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directed .o the following concerns: (1) the purposes that NIE wishes
 to .achiéve through the regional laboratories; (2) identifying the

primary clients of laboratories; (3) the'functions that should be
performed by theé laboratories; and (4) the organizational: structures

that are appropriate for laboratories. It is. noted, that although
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" provided to individual states, laboratdéries share a common purpose of

facilitating sharing and exchange among the states in their region.
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colleges and universities:. (SW) :
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Prefacé

In response to Congressional direction, the National Institute of

Education engaged in FY 1983 in a planning process designed to lead to

an open competition of the regional educational laboratories and the

national research and development centers as defined under Section

WAs part ‘of the planning process, the Insti _.convened a Laboratory

Study Group, which met in two three- day se sion to review laboratory
issues and provide advice and recommenda the Director The
Laboratory Study Group consisted of sixteen pprsons rep

rso

clients or users of laboratory work, includin

.practicing educators at variousilevelpiand co’munity and parent

representatives. It also included persons frpm organizations that are

likely to work Jointly with laboratories to offer services; as well as

those with a background in conducting research, development or

dissemination: R B

This paper was developed by NIE staff as part of a comprehensive

briefing book on tlaboratory history, status and issues that was provided

to Study Group members: Its purpose was to provide a background and

stimulate discussion on specific laboratory issues

This issue paper :is one of a set of three staff papers that were provided

to the Laboratory Study Group. The titles of the three papers and their

authors are
Mack, David P.; "Laboratory_ Purposes "and Functions: Issues for the
‘National Qtudy Group on Regional Laboratories;" August 23, 1983.

Schultz;- Thomas,f'Funding of Regional Laboratories' Issues for

: the National Study Group on Regional Laboratories," .
- August 23, 1983. ’

Gchuitz. Thomas, and Dominlc, Joseph "Laboratory Governancé:
Issues for the Study C: oup on Regional Laboratories;"
August 23, 1983. .
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August 23, 1983

; ! i} }
lL.aboratory Purposes and. Function:s: Iisues for the | p
National Study Group on Regional Educational Laboratories

fntrbductioﬁ

This paper'GXhmines a set of issues cbncerging the purposes and
functions of regional educational laboratories, to be competed by the
National Tnstitute of Education during the coming year. Each issue X

is analyzed by discussing various viewpoints in the context of the
history and status of related lab activity: The discussion of each
issue is followed by a set 6?’iﬁééfiéﬁ§ whose purpose 1s to stimulate
Studv €roup discussion:. The paper is designed to assist the Study 7
Group Gﬁ.Rééiéﬁéi Laboratories to develop and analyze a hﬁmbé; of
alternative conceptions of laboratories; which will be presentéd.by

The following questions form the issues that frame the paper:
o wWhat purposes does NIE wish to achieve through
the regional laboratories? v\\gq
L oL o, . _ o . . \, .
o Who should be the primary clients of laboratories?
- V'
o What functions should be performed by the laboratories?
o What organizational structures are appropriate for labs?

to advise the Director of the National Institute of Education by providing
options for his consideration: The Director remains responsible for fimal
decisiouns retated to Eﬁé'buébBSés and functions of laboratories.

é -
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only seven laboratories remain from the 20 whose funding began under
the Flementary and Secondary Education Kct of 1965. The early work of the
iabs grew from Integrated institutional planning and was typifiéd by
long-term applicd research and development efforts.

Laboratories were originally conceived as institutions whose purpose.
was to bridge the gap between research ‘and précéicé. The initia’
conception did no. take ﬁoia in most of the early iébé;Begauseilt the
time the research ehtérpriéé wae so small and there were 'so fe; solid R&D

e

outcomed to disseminate. As a result, the early labs tried to make up
for this déficiéncy_by concentrating ®n long term development work,
particuiariy curriculim dEVEIOpment; .
The" transfer of the laboratories to NIE in 1972 marked the beginning
of N1E's budget was designated for éﬁﬁbbft—of work in the labs. Thée money was
awarded to the labs_based on the fééulté of NIEiinitiated competitions
nationaliy-oriented, short term, eclectic pattern of activity in the
laboratories. Because of their relative competitive abilities, it also
féédlféd iﬁ growth for the strong labs and ééCiihé for the weakgr ones:
Following the work of the Congressionally mandated, “Panel for the

Review Of Laboratéry and Center 6pérétiohs;" NIE issued its January 15,
1979 administrative policy on the Institute's long-term relationship
with the laboratories and centers. For the iagdfaforiéé; Eﬁéf poiicy

wéll as the program requirements of labs. and emphasized work in the

labs that was responsive to.regional needs:

Sa]
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Existing Legislation and Policy

-

At the present time there are two sources of authority regarding

the purposes and functions of NIE-gponsored work in the laboratories:

These dre found 1in NIqu authorizing legis 1ation and in NIE's January 15,

1979 administrative poiicv;

.

