occasionally, educators ask, ''"What's so good about a project rationale
for viewing our activities?'' To answer for the 'good'"' of a project rationale
is to answer the question, ''Has project management been successful?!

There are many examples in industry or government of projects result-
ing in successful completion of a complex goal, In such cases, the major
contributing factor was the use of project management as a tool. For cxam-
ple, the Polaris Missile Program which placed deterrent missiles aboard
submarines of the United States Navy was treated as a special project within
the Department of Defense. Admiral Raburn was put in charge of this project
which started in 1957. He was given authority to select his staff from any
government agency, He was able to cross functional lines of the Federal
Government to assemble resources. His planning group established a goal,
worked out missions and tasks, developed a time schedule, and planned the
activity. They developed a new management tool to manage the total complex
activity called PERT, an acronym for Performance Evaluation and Review Tech-
nique, This technique subsequently has been adapted to many other discip-
lines as an excellent management tool. The Polaris Planning Staff contin-
ually reviewed the effort, evaluated their progress, and revised the plan,
They completed their project in three years instead of six years which was
originally allocated.

Another example is the Apollo Project which is a part of the overall
NASA Space Program. Sam C. Phillips was put in charge. He assisted in the

selection of a staff from among the NASA group and the astronaut tcam. Thls
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project had as its goal former President Kennedy's objective of putting a
man on the moon prior to 1970, This staff planned the various missions,
established a time schedule, reviewed, evaluated and modified their plans
to accomplish the goal. As we all know this project did succeed in its goal.

Another example is the construction of the world fair sites, Each of
these was treated as a project. Specifically these were the 1964 New York
World's Fair, the Exposition in Toronto, and Disney's Florida Disney World,
The latter is scheduled to open in October 1971 These are examples of
activities which are goal oriented, have start and stop dates, programmed
costs, schedules, reviews, and management techniques all of which are aimed
at the accomplishment of a goal.

A final example is product development in industry, One is Chevrolet's
'Yega,'' a small car entry into the market scheduled for the year 1970, A
project manager obtained his staff from the parent company. This project
team made plans, established a target date, performance standards, reviewed,

evaluated, and they put the product on the market at the target date,

Student Activity: Using an available newspaper or a weekly news
magazine, find a project described in a news article as differentiated
from a non-project which is without a goal, without a specified stop
date and without planned evaluation and performance measures. Consult
with a discussion leader or a knowledgeable contemporary on the
appropriateness of the article selected.

There are also some good examples of project management in the educa-
tional field. Project management here is most often identified with require-
ments found in federal legislation such as the Elementary and Secondary
Education Act of 1965 which became Public Law 89-10. A speciflic section,

Title | (Financial Assistance to Local Education Agencies for the Education
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of Children of Low Income Families) specifies a requirement for a plan,
periodic evaluation, review and reporting of the activity, There is
usually a termination date for the project, Another example is the North-
ern Virginia Technical College where a grant was provided to assist in
developing the steps in planning, constructing, equipping and furnishing
the physical plant of the college as well as those intellectual factors
relevant to constructing a curriculum, detailing course content, writing

a catelog and the securing of a faculty to instruct the first 500 students
enrolled. PERT was a planning tool used there. Another example of an
education project occurred at the University of Toledo dealing with an
educational specification for a comprehensive elementary teacher education
program. The work was performed under the sponsorship of the U. S.
Department of Health, Education and Welfare, The actlvity, which included
designing educational specifications, was treated precisely as a project,
e.g. had a certain goal, developed the specifications in a certain time,
and submitted a final report on October 1, 1968, The project was complet-
ed within a budgeted cost and at an established level of acceptable per-
formance, A general educational example is the construction of a new
building. This activity is a project where onec principal or potential
principal ic assigned as project director and the goal becomes, ''the build-
ing will be ready for occupancy by a certain date and within certain cost

limitations and to a certain standard of acceptance,'

Student Activity: Using an educational, professional, or news
magazine, find an educational project described therein. Consult
with a discussion leader or a contemporary as to the appropriate=-
riess of your choice.
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Up to this point an attempt has been made to bring you to an awarec-
ness level of the definition of an educational project. It is belicved
that you could now distinguish a project from a non-project in your educa-

tional setting.

Management of Projects

The management of a project has additional characteristics and tech-
niques available to those described for a project itself, These character-
istics are:

1) Projects have project directors, sometimes called managers,

whose job begins in the project planning and ceases with

project termination whercas activities which are non=projects
have program coordinators, also called supervisors, adminis-
trators, or directors whose job exists in spite of the status

of particular programs,

Student Activity: Turn on the slide projector and exhibit the
slides as indicated

Slide 8

2) The role of a project director involves duties or actions such as:

Slide 9

Planner and integrator of the activity,

Slide 10
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The evaluator of the process,

Slide 11

The decision maker of the process,

Slide 12

And the implementor of decisions.

Slide 13

The project management missions can be grouped into four phases

of operation.

Slide 14

a. The planning phase includes the detinition of the
project, the detailed planning for work or tasks,

determining schedules, cost of materials and manpower,

Slide 15

b. The implementation phase is when the equipment, per=-

sonnel, and materials are acquired so that the project

can begin,

Slide 16

c. The operational control phase consists of those act-

ivities and efforts which are aimed at the accomplish-

ment of the project goal; and,

Slide 17
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d. Termination includes those activities or efforts
dealing with ending of the project subsequent to

completion of the goal,

Slide 18

L) There are various project management techniques which are:

Slide 19

a. Time scheduling;

b. Fund allocating;

Slide 20

c. Resource allocating;

d. Planning specific work and scheduling actions;

Slide 21

e. Responsibility delineations;

f. Evaluation and review;

Slide 22

g, Directing others;

h. Controlling,

Student Activity: Turn off slide projector., At this point the
attendees are to be given a list of descriptive activities which
occur in a school setting. The instructions are, '"You are to
select those which are projects and those which are non-projects,'
List A follows:
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LIST A

The elementary mathematics program as identified by the K through 6 printed
workbook material and textbooks,

A committee action directed to make a detailed investigation of the nced
for an electronic computer data processing system forthe school with the
recommendation to be reported by July 1,

The staff effort focused on planning, making arrangements for, and conducting
the second semester adult education program where plans are to be approved
by the Superintendent on or before December 1,

A committee to investigate and report by September 1, sclection of a
textbook for the 9th grade science program,

The staff activity involved in accounting for expenses within the various
appropriation categories.

A group composed of administrative staff and citizens of the Advisory Com-
mittee wh. are to develop a program and to conduct voter-orientation meetings
for the purpose of getting an approval for a bond or operating levy at the
May primary election.

The group of coaches successfully conducting the inner=scholastic athletics
for the school,

The administrative staff assigned responsibllity to develop procurement
policies and selection criteria for acquisition of buses, these policies to
be reported prior to a specific date.

The foreign language education program operated by the language teacher

at the high school,
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Some activities exist in an LEA which are on-going and could be re-
oriented as projects. Some of these are: curriculum selection committee,
school construction program, the development and initial operation of a
gymnastics team or dramatics club., Thus, it is possible to re-orient many
school activities as projects, However, there are a few questions that
are asked. Why change regular activity into project activity? What
benefit would occur to the LEA for this re-orientation? The answers to
these questions should be adequately covered in the next few paraqgraphs,

There are a number of important advantages for using project manage-
ment as a total or near total activity in an LEA, First, thinking of an
activity as a project forces the LEA to ask, “Whgt do | want to obtain?
How do | want to get it? What are the possible methods of performance?
What is not to be included? What are the milestones?" and finally, '"What
is to be delivered?"" When the LEA focuses upon the answers to thesc
questions they are examining in detail the elements of a program in terms
of its goal rather than permitting the perpetuation of activities that may
have ceased to meet a need. In this manner the LEA total efforts are
focused: (a) on the gcal; (b) on plans which detail the time sequence
for various activities; (c) on the plans for allocating resources; (d) on
specific performance; and (e) on an orderly, timely control of the effort
by comparing it with the planned effort, When the total school opcration
is committed to such an organized focused effort there is likely to be a
higher probability of accomplishment of the activity and also a knowledge
of the costs for the activity. The accomplishment of planned goals, with

cost knowledge, could improve the ability to perform a public relations
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function to the community on the school operation. A disadvantage to
project style management is the requirement for top level management to
delegate authority and decision making to a yieater number of subordinatecs
even though the superintendent retains overall responsibility and account-
ability.

There are some limitations connected with the installation of project
management in the LFA. For one, project management cannot be applied to
all activities of the LEA because some activities are extremely difficult
to identify with a goal, a start and stop time, and an end product, As a
consequence both a functional and a project maragement system would be
required which is somewhat more complex than either management type singly.
Secondly, it is difficult to obtain well qualified project managers for
each project exactly when needed. Thirdly, the success of projects within
an LEA is related to the ability of the many managers.

In summary, project management can be used widely within the LEA to
direct many activities of the LEA toward an overall goal. Project manage-
ment could spotlight resource needs for the support of each segnent of the
LEA. This could also strengthen the evaluation of segments of the LEA
in terms of performance. Extensive use of project management would allow
for an examination of the deviation of the operations as compared to the
plans. It could also pin=point problem areas of those specific segments
which are reducing the overall achievement of the educational goal. The
gain derived from the management of each project in an LEA could ba sub-
stantial in terms of clear goal statements, better resource allocation, a
significant level of evaluation, timely corrective action for problems

and actual observable achievement.,
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Student Activity: The attendee can select from a given list the

LEA activities which would be applicable to project management

and would give a possible LEA gain if they were treated as projects,
For each project selected tell why it was seclected,

Student Activity: Turn on the slide projector and exhibit the
slides as indicated

Public Relations Benefit of Project Management

Slide 23

The public education system as exemplified by our respective schools

has been under increasingly severe attack,

Slide 24

Our schools have not been very successful in informing the public on the
nature of our educational goals. The goals often come out rather fuzzy
and ill defined, We end up putting out a community report which tells

how many students are enrolled, how many employees we have, how much money
we spend per student, how many new classrooms we have built, etc. But
these are all input measures. Our schools should not have as a goal
occupying students, employing persons, spending money or building class~
rooms. If we use project management to a rather advanced degree we can
focus a little better on goals, we can relate costs to the achievement of

those goals and we can use the project reports to substantiate our efforts,

Slide 25

This possibility is realized when the total LEA effort Is separated into
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the appropriate segments and treated as projects where the cost of each
segment is capable of being analyzed, (Each segment has {ts own specified
goal, has a start and stop time, is allocated certain resources, and is

periodically reviewed to determine the performance related to the goal,)

Slide 5-G in Expected from Project Management Capability

If this activity is summed across all appropriate segments of the
LEA the implication is that the total school system operation is dirccted

in a desired fashion toward an overall goal(s).

Slide 26

The activities which are considered projects (and thus produce end products)
would assist in the public relations function with the community because

concrete accomplishments would be identified,

Slide 27

A capability of this type would allow for those segments which can be

considered projects to have cost effectiveness evaluations. |If the capa~
bility at a given level of use in a school system proves successful, the
school system can use those experienced project managers subsequently to

direct more activities or segments of the LEA toward project management,

As a summary, the project management capability for local school
offers distinct advantages in focusing the various activities upon (1) clear
goal statements, (2) detailed plans concerned with time, resources and

performance, and (3) orderly review and control of the effort In comparlson

to the plan,
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FORM A

l. List by number those activities described in LIST A which appear to be

appropriate to project management (not all spaces need to be used),

2. List those concepts (elements) of the activities selected as projects
which you used in discriminating projects from non-projects, (hot all

spaces need to be used).

3. List the necessary elements missing from those activities given which

you considered as non=projects, (1dentify by number a non-project and

then proceed; not all lines need to be used).

* L4, Select one of the projects from LIST A and then state the duties or
actions of the person or persons serving the role of project director of

that activity (not all spaces need to be used).

Note: Slide A indicates the generally expected response for questions 1, 2, & 3.
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LIST B

The design and operational procedures for an adult education program

for the next school year.

The investigation into, including results of a teacher survey, and a
design and implementation of a grade card procedure for the next school
year.,

The inner-scholastic athletic program in operation for the next school
year,

Administrative procedures and plan for the procurement of office and
custodial supplies of the next school year,

The determination of available job positions, the design plan and operation
of teacher recruitment for the next school year.

The conceptualization of a plan, writing of a proposal, and submitting
it to a funding agency for a teaching innovation in the school for the
next school year.

The planning, obtaining necessary resources, and actual operation of a
team teaching situation in the 7th grade as a pilot project for the next

school year,
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FORM B

1. List by number those activities described in LIST B which appear to

be appropriate to project management (not all spaces nced to be used),

2. Write a projected gain to an LEA for each activity selected as a

project, (ldentify each by number.,)

Note: Slide B indicates the generally expected response for question 1,
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