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A Disclaimer

The T and E Accountability System is like an elephant.
Depending upon where you stand, one has a different perspective
as to the nature of the beast. The point of view presented in
this paper is only one point of view from one vantage point.
Others involved in developing the New Jersey system might Jes-
cribe it differently.

These remarks are a tentative effort to put the New Jersey

model into a context of organization analysis. Reactions are

.welcome,



T. Introduction to the New Jersey Problem

The New Jersey State Constitution of 1875 directed the legislature t.:

provide for the maintenance and support of a thorough and efficient system of

free public schools.

In 1903, the legislature placed responsibility on the State Board of
Education and through it, the Commissioner, to take steps to implement thie Con-
stitutional Amendment. This legislation authorized the Commissioner to: inquire
into and ascertain the thoroughness and efficlency of operation of any ot the
schcels of the public school system of the State...

In 1973 sult was brought against the State In the Courts of New Jersey
charging that Robinson, the plaintiff, was not receiving educational opportunity
equivalent to that existing in other communities. The Courts (Robinson vs. Cahill)
deciding for the plaintiff, dirvected the legislature to define the educatlonal
obligation intended by the phrase "thorough and efficient” and to develop a plan
of financing to meet the Constitutional mandéte.

4istcrically, public education in New Jersey has reflected local autonomy.
In reccgnition of this traditicn, the Joint Education Committee of the New Jersey
Legislature called for a plan which would test efficiency of education as a
"steadily growing and evolving concept’ which would vary with present and changing
need c¢f both the Statz and‘each school district and community.

This process, known as the establishment of a "thorough and efficient"
system of public education, hizs been established by the State legislature (Chap-
ter 212, Laws of 1975) and uphkeld by the NJ Supreme Court (Jan. 29, 1976) to
provide all children in New Jersey regardless of socio-economic status or geo-
graphic lccation, the educational opportunit& which will prepare them to functibn
politically, economically, and socially in a democratic society. Basically the
law requires each local educatior agency to develop an educational process plan,
including outcome and process goals, in terms of educational aspiration.for ifearner

achievement. These goals must be determined with maximum citizen involvement and
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must include a definition of performance indicators and standards necessary to
indicate achievement of these goals and objectives; a monitoring;of the local
systeh and the provision of corrective action where necessary to ensure adequate
progress toward the achievement of these goals and objectlives particular to the
local education agency. The accompanying needs assessment will be employed to
identify '£32§” in the performance of local education programs and requires each
LEA to implement plans for school improvement based on thelr priority needs.

Cne important result of the T & E process will be that for the first
time we will have a much more precise picture of what program needs exist.
Analysis cof these needs and available R & D outcomes will assist us in developing
additioﬁal dissemination strategies and will identify "gaps" in the available
R&D products thus providing guidance for the targeting educational development.

The law provides also for a new distribution of state ald aimed at
reducing the discrepancy for educational opportunity between rich and poor dis-
tricts.

The new legislation has two thrusts, one of monitoring and school ap-
proval aimed at ensuring that the provisions of T & E are carried out and, secondly,
Vand most educationally, the aim of school improvement. Thé role of monitoring
and approval 1s clearly vested in the SEA. The aim of school improvement 1is
vested with the LEA. It is the LEA which sets its goals; assesses needs; sets
standards, curriculum and plans for school improvement. The legislation is clear
that the SEA can only'intervene in the local school program if the LEA falls to
take appropriate action. However, while the legislation does not mandate an SEA
role in school improvement, LEAs expect assistance in this area. However, they
expect this assistance in a manner which will no; Jeopardize their autonomy.

Since 1968, New Jersey has been experimenting with a dual state inter-

mediate unit structure. County Offices of the S5tate Education Agency have existed
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in tie szate since 1G03. Theée units have traditionally focused on operatlonal
and regulatcry tasks. in 1948, an Educational Tmprovement Center was Initlated
s serve tie develcpuental and improvement needs of an eight-county reglon of
e Ctate. In 1670, an additional EIC was established to fecus on the improve-
went needs cf ancther region of the State. Two more EICs are being developed.

jln order tc implement T&E, the Department of Education has been decen-
tralized. The role of the County Units will be expanded and carry the major
respensibllity of monitoring and school approvals. Two additional Education
Improvément rfenters nave been initiated so that all sections of the State will
be served. Thls will result in a functional organization illustrated in Figure 1.
‘vt 15 assured trhat menitcring, approval, and regulatory services are best car-
~tedcout at hoe county level of the SEA. However, improvement assistance rescurces
appear t¢ be more efficiently organired in regional centers.

The primary pcint of contact is the Educational Improvement Center {(Eic).
Scon there will be fcur of these to serve different geographical areas cf the
State. They are primarily "diffusion or dissemination units providing aware-
ness infcrmation, involvement (demonstraticn, planning fur adoption/adapticn),
and commitment (Training, Consultation and nuture services) act -ities.

It 1s Important to note that this process marks a shift from the regu-
iatcry mcdel of state educational agencies to an accountability model. Through
tne 1950's most SEAs were primarily regulatory agencies.' From the start of the
Sputnik era in 1957, there was a spurt of curriculum development activities
which became a precccupation of many SEAs. That spurt begin to fade in thevlate
1960's and early 1970's as many if not most school systems adopted new curricu—A
lum and experienbed an intruéion of substantial numbers of new, younger teachers

whic had more exposure tc new pre-service curriculum training.

7
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Vow, in the 1970's we are faced with a substantial teaching cadre whlich
will remain 1n'p1ace fcr the next several décades. Relatively few new entrles
te the teéching professicn will be experienced. Thus the accountability demands
on education must be supplemented by an approach to educational renewal and

prcfessicnal revitalization.

In order to make this shift from a SEA oriented to the regulation of

educational input reguirements (augmented by relatively traditional

curriculum services) it was necessary to deal with different organizational

paradicms.
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I1. Four Approaches to System Development

s

Boguslaw has argued that all attempts at the design of an organization
) or administrative system can be represented by one of four parading.(l) These
four approaches or paradigms are:

- the Formalist Approach

- the Operatiﬁg Unit Approach

- the Heuristic Approach

- the Ad Hoc Approach

Boguslaw reminds us that:

".ees.1t is important to ouserve that some systems may

be required to deal only with established situations; others

may be required to deal only with emergent situations and

still others may be required to deal with both established.

and emergent sit.ations.'

In New Jersey, since the advent of the five year term of the new
Commissioner in July 1974, we have been attempting to deal with the transition
from a shaky or uncertain established situation to an emergent situation which
is still somewhat tentative due to the reluctance of the Legislature to fund
the legislation which it passed in September 1975.

It is useful, therefore, to review each of the organizational paradigms

. for Fhéir implications with respect to organization design and policy implementa;
tion.

To begin with, we might suggest that a "formalist" design of a state

education agency would be the traditional bureaucratic, centralized, hierarchical

type of organization concerned with relatively straightforward regulatory functions.

(l)Robert Boguslaw. The New Utopians, Prentice-Hall, Englewood Cliffs, N.J.
1965. 11
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In this kind of organization it is assumed that somewhat homogencous
standards applied to different areas ranging from teecher certification to
school buses to curriculum content areas makes it relatively easy to write the
rules and regulations by which the bureaucratic personnel conduct their daily
public business.

This kind éf structure for a state agency (of any kind) resembles

the large, unitary type of corporation described by Oliver Williamson(z) as a

U-form structure. The U-form structure is the ''nmatural" or the intuitively
obvious way to organize multi-functional tasks, especially if there is a high
degree of consensus as"to what is the nature and significance for each §§sk within
the organization. When the organizatlonal focus is on the prescriptive regula-
tion o: many of the input reguirementsof educatior, such a U-form type of
organizational structure is to be expected. Indeed; many S.E.A.s still resemble

that model.

Generally, however, the problems from this rather formalist model stem
from three sources: First, the very largeness‘of the organization restricts
and inhibits communications and a somewhat dull inertia often becomes‘the organi-
zation tone and this may become offensive:to the more creative specialists within
the organization. They find little outlet for their creativity and initiative,
etc.>

Second, because of external demands such an organization may tend to
grow too largé; these demands may create new regulatory sub-heirarchies an@ exist-
ing personnel tend to be too specialized to be fedeployed, but are seldom elimin-
ated.

Third, as new types of responsibilities and priorities emerge, the

(Dpliver Williamson, Corporate Control and Busine:s Behavior. Prentice-Hall,

1970. f
12
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established formality of the U-fcrm of hierarchy tends to resist or reject

the new functions as well as the personnel brought in to fulfill those new
functions. For these reasons (and others could be suggested) the formalist

type of organization is poorly designed to handle unpredictable or improbable
situations. Indeed, the hierachical nature of a formalist approach to an organ-
ization will require almost deliberate distortions of behavior; functional units
seeking to respond to emérgent needs have no established procedures which work--
they are unable to communicate or cooperate within a structure in whick everyone's
responsibilities are predetermined to meet the agreed-upon traditional needs.

On the other hand, the almost complete opposite of a formalist.design
for an organization is an Ad Hoc design. ?he'Ad Hoc design for an organization
involves no commitment to the organization cﬁart as a model for the organizaﬁion.
Instead, it proceeds with a view of "present reality" as the only significant
constant; every course of action is a function of the then existing situation.
The crﬁis—oriénﬂuiresponses to u;ban riots™in the mid 1960's were a good example
of the Ad Hoc design process. It is easy for the Ad Hoc designeld organization
to be completely adaptable to emefgent situations; if it is successful at that,
it may also be condemned for being "opportunistic," and "disruptive' of tradi-
tional institutions and practices.

At any given time it might be appropriate for at least several units
of a large organization to be operating under an Ad Hoc design. (During the
Cuban Middle crisis the National Security Council acted under an Ad Hoc design
for President Kennedy). At any given time the Chief Executive of any large organ-
jzation is likely to maintain a small executive staff which is organized on an
Ad Hoc way to be responsive to emergent problems.

However, as a problem is better defined or more clearly perceived, the

organization should seek a more systematic approach to its resolution. (In some

13
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organizations a futures planning group has the responsibility for ''look out" studies

and to suggest possible forms of reorganization in respomnse to emefgent problems).

An Ad Hoc approach to an organization may also be approbriate.when there
is no clearly defined view of the future system,-e.g., when there is a legislative
or judiciai{impasse. Under such conditions incremental determination and decisions
are made to keep the organization in a state of motion.

In the New Jersey State Department we havc been operating a T and E
planning group in an Ad Hoc fashion since the passage of the legislation in
September 1975. A T and E service unit and a group of T and E design directors
have been drawn from the several established divisions. It is anticipated, however,
that these functions will be spun out after the appropriate developmental work
has been completed. As T and E evolves it is likely that a continuing invention
of ad hoc groupings will be necessary. These groupings will have a life span
of perhaps one week to six months.

Somewhere between the established order served by a formalist design
and the emergent situation requiring an Ad Hoc design is the mixed case. As we
come to‘better understand how the emerged situations may transform or effect the
established order, (e.g., as consensus is reached on how "thorough and efficient"
education relates to existing educational practices), there is the need to desigﬁ:
an organization to deal with its own evolution. This will involve either an
Operating Unit Approach or a Heuristic Approach, or perhaps both.

The Operating Unit Approach to organization design is less concerned with
either models of the organization or with the ad hoc reactions to the changing
gituations. It is more concerned with people (or procedures) carefully selected
to possess certain performance characteristics,

Under this approach the performance characteristics desired by the
organization system are specified and persomnel procedures (including both staftl

selection and inscrvice training) are selected to reflect or exhibit those

14
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characteristics. Obviously, since people can adapt and procedures can be changed,
this approach includes a range of flexibility. Under some conditions, it may
be efficient to limit the '"range' of that fléxibility to insure reliability and
predictability of the performance ovf the system.
- In fact, manyprevailing innovations in education such as "open classroom,"

I.G.E., and so fortﬁ fall within the operating unit paradigm. Specifications
for the teacher's management of Ehe classroom are developed and become part of
in-service training. That portior ot the T and E model which is the responsibility
of the County Offices reflects a similar orientation.

The County's responsibility involves the School Approval Process and
the School Program Coordinators represent an Operating Unit Approach to educational
improvement. ‘By specifying a "T and E" planning process for schools and a series
of monitoring functions (or behavior) for the School Program Coordinators, we
have chosen this approach to design a system to implement "Thorough and Efficient"
education. At the same time, the "guidelines' developed provide a range of
flexibility within the framework of the School Approval Process.- At this level
the guidelines and the steps of the process represent a code of behavior for that
level of the educational organization. Performance within that "code'" can be
evaluated, and it can be regulated or improved through in-service training and
so forth.

At the same time, however, the overall organization requires a mechanism
for (1) generating an evermore appropriate code of educational conduct, and
(2) inventing solutions to educational problems which fall outside the specified
behavior of the School Approval Process. Indeed, the School Approval Process has
been spccially designed as a set of behaviors which will discover '"discrecpancies"
between educational aspirations and achievements. Here the shift has been from
bureéucratic practices concerned with insuring that certain specified input

criteria have been met to a concern that an appropriate sequence of planning

o | 15
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behavior is being carried out. Within that sequence of planning it is possible
to indicate that a range of techniques for goal setting, needs assessment, vte,
represent good planning behavior. The monitoring Job of the New Jersey accoun-
tability system is tc insure that such appropriate behavior occurs, e.g. that
schoocls dc engage in national planning and modern management in developing and
implerenting an educational plan. It 1s essentially a process model of accoun-
tability with the emphasis, not on a mechanistic plan, but on good planning
behavicr. One of the outcomes of that good planning behavior is the discovery
of discrepancles; this discovery then triggers a demand for iaprovement, a demand
for a new solution to be invented by the R & D process.

Th1s takes us, therefore, to the "Heuristic Approach" to the design

of an organrization system. The'Heﬁristic Approach to System Design 1s one that

uses principles to provide guides for action; it 1s not bound by.preconceptions
about the situations {or discrepancies) which the system will encounter. I[is
princ'ples (called neuristics) should provide guides even in the face of com-
pletely unanticipated pr‘oblems.3

The Heuristic Approach is really the old problem solving approach, leading

to innovative solutions which are either new inventions or the imaginative adap-

tation of existing solutions.

Vg}he reader should be warned that this is not the currently legitimate dictionary
connotation of the word "heuristic". The dictionary will tell you that heuristic
is an adjective meaning to discover or to stimulate investigation., But 1t 1is
really much more than a nondescript adjective (indeed we shall repeatedly use lt

as a noun as well as an adjective in the following pages). Its contemporary
connotation in the data processing field 1is attributable to the efforts of Allen
Newell, J. C. Shaw, and Herbert A. Simon, who call their truly creative innova-
tions in computer-programming techniques "heuristic programming". These techniques
are designed to facilitate higher order problem solving by computers in such areas

as symbelle logle and chess. Rasie to these techniques ts Lhe use of operallenitlly

stated action princlples providingz directions to a computer faced with an unana-
ivzed or unanticipated situation. It might also be suggested that the repeated
success of certain problem solving behavior guided by some general heuristlc may
lead to it being incorporated intc the prescribed code of educational behavior.

16
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Some heuristinrs asscclated with educational R and D have been these:

a proposed sclution should be designed to demonstrate
sclutions to critical educational needs.

- the proposed sclution sheuld be "portable” to other
schools and districts.

- the sclution should be cost-effective.

- ete.

Tt snculd also be obvious that the solution seeking behavior of Lhe
ugagcaticnal Improvement Centers (EICs) with respect to the educatlional remcdlu-
+:.n deranded by tne discrepancies discovered by the School Aﬁpruval 'rocess
san not be regulated ahead ¢f time by closely spécifying that behavior. Instead
the activities cf tne EICs must be governed by heuristles simllar to thosc
associated with educaticnal R and D.

This probiem solving approach to educational problems can operaie at
several levels. At the highest level there 1s a need to translate the 'grand
goals" of education - those beliefs of social purpose - into attainatle, prac-
tical objectives. This involves the principle of sub-goal reduction - we
substitute for a gfand goal a set of more practical goals, - sometimes called

objectives.

At a second level the heuristic approach to educational problem- sclving
has to be skeptical of the established claims of any particular solution developed
elsewnere. The principle has to be a practical one - how can thls proposed

sclution be made tc work in this particular context ?

At a different level this heuristic approach introduces almost a sub-
Jective morallty into the accountability process. If better outcomes (however
thoéé apre defined) is the overall goal for accountability, anything which can
get vou that outcome and which can make those involved 1n creating that outcome

feel better is a viable solution.

17



-14-
Berind t-is iast idea 1s the admission that scme features of ecducattional

systemns are already unalterably fixed. Although we assume that

we ~an change scme of the behavicr of some of the actors 1in some of the system
over scme of the tlme, we realize that we can not specify all of the behavior
of all of the actors in all of the system all of the time. Any educatlion sclu-
tion wilern requires that kind cf committment to a substantial alteraticn of
veravicr 1s doomed tou fallure.

Tn fact tne heuristic approach tc organizational design must allow for
substantial independent behavicr. The crux of the problem therefore 1s Lo lusure
that tne independent beravicr 1s governed by an agreed upon set of new vialues, .
and trcse new values must reflect the demands of accountability., Thls may scem
tce simple but the realization must be that getting‘educational practitlioncrs
to be ccntinuous problem solvers is an innovative breakthrough. Too much ol the
traditional emphasis in educatlon has been the development of 'reliable oper-
ating units" thrcughAthe careful sbécifications of their input criteria (so many
credits in reading, a course in tests and measuremeni, etec.)

The New Jersey system of T and E does something else - It states that
sehiools and districts must engage in a series of behaviors to discover thelr needs,
tiieir problems, and so forth. Then, supported by the technical assistance re-
sources of the =ICs, the practiticners in those schools and districts, must
engage in a solution-seeking schéol improvement process. Instead of focusing on
Why Johnny can't read and. defending the educational status quo, the system 1is
driven by the new value that all schools should become better schools. The focus
of the practiticners in each school must be on making that a better school all
of the time. What this establishes, quite frankly, is that accountability 1s
everycne's business-and that the business of accountabllity is never finiiud.

Let me further note however that the proper management of any luoprge scale

18



-15-

crganizational system involves components which reflect each of the four para-
éizms. ilone cf the paradigms ’s without 1ts problems or without.substantia1
value,

in neuristic paradigm is not without its problems: First 1t could
lead to "too much" independent problem-solving so that no accountability Is
acnieved at all. Some kind of referral-ﬂéGéluation can perhaps deal with this
issue.

Second, tiie problem-solving approval can be too open-ended, too time
consuning and can quickly exhaust resources. An héuristic organizational style
needs tc be restrained by a set of priofities so as to insure some focus and to
insure that some "solutions' are found within a reasonable pericd of time. As
with "pure" research, "pure" problem-solving can often becomne an end in lLtsell.

Third, the heuristic model also leads to conflicts between gencrallsts
and specialists. Cpecialists have invested time and resources into deepening
and intenslfying their ability to perform in highly specialized situations.
Problem-solving generaiists teAd\to be skeptical of such committments and wisl
tc get the specialist to redefine the problem tc which he 1s applying those

speciallized situations,

19
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III. A Series of Organizational Heuristics

Q
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Up until now this paper has discussed the system out there. It is

intended that the New Jersey State Department of Education function as a
decentralized department. The behavior and processes which represent the
accountability system in New Jersey cannot occur in a centralized bureaucracy.

But at the center of the system a number of responsibilities must be retained.

These include:

First; System Maintenance which includes the relatively routinized

services of financial auditing, the resolution of quasi-legal
disputes and a number of certification functions. These repre-
sent the '"formalist' component of the organization. .

Second, System Leadership which involves the role of the Commissioner

and his executive staff in the interaction of the educational
system with the external enviromment which attewpts to govern the
public schools, Accountability per se has its origins in this
external environment and the Commissioner of Education has the
primary responsibility of responding to those externally imposed
conditions. This role is uniquely an ad hoc vole, expecially in
terms of fiscdl uncertainty and political turbulence.

Third,'System Development involves the mneed to be abie to re-specify

the desired behavior of the system out thiere as it evolves its
monitoring and improvement functions. Insofar as there is the
ability to specify "behaviors' which work, a developmental and
dissemination system can prescribe solutions which include packaged
behaviors. To this extent the old Division of Curriculum and
Instruction has a new responsibility to focus on critical priority
areas such as special education, compensatory education and basic
skills for which specialized programs are available. This becomes
a selective "operating unit'" approach.

Fourth, A Systems Guidance Capability is the on-going responsibility

of the planning and evaluation functions. These functions not

only must report the results being experienced by the accountability
system, they also have the responsibility of proposing and revising
priority agendas. Here a series of organization heuristics are
used to guide planning and evaluation activities.

These organization heuristics are worth noting--they form the basis

of a macro-planning systcm.

A Macro-Planning System

"Planning" as a generic professional activity has gotten a bad ndme
y

for several reasons. Among these reasons is the attempt of planners to do
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"comprehensive" or "master' planning. In most real world administration
situations, policy is normally made in an incremental fashion. Decisions arce
seldom made "comprehensively." Incremental planning, however, is also flawed--

- it is too reactive and crisis-oriented. We consider that planning needs to be
"futuristic" or forward looking, and "systemic" in that it looks at all elements
in the system, but also be reality-based in that it recognizes the value of
small decisions.

We prefer a planning system which can be characterized by thce . el
heuristics "open," '"collaborative," "semi-formalized" and "priofity managcment. '

By "open' is meant an attempt to involve as many key actors from as
many impact areas as possible. With the notion that there are systems within
systems and systems inter-facing with other systems, any notion of systematic
growth and development (sometimes called change) must always recognize that some
minimum threshold level of participagion of all elements relevant to the system
(both internal and external elements) -is required.

By "collaborative'" is meant the idea that a planning group brought
together to represent some minimum cluster of elements should focus on objectives
which they have in common and not in their differences. Alternatively, different
program objectives can be identified that represent different interests which
are not incompatible.

By "seﬁi-formalized" is meant the realization that policy planning
always involves a mix of informal as well as rountinzed processes. So-called
"ad hoc" planning tends to be too informal and demands endless coordination and
valuable consumption of staff time. The system cannot always be "planning to plan;"
it needs as well the proper management of priorities. Some planning processes

’ tgerefore should be ﬁrescribed and formalized.

By "priority-management" the macro-planning process is directed primarily

e
to areas of emerging new concerns in both a proactive and a reactive sense.
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Problems and priorities can be identified and put on the planning agenda by
either policy analysis or by political activity. The macro-planning process
does not necessarily have to be mobilized to include planning operations which'
. are relatively routinized when program goals and objectives are well established
and program responsibility well defined. (It is assumed that operational
planning is routinely followed by most; if not all, elementslof the system--A
well functioning M. I. System would '"store'" the bulk of the program plans of
the several divisions). These plans would be routinely reviewed by the Commissioner
and he would provide for their regular revision. As new probléms and priorities
develop, the éSﬁQissioner‘might provide that some wéll.established program be
recycled through the macro-planning process to insure a proper interface with
new and emerging programs. Similarly, a ''needs assessment' might generate
knowledge of a discrepancy which a program might be directed to deal with by
revising its operational plaﬂé.u‘This can be related to the "management by
exception" style; in such a fashion the "intelligence“ and "resources'" of the
organization are directed to the management of first-order priorities and not
to the supervision of routines.

We might further note an "indicative' aspect of the macro-planning
process. The need for a system to be futuristic in its orientation means that
it needs some sketchy 'road maps of the future.'--If futgre states of the system
and its environment can be described and understood, the alternative means to
reach or alter those states can be indicated.

Policy planning therefore assumes the function of indicating alternative
ways by which the system might grow and change. It does not, however, necessariiy
prescribe wﬁich way is "best;" such determination is the responsibility of higher
level judgments in the political process.

Some general goals for the macro-planning system can be suggested.

~ These might be:
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. formulate and identify alternative policies for education problems and
opportunities

. derive alternative program str:tegies for each alternative policy

. mobilize and consolidate resources behind chosen policies (distribution
of resources to different programs across organization lines)

. maintain an analytical overview of policy and program development through
both policy research snd a management information system.

The relationships within the macro-planning system ére based upon a
notion of "multiple review points' which considers alternative formulations of
the problem and of the range of alternative bolicies which could be developed
as a response to the problem.

The importance of this kind of analysis is that the heuristic component
of an organization system must reweal the overlying values of its problem-
solving activity. Here again the effort can be identified as establishing thc

accountability of an accountability system.
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CONCLUSION

These have been fragmentary and somewhat disjointed notes on some
organizational perceptions having to do with the development of a statewide
accouﬁtability system.

There are two important things to note. First, there is a need to
be selfconscious about organization style as efforts are made to design aﬁ
appropriate organizational response to new external demands. There is also a
need to avoid holding only a single perspective. That is why the use of four
organizational paradigms appear to be useful,

Second, the organizational paradigms also identify the need to recog-
nize different organizational styles. No single style is more important than
any other. It all depends upon the different kind of demands made upon the
organization. Different organizational styles need to be made compatible
within the samﬁ‘brganizational system. Recognizing the underlying functional
requirements behind these styles ig important to the success of organizational

policy.
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