Section 405(f) of the 6General Fducation Proviqionq Act, Amendea
October 3; 1980; P:L: 96— 374 (20 U.S. Code 1.71e) mandates NIE with

the responsibility of supporting work in tnﬂ regional ediucational
o o e ) s .
)nborntories and the research and development centers. The legisla+ion

A}

conduct of such reqearch and development
activities; :

(111) insure that information developed as a
résult of such research and development
dctivities, including new educational methods;
practices, techniques, and products, be dis-

seminated;
(1v) provide technical assistance to appropriate

educational agencies and institutionS' and

(v) to the extent practicable, provide training

for individuals,remphasizing training: opportunities

for -Wwomen and members of minority groups, in the

use of new educational methods, practices;

techniques, anc products developed in connection

with such activities;

The law also states that
() the direttor determines that the proposed
activities will be consistent aith thé éduCétion

Laboratory and Center Operations offered a definition of laboratory
purposes that was incorporated into the January 15, 1979 guidelines gff

. ¢
&
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NIE's relationship with laboratories and centers. That statement has

shaped NIE'S relationship with the laboratories from 1979 until the
present. It states that:

The central purpose of each laboratory is to determine
and help meet the educational research- and development

needs in a_ speciried region of the country .mote
specifically, laboratories are intended to.

o identify concerns and priorities throagh
v regionally representative governing and

‘advisory structires and activities thatﬁ

help the regional clientele define their
needs;

o conduct applied researehiand development

in pursuit of those priorities;

o faciiitate communication among educational
agencies and individuals in the region;

o promote the use in the-region of R&D
results from all sources; and

v

o nationally disseminaté thé”results of
their activities. (pp. 2,3)

The January 1979 statement goés on to say that’

"NIE will encourage all special institutions to collaborate

with one another and with other research andidevelopment
performers in the planning a~d conduct of their 'work to
maximize the productive sharing of ideas, findings and

products, to minimize duplication of effort, and to

ensure the widest possible dissemination of usefut
research and development results.' (p:3)

These guidelines; in their four years of impiementation, have
successfully influenced labs to
o work through their boards to assess needs and set

priorities for their regions;

o focus the bulk of their research development and

assistance work on the regional needs identified; and
o gain in Strength and reputation for providing technical
assistance and facilitating communication in their
regions.
However; the guidelinés have not resulted in the expected sharing
and collaboration across institutions.

L . - N i
L /
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Laboratory Purposes and Functions: Some ISSués

' Before procurements can be developed for the competition b 1ab=
'
oratories there are a number of basic questions that must be.answered
concerning what labs are and what they are to do -- éheir PUTEOSES and
their functions. Past guidelines and practices left tRe answers_dg .
these questions EéEﬁéf open. Laboratories. have ha& broad purp0594 and
wide ranging functibns. Each laboratory has framed its mission somewhat

differently, and each has pursued its own strategies through a unique -
' )
blend of activities.

While this openness and flexibility has allowed éécﬁ lab to be \
responsive to its fégioﬁ, it has resulted in éﬁ;émbiguoﬁs nationwide
picture of what labs are and what they do. Since labs have so Few :
defining guidelines either in th& law or in NIE policy, regional client ‘
pressure moves them into more broadlv defined areas. A'cost of this v

type of fegionaiiy based initiati;e is that iab efforts tend to bgcome. \

diffused rather than focused: ~ ; o
Because of the tequirement to recompete the 1ab§ratorieé and -

Béé;uéé of the desire to improve the' effectiveness and éffiéiééé§—6f the

functions. The sectiongthat follows presents a number of critical
iﬁﬁéétibﬁé related to what the labs are to be and to do. .For each

issue several pdint; of view are summarized and additional questions are
raised for;furéhef Study Group diSCuséion. : ' i

’ ) R .
. . : S
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What purposes does NIE wish.to achieve through the regional educational
- laboratories? » - Y

At the preseit time laboratories serve a variety of.pufposes -

. i ‘

probabiy more than any sihgie ihsiitution'COuid ever hbpgrté pursue
- : ’ \

~effectively. NIE has imposed #ew constraints on the labs and allowed

regional needs to set their priorities: Although laboratories share

‘ fundamental purposes; each lab has defined its specific mission 'in
relation to its region and the wishes of it% Board: ' 7 .
; :

constrained in some important Way;. For example, each Iébbrat;ry serves
- E \
a designated region of the country and étgkéholdérs~f}6m the region
held shape its work. In additioh to the research, development and.
assistance provided to individual states, labs share a common purpose
hd o«

of facilitating sharing and exchange among the states in their region.

i

a

~

The laboratories focus most of their research; development and

' assistance efforts on the improvement of elementary and secondary
education. A1'7J' ] fébs often work with ‘colleges and universities and
members of ‘their éEéffé; Eﬁéi?.jéiﬁf efforts dre ﬁéﬁéiiy aimed at
improving some aspect of éiéﬁé;téfy and secondary education;

The emphasis of labs in on applied work, creating the partnership
ﬁéééSSaf; to héfheéz research and development for the improvement of

educational ‘practice. This common emphasis manifests itself in a blend
of applied ré;;aréh; development; dissemination, training and assistance
activities that 1s Uniqhé to éé¢h inétitu;idn. Eégh of these Eunctiods
is discussed in greater detail later in this paper.

k]




one approach NIE could take.

—7= - 7

* In: the present competition NIE wishes to provide a clear statement

of the bfoad objectives for yhicﬁ'éuppbrt is to be provided to the
_ . i } S e - o o
laboratories. The existing broad purpose ?f laboratories -- to

A .

contribute to the zeneral improvement of elementary and secondary

S
education by conducting applied research and development and by
promoting the use in their region of R&D from all sources =- 1s only
For examplé, the Institute could

o ask the laboratories to shift their efforts toward
working- more directly to improve the quality of

education at the level of local districts amd
schools:

o encourage taps to{focus 4 greaster share of their
efforts on working with existing organizations in |
‘the ??gi9ﬂ,66 help them strengthen their R & D =

and assistance capabilities and to work with those
organizations to mount cooperative assaults on “

. high priority educational problems. ~ -
; ‘o encourage labs to concentrate a greater share of
fheir resources on using R&D knowledge to inform

and improve policy-making activities in the region.

These are only three of the many possible éppioaéﬁés to lab

purposes that could be taken by NIE in the competition® AS the

possibilities will energe:

The foiioying questions about the purposes of laboratories are
among those the instifufé must answer in préparatioﬁ for Eﬁé'iéﬁ
compétition; < —

o How narrowly should NIE define the purposes for whicﬁ

iaboratories will receive Institute funding?

o .How much diycretion should reside in the labs to
define their own purposes for NIE~-funded work?

) ﬁféifﬁéfe purposés that should be excluded from NIE
support? -

-

.iij : ;. . ) .
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Who Should be the primary ciients of laboratories?

In general, the present approach is to view state education agencies

(SFAs) as a principal point of access for the delivery of laboratory

services. It is argued that SEAs have the ultimate legal responsibility
- - - - ‘ - . - -
for education in each state. They haye authority and power derived from
Ve

resources that gives them by far the gréatest potential of any single
IOrgéhizatidﬁ’to afféct(thé quality of education in their state:
! S = : R T P et
Most laboratories now work closely with SEA staff members as

to local school districts or, at minimum, keep SEAs fully informed of
their work with districts and schools. Several labs have one of more

chief state school officers on their boards; alil have some form of SEA
L \
representation. !
i o
Some edu?atofs have questioned the SEA-centered strategy’ of

t

laboratories on the grounds that the mandates of SEAs are basically

reghlatory. This means that in many states few SEA resources are
I R - i o o -
available for research-based improvement efforts. With recent

declines in available resources many SEAs have been forced to reduce
staff and programs that provide assistance to heiﬁ improve the quality of

lc¢oal schools.
Supporters of this viewpoint hold that laboratories should
o ; ) L .
concentrate their resoiirces on educational improvement at the school

strategy has greater poterftial for positive immediate impact on

- -

pressing educational problems: Recent NIE-sponsored research:
7 7 e S -- - e
emphasizes the important relationships among effective schools,
7 s . B} . ,
classroom management and improved student performance. Even though

i
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laboratories could reach directly only a small sample of all school

districts, advocates of the appioach belisve the aggregate impact of

N
labs would be greater if they delivered assistance and research
initiative directly to schools, school boards and districts:

Others argue that iéBorétoriéé should devote more resources
to serving state poiicymakéré. This would extend beyond chief state

v

school officers to include gdvernors' officesi-legisiators and .state
Bdéf&é bf_géucatiOh;‘ ", uers of thesé important positions, through
their corporate decisions set the policy context for education in
each state. Their decisions can éitﬁéf'éﬁhéhée or impede educatinnal
improvement efforts. Lab agtivity could be turned toWard>Such things
as policy research; dissemination and assistance, or toward -
‘futures-oriented problem identification and Forecasting.

' Another view argues that iagorétoriéé should codpentrate on
strengthening thg capabiiitiéé'Bf éxisting organizations in the
region; who' in turn assist schools and districts interested in improving

. their gfogégms through the inplementation of edUCé}ionai research
findings. This approach would limit lab clients to organizations that-
éhéégé in dissemination or'techﬁicai assiéténéé; éﬁééﬁéé SEAs; ééhbbls;

’ A
¥

colleges and departments of education; intermediate service agencies;

study.couﬂdifgg large LEAs; and other similar organizationms.

The following questions regarding lab clients are among those that
must be éﬁéazféa by NIE in preparation for the- competition.

o Should NIE attempt to provide direction or criteria

to the laboratories for their selection of clients?
3 7 ” \ .
If so,

P

. o What groups should NIE encourage labs to identify as
clients? '

o How explicit should NIE be about who refeives services

: , 12
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What functions should be perfec

The following functions are generally associated with the regional
educational laboratories: research, development, dissemination,
technical ass{stance;~iféining and professionail deveilopment;

» needs assessment and cross-institutional cooperation éﬁ&‘%ﬁé?iﬁé;
CuifénE_iéB functions are specified in the iégiéiéiiéﬁ; were
incorporated into the January; 1979 NIE guidelines on tabs, or

have emerged naturally as a response to pressures or needs:. These
functions ;fé carried out in different ways in dié;gréﬁt laboratories;
each having a different blend of activities and emphases.

In the section to follow each of these characteristic functions
will be discussed, $ncluding examples of how the function is being
carried out, and estimates of the present level of emphasis. Finally, a
set of quaétioné related to each function will be poéed to stimulate
discussion. . -

Research: Research activities account for approximately 36 per

A

or ﬁéfé)é focused on practical educational problems; and often augmented
‘by products designed to tTranslate research into practice. The research
activites for the laboratories result from a process of regional
definition of priorities in which the lab Board of Directors takes an

active part.
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Much of the research conducted by the laboratories deals with
issues related to the general areas of teaching and instruction,

-

classroom management; and schooling, often with direct ties to the
"school improvement assistance activities of the labs. The basic skills
also receive heavy emphasis, in the research activities of the
" laboratories. Very little policy réséarch is conducted by the
laboratories.

.

With the exception o° the research on teiching and instructional
management conducted by the Far West Laboratory, little of the .
laboratory research has captured national attention. This does not mean
that the research conducted in thezggbs is of. poor QUéiiE§: On the
contrary, the applied research conaﬁélid hy the labs generalily is weit
managed and competently performed.

However, with a few exceptions; laboratories over the years have not
been able to attract and'hoild the top researchers in the nation. Because

-

they are not primarily research organizations labs cannot dffer the
somewhat 1isolated from needed professional exchange and support. The
R&D centers, on tﬁé btﬁét Eéna, EOCUé on national iSSues;‘define their
research domains motre narrowly than labs, and specialize in research.
For that rceason tﬁey are able to concentrate outstanding research staffs
in a single institution: Nevertheless, having a resident research
sEaff in a laboratory can co;tribute to the quality of the organization
by making the lab more reflective, more self-critical and more closely

1 '

tied to current knowledge.
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A‘iiét of the research projeets across the labs giVes the appearance

2

bf an UnCOordinatea and idiosyncratic set of activities. This is the

outcome of .a deliberate policy intended to give laboratories generous
flexibility t? respond to the needs and interests of their region:

Perhaps because of that policy of regional responsiveness, NIE has

never tried to capitalize on one of the: most important natural
advantages iéﬁéfétéfiéé offer; they are a uniduékéét of
institutions with similar missions that, after th:\éompétiton; will blanket
the entire nation. One approach the Institute could take in the Cbmpétition
is to build in mechanisms designed, to result in more commuqication and
cooperative effort éttéés the labs; with an eye toward cumulation of
results and avoidance of Cbstiy dﬁpiiCatipﬁ.

There are a number of poééibié épptoéchéé NIE could take regérding
the nature of fhe reséarch thé agency wishes to sponsor in the
iaﬁorétoriéé. The foiiowing queétions suggest some of the courses

éyéiiébie.

s

o Ghould NIE reaffirm its ptesent poligy ggiaiiowing
labs to propose work based on the outcomes of
regional needs assessments?
o §Eéﬁid the Federal government establish Departmental and

agency priorities within which proposed research must
fat1?

o What kinds and balence of research is 1t appropriate for
NIE to sponqor in the labs: long term vs. short _ .
term; basic vs. applied; research done_ by centra1i7ed
- lab staff vs. co-investigative_research involving teachers
and other practicing educators?

o Should labs be encouraged to conduct more policy research,
perhaps using their network charactetistics to link

poliecy researchers and policy makers around issues of
common concern both within and across regions?

15
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the applicability; the staff _resources; and the
potential impact of the work?

over lab research’ For instance, should NIE proviae

feedback to research proposals_across the network of

labs rather than just to each_lab 1ndividuélly; S0 as

to reduce_overlap_and direct labs into problems not

covered elsewhere?

DéVéioEmént. Beveiopmenf activities CUrrentiy account for
. L S T L S

approxinately 13 per cent of the budget of the laboratories. This
;aiiotétionfrepreéents a major shift in emphaeis from the formative days
of laboratories when there was a heavier emphasis on.development: For
example, in their early years the the labs were heavily engaged in curricilum
development. Now there are onily two curriculum aevéléﬁment projects in the

Indian Reading Program; One reason for this is that it is the general policy
of NIE not to support curriculum development.

Most of the development work of the iénorétdriée 18 now fociised on
creating resources thst are directly ugééui in proéiaing assistance to
lab clients. EXampies are training programs, wOrkshop materials and
training formats, dlrectoriés of exemplary nrdgrams'and‘pracrices,

- ~-

descriptions and evaluations of comj

ter courseware, and targeted /
/ =

ot

The development projecté of the labs are often tied to the research
from which they are defi%éd; and just as Bffe# include dissemination and |

S N o o o !
technical assistance actiéities designed to get the products used.

Vi
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Moggrof the JEVeiopggnt work of the labs is long éerﬁ in nature and
R N Ve
the resulting materials often are in high demand. For example, the
Research and Development interpret;tiontgérvice;'now at the AEL lab,
has developed avseries of four syntheses of basic skills research
iﬁ the areas of reading, eiemenbar? and secondary mathematics; and orat

;;nﬁ written composition. These publications,; developed for teacher use,
have begn so popular and of such high quality that other organizations

-~ principally SEAs and professiomal assoctations -- have produced and
circulated more ‘than 66,000 Eéﬁfiﬁ%é at their own expense. )

3

The tabs tend to be Proprietary toward the materials they develop. In
spite of this there is considerable Sharihg and Coopérétivé éc;ivity involving
lab-developed materials across the network of labs.

Of all of the work that labs ao, dévéiopmeht prdjecés are mOSt /
likely to result in saleable products. This implies éompetition with
other orgéniZétioné Eﬁét‘depénd upon deveioment as a source of income
and raises questions about an‘gppropriate Federal role. gﬁ the other
' hand.SUCCeSSfui deyelopment brings labs credibility, visibiiity and

alterifiative sources of income:

competition are listed below:
o Should NIE encourage labs to engage in development?

Tf so,

o ~Should NIE take a position on the proportién of lab

activity that should be devoted to development?

o Qﬁat type aéVéiopmént activiti 8 §hoﬁid NIE encourage the

labs to emphasize?

o To what extent should & labordatdry be allowed to
specialize in a particular type of development with the
purpose of sharing the results across the system of
labs, as well as beyond? : .

1 - .
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Providing Services to Clients in the Laboratory Region. This section
: — , :
) ) i . . - L ”\— o . - -
reviews three important functions of”the laboratories: disseminaticn;

technical assistance, and training and professional dévelopment. These

three furictions become so blended inm most lab activities that it is difficult
to discuss them separately:. Together they comprise approximately 51 per cent

of all lab activity:
e , : : - I S
j.aboratories' assistance activities take several forms. Illustrative
services are:

o Building links between practic1ng educators and sources
of : research knowledge. R

- disseminating reqearch knowledge through general

publications and response to specific requests;

- holding forums (conferences, seminars; workshops)

that provide clients with an understanding of

current research and its potential for addressing

pressing regional needs, and

o

< organizing networ@sitbat facilitate communication

afid resource sharing among organizations and

individuals who conduct research; who provide

dissemination’ and knowledge utilization assistance,

and who providé educational services in SEAs,

districts; schools and classrooms. N

o Providing direct assistance to state,,intermediate and

local education agencies in the use of research outcomes to

improve educational pra-tice {

- providing . assistance iﬂ problem identification
and clarification;

- matching clients to sources of assistance

.through referral or brokering activities;

- collecting, tailoring and packaging research -

outcomes in forms useful to specific audiences

process.

18



o Providing training and professional development
activities: :
- sponsoring training and internships for aspiring
researchers, particularly for women and
minorities;
s . - designing training programs for teachers, principals

interest or bodies of research; and
- Qroviaiﬁg ;réiﬁiﬁg fo: pErsénnei who work in

dissemination and assistance roles.

Thé dissemination activities of the laboratories are of two kinds,

dissemination activities are designed to inform potential users about
particulsr innovations; products or findings; often resulting from the

targeted dissemination activities are combined with assistance to clients
actively engaged in ;EEﬁéil§ appiying R&D;duféomé;.
Goal-Based Education project at Northwest Lalbr that has created a
directory of successful ekampiés of goal=based projects across the
country. Other examples are the Basic Skills project at RBS 2nd the
School Improvement projéctaét McREL, where each uses a somehwat
different approach to disseminating and assisting in the implementation
of tha effective schools research:

General purpose dissémination is an extensive and unique part of
what labs do: Labs draw from a variety of sources ?6 respond to the
information requests of a wide array of clients, ea;h exberiencing

different problems and having different needs.

.

19 &
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The Research and Development Exchange bESéram (RDx) is a
principal element of the general purpose dissemination activity of
the laboratories. Initiated in 1976, the RDx is a nationwide network
of projects located in the regional educational laborafories, an R&D
center and a consbrtium of educational practitiomers in the Northeast.
The individual exchanges serve their regions by engaging in such
activities as (1) providing individualized disseminatiop service= and
technical assistance’ to SEA staffs and others; (2) preparing and disseminating
a variety of newsletters and othar documents that fepaéc, synthesize and
interpret the results of ;ésearéh; (3) holding numercus éegionai and

state workshops and seminars on topics such as reading, math, effective
schools, technology, program implementation and school.improvement
. strategies, étc.; and (4) conducting regional disgemination forums or
. o ) . N
provide technical assistance for knowledge-based school improvement. .
Although six of the seven laboratories have ERIC collections; only

one offers general information search services to ciients. Three others
offer limited search services. Typically, the labs encourage clients to
ise other sources for search services —- a state education agency, a
state 1ibrary, a university or sometimes an intermediate service agency.
Labs then provide what is not available from other sources, assist in
searches that are particularly sophisticated, or track dawn information

not accéssible through commonly available databases. Through the

Resourcé and Referral . ~e database on databases and through the
nationwide network of 1 .al exchanges, iibé are particularty -
proficient at résponding q. 1y to difficult information requests.

-»
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Labs go far beyond conducting searches in response to
information requests: In support of Alaska's effective schools

synthesized the current research in relevant topical areas. In
addition; the labs engage in active dissemination efforts deéignea to
familiarize educators in the region with important current research
outcomes; and Increase’ their abilities to use the research.

The faiiawiﬁg questions regarding the dissemination furctions of
laboratories a;e among those NIE must answer in prépérétion,for the
lab confpetition.

6 How mucﬁ émpbésis should be piaced on the diSSemination'
function in labs?

o Tb whét extent is geﬁerairpurpbse disséminéEiéﬁ a

o To what extent should NIE encourage labs to proactively

focus their dissemination efforts on high priority
substantive areas?
a
o To what}extent should NIE encourage labs to engage in
activities where dissemination and technical assistance
are merépd?

The technicatl éééiéEéﬁéé function permeates the work of the

laboratories: As a complement.to their dissemination activitieés the
regional exchanges provide extensive assistance in the application

of research results. Various forms of planning and implementation
assistance arélSEtéﬁ available as aspects of the many discrete research,
devéiopmeht and dissemination projects in the labs. Regional services

to providing technical assistance.
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The laboratories tend to use facilitative, problem-solving
approaches in providing ciient assistange. Typically, the client
identifies the probiem for which help 1is needed and approaches the

, ; , , .

appropriate comtact person in the laboratory for assistance. After
reached on an appropriate assistance role for the lab and the résources
to be devoted to the activity. Assistance is iikéiy to consist mainly
of general consultation regarding planning, implementation and
eVélﬁafioh ﬁrbtéésés and of staff ﬁéip in trécking down éppiicaﬁie
research outtbmeS;viocétiohé and déécriptiané of, programs similar to
tggt under consideration, and names of éhbwiedgébie experts. Depending

upon the needs, assistance may be provided by staff from several parts
of the lab, or help in special technical areas may Bé.ééidiféa outside
the lab. Lab involvement is usuaily rather narrowly predefined. Assistance
year. Only occasionaiiy would a specific technical assistance activity
continve for more than a year. |

Laboratories sometimes come into conflict with other otganizations
in the region who feel that the work of the iags competes with; rather
than complements; their own. NIE encourages labs #o work
édlléBdrétiVéiYIWith one another and with ofher'assisfaﬂce organizations
to respond to clients' needs. Many lab staff have achieved high leveis
of ékiii'ih building:and sustaining interpersonal networks and inter-

orgénizationai arrangements.
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NIE encoutrages laboratories to engage in technical assistance
strategies that do not foster long term client dependence. However,
. .

such capacity building strategies are difficult to carry out

7

suCCéssfuiiy{ and from one point of¥view are counterproductive to
independent lab survival.
Since the technical assistance activities of the laboratories are

in advardce: For this reason NIE accepts rather general scopes of work

from the labs for their técﬁnicéi‘assistance activities. This a}so means
that technical assistance activities require a flexible style of

moritoring; it is demanding to stay current with what a
laboratory is doing in its assistance activities.

Technical assistance activities ééﬁ become very expensive and a
serious drain on resources unless a laboratory piacés cieériy
constrained iimits'on the assistance they will provide. Yet, it is in

the area of technical assistance that laboratories experience some of their

best opportunities to market their services and generate additional resources

to extend their educational improvement capabilities in the region.
The following queStibns régérding tbe'tecﬁniééi assistance function .

o What limits should NIE place on what constitutes

appropriate technical assistance activities for
laboratories? -

o To whoiii should technical assistarce. activities
be available9 SEAs, LEAs, intermediate agencies,

other service providers7

-

o Should labs be encouraged; permitted or prchibited
from using NIF—supported technical assistance

activities as a way to market lab services for a

fee? -
23
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o Should NIE more strongly encourage labs to deliver
technical assistance in ways designed to build client

independence?
P 7 y
o Should NIE continue to stress the important of ,
collaboration with other assistance organizations in
providing technical assistance to clients?
Training and professional are specifically mandated in {

NIE's authorizing legislation for laboratories and centers, with particular
reference to women and minorities. Onme response of the laboratories to

programs for women and minorities, having a combined funding of $635K.

In FY 1983 only two of those projécts remain for a combined spending of

$204K. In at least one other case a training program emphasizing women
and minorities has been combined with the institutional functions

activities of an institution.

Training and professional development activities are conducted as part of
the many dissemination and technical assistance projects in the laboratories:
Much of this activity imvolves working with people in groups such as workshops,

seminars and conferences. Just one example of this is the work of the

R&D exchanges. A 1980 survey looked at the workshop and staff

development activities of the regional exchanges across seven laboratories.

The study showed that workshops and staff development activities of three

types were held. Workshops concentrated on: i

o presenting information that inpreased participants' knowledge and
awareness; ’

o working with materials and interacting with the-researchers or

" developersyg,or :

o focusing on specific prescriptions for improvement: . ///“

24 - /
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é total of 114 staff deveiopmehf events with approximateiy

5200 participants were sponsored by the regional EXChanééf that

year. At that time the exchanées a:counfeé for about 6ﬁélfﬁif& of the
dissemination and tecﬂﬁicéi assistance activity of the labs.

The strategy 6f-bfiﬁéiﬁé groups of educators or policy makers
together in structured forums -- %6;E§E65§; seminars, etc. -- has been
favored by the laboratories and has ééﬁéféililféghiféa in satisfied
participants. However, questions have been raised about the cost
effectiveness of the strategy. It is very expensive to bring people
together, regardless of who pays for it. FEven if Eravel costs were low
the strategy of holding group events in_central ioéétiohé éévéréiy
limits ﬁarticipatibﬁ. Suggestions have been made that labs test
éitérﬁétiVéé to group meétingé, inciuding teéhnoiogicaiiy assisted
commuriication. T

approach: A laboratory develops a training module around a hig

interest topic whare there is sufficient related research. The
\\\__/////iaboratory prepares a number of people from the region as trainers;
who in turn use the prepackaged training module with teachers,

advisory committees. Using a nucleus of 100 local trainers, a state

organizations in the region for vse.

O
U1
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On the wboié, however, the training activities éf laboratories

are part of what s fundamentally a technical assistance rather thaa a
A ] .

professional development approach. - A technical assistance apprbagﬁ is

problem centered and incorporates training activities as staff need

: L .
additional knowledge or skitis to participate in solving the problem. A
professional ‘development approach focuses instead on the needs of a

particultar group of practitioners for increased knowledge or improved

skilis. Reofined in this way, the professional dévélopment approach is

-~

rarely used by the labs.

The Following are examples of the questions regarding

training and professional dgvelopmenz:phat face NIE in the lab

competition. " ,)/
L o T i

o Should NIE provide explicit guidance regarding the

nature and amount of training and professional

development activity expected of the labs?
- For éxémpié,

o Should the Institute take a position on lab
participatien in training programs for women and

minority group members engaged in educational
R&D?

{A.

Cross—Institutional Cooperation and Sharing. Laboratories often

o . R . i . o
participate in activities that extend beyond their regions. For instance,
severai laboratories may be engaged in similar work and therefore decide

to form a consortium or network for sharing resources, ideas and outcomes:

the arrangement: offers mutual benefit —- sometimes for months or even

years.
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Cross-institutional cooperation and sharing includes such
activities as:

o facilitating communication acress the labs concerning

R&D needs, resources and activities;

o engaging iri ctollaborative improvement efforts across
regional boundaries;

o cooperating in Federally initiated dissemination,

- improvement and information gathering activities

(e.g.; working with NDN, Chapter I, ED Regional

Offices); and

o

o participating in activities designed to draw on the
tab's knowledge of regilonal needs to inform Federal

research and policy agendas.

The clearest example of cross institutional sharing in the
laboratories is the R&D Exchange system in which all the laboratories
participate: In addition to providing dissemination and assistance
within their own region, the regional exchanges work together in shared
activity. This is done through a formal mechdnism cailed the RDx
exchanges. The RDx system benefits from the work of three support
services that provide specialized Béip;

The éupport services include the R&D Intetpretation SerVice that

specific edﬁcationalftopics; and thé System Support Service that provides
management and logistical support related to regional exchange networking
and sharing. activities.

; | 27
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consumes resources that more appropriately should be devoted to serving

clients in the individual lab regions. However, others cite several

‘potential bencfits of cross—institutional coopération. They include:

o providing a mechanism for individual regions to
tap the resources of all regions;

o providing active communication channels between
institutions; ;

o allowing labs to share in endeavors that have high
potenitial to improve educational practice, but which

do not receive high priority in a regional needs

assessment and priority setting process: For exampie;

equity issues often rank low in needs assessments but

’
¢

may, in fact; represent 1egitimate and serious problems;

o] avoiding overlap and duplication of effort; and

< o establishing formai channeis of communication and

cooperative mechanisms with Federal agencies through

which information can be exchanged and joint efforts

undertaken:
Execpt for the RDx system NIE has not actively encouraged or

-provided incentives for cross- institutional cooperative activity Some .
cooperative program activity has occurred across the labs in specific
areas, such as career education. Some coopérative program activity has

occurred across the 1abs in §peCific ones, as career education. There

program coordinated by the Council for Educational’ Development and
Research (CEDaR). .

The foliowing issues rega¥ding cross-institutional cooperation

confront NIE in preparing for the laboratory competition.

o Qg§§ g;giwish to encourage cross—institutional

cooperative activity on the part_of the laboratories
and the centers? 28
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iE\SO,
o What portion of a lab's resources should be reserved

for cooperative activity beyond the region?

o What incentives can NIE use to encourage cross-institutional
cooperative activity?

o How much direction should NIE pfaviaé fdt‘éucﬁ éctiVity?

cooperate with each other in working with NIE and the
Education Department to achieve certain Federal obiectives
or to pursue Federal priorities°

6 Should NIE take an active stancé in working directly with
lat directors and boards to facilitate cross-institutional

inception of the agency ia 1971. Until 1980, NIE funding took the
form of support for individual projects; with awards often made through
shcltered competitions where labs and centers were the only eligible
Bidders; During this period NIE did not offer institutional support to
the‘iabs;

in 1979 NIE revised its policy toward the labs and centers, entering

into long term agreements with the institutions, which took effect with

1

fiscal year (%Y)_1980 funding. The January, 1979 NIE guidelines that
speiled out the general terms of this apgreement recogrnized that
maintaining and strengthening a iéB'é institutional capabiiigiéé is
a legitimate and neceSsary function of laboratories. Under that policy,

NIE has agreed to support the costs of maintaining and strengthening the

institutional capabilities of laboratories, as well as to provide

' 29
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support for program activities. In addition; the Institute has
designated NIE institutional monitors who relate to the labs and
review their work at an institutional level.

For three years -- FY 1980, 1981 and 1982 -- NIE received and

funded institutional proposals from each laboratory in addition

to their program proposals. Laboratory institutional functions for

which NTE provided funding under these proposals included the following:

o maintenance of strong and broadly representative
governance and advisory structures;
o assessment of needs of the region; «

o long-range planning of institutional and program

responses to the region's educational needs;

o ’iﬁféfﬁél staff aéVéiéﬁﬁéﬁfi and .
o quality control and evaluation of 1ab activiey
and impact.

In~1982 NIE regeived proposals from the laboratories for the
reémaining tﬁo'yggés of their ioﬁg term agreements. Fearing that NIE
was no longer willing to provide institutional support, only one lab
submitted a proposal containing an institutional functions project.

The others continued to engage in many of the functions but prorated

RN

thelr costs across the several program projects. This means that

institutional monitors no longer have:a detailed scope of work to

assist them in hSﬁiEéEihé the institutional work of the labs.

/
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While all laboratories engage in the functions described above,

labs, because of differences in regional needs, in organizational

capabilities or in board policy, vary in the emphasis they place on

each of the functions.

Underlying and informing all the activity of laboratories is the

needs assessment function. The function is closely tied to the

governance

activities

structure; which uses the results of neel, assessment

to set lab priorities. The heavy emphasis in labs on

comprehensive needs assessment makes them unique among R&D

institutions.

Theré are some weaknesses of the needs assessment function as

presently practiced by the labs; NIE's policy and guidelines on needs

assessment

(o]

are limited and vague. For example:

Every laboratory approaches needs assessment differently.
While in one sense this is understandable, it eliminates th
pbssibility of aggregating nieeds data across regions to get
a sense of broader, even nation-wide, needs As a
consequence, lab needs assessments don't influence NIE's
non-lab’ research agenda.

Lab assessments tend to.look only at needs and seldom

catalog the resources’ and capabilIties avaitable to

address the needs. This additional aspect is needed before

a clear role for the lab and for others in the region can be

defined:
The present needs assessment and priority setting _processes

those of the states they work with lab needs
assessments have little direct impact on SEA planning,
and labs sometimes ignore the results of SEA needs

assessments.

e

e
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requirement that laboratories respond to the needs of their region and

the pressure for their work also to be consistent with Federally
S 7 ] : : .

established priorities:. Eaboratnries are regional institutions whose

board and whose citients are rooted in the region. In many important

critical demands of key constituencies in the region, »
On the other hand, the laboratories represent a valuable national

resource. As a network of institutions there are things_of nationwide
significance that would be difficult to accomplish in any other-way:

; In addition, a clear statement of Federal priorities could provide a helpful
Framewcrk for screening, testing and focusing the priorities that emerge from
lab needs assessments in the re-~fons:

The following questions concerning the institutional functions of
laboratories are among those NIE reeds to answer in preparation for the
laboratory competition:

o Should NIE continue to offer funding for laboratory

institutional functions as distinct activities having
a scope of work separate from the program proposals of
the labs?

if so,

o What activities should be included under institutibnal

functions? Should any be particularly emphasized9

o Should "cross-institutional cooperation and sharing"

activities be fiunded and monitored .as an institutional -

o What guidance should NIE give to the laboratories

regarding, needs assessment? Should NIE strive for

consistency across institutions in the way the labs

‘ T

carry out and report data from their needs assessment

and priority setting procees7

32




=30~

6 To what extent should NIE attempt to tap into the
needs assessment process of labs for data to determine

nationwide priorities?

o What balance should NIE seek in the emphasis it wishes
labs to place on regional versus Federal priorities?

What organizational structures are appropriate for labs?

that a lab must be able to attract and hold a strong and balanced staff
1f it is to exert leadership in its region and if it is expected to make
a significant impact. Without this strong centralized staff, advocates
argue, labs will sé no different from the many other R&D 6f§éﬁiéétioﬁs.
that do similar work. In practicei a fé? taboratories have Bééﬁ able
to attract enough resources to be very successful at maintaining a
strong centralized institution that;conducts most of its work
internally. In some instances this powerful institutional céggcity
has made it possible for a lab to make outstanding accomplishments.
Others point out that this is a very expensive strategy, ;érhaﬁs,
too expensive for the Federal government to Suppo. nationwide. They

tzations in each region that condict research and provide assistance
in applying the results of R&D. Rather than compete with or duplicate
the work of othér otganizations, the laberatories shouid enhance

and complement the work of others:. This leads to a model wherée the
- P
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laboratory eémploys various strategies —- coordination; édiiébbrétidn,
brokerage, tépécity building -~ to strengthen both the capabilities
and the rdie>of other organizations in their region. e
This Strétegy has been tried with some success, particuldéiirby
McREL, but it has {ts‘pébﬁiéﬁé; A compact; facilitative lab has
difficulty competing for resources in addition to those frow NIE. Also,
this approach; often referred to as brbkérggé, i§ contrary to the
natural need of an orpanization to maintain and secure its future by
premiering its own work. |
interest also has been expréssed in the concept cf a laboratery
sponsored and operated as a consortium of client organizations. While
o current 1abara£ary fits this model, NIE has experience with two
similar non-lab regional service organizations that do. These aré the i
Southeastern Regional Council for Educational Improvement and the
Northeast Regional E2qbange; each of which began as a consortium of
the chief state school officers in their respective region.
éubééquéntiy; the Northeast Exchanpe expanded its board to include
répréééntatioh i addition to the chiefs. Each of these organizations
is eipected to compete to be designated the laboratory in its region:
These two organizations have achieved unusually strong ties with
the SEAs in their regions; Far EfTOhgér than most labs. Each has been
successful in generating and &éiivéring.an array of useful services.
fhe comsorfia tend more than the labs to engage in work that is short
term; immediately applicable and addresses the pragmatic problems of

educators.
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Résearch == particularly long term domain-based research —- is not

stressed by the consortia. This is partly because the funding for the

, consortia is at a lower level and is more uncertain than that of the

labs.- It is also true because long term, domain-based research is
seldom assigned high priority by the practicing educators that make up

the boards of consortia. At the Chicago and Kansas City regional open
. :

meetings conducted by NIE, chief state school officers or their

for a lab in the Midwest. Résearch; other than helping SEAs with their
short~term decision-oriented research needs, was not mentioned in
testimony from the states:

Under existing policy the consortia -- particularly the Southeast

Courcil == would be required to broaden their governing boards to

.qualify to be designated a laboratory. Based on existing practice

ééch would also need to broaden its clientele and ﬁhé scope of its
activities.

All the current laboratories are autonomous organizations with an
indepeﬁdent board of directors. But it is easy to imagine that NIE
wo..1d receive applications in the lab competition from organizations
that were sub units of a larger organization. For example, 2 university

might propose to be the host organization for the laboratory in its

-Eééiéﬁ; The implications of such a "nested" organizational

configuration for a laboratory are discussed in a companion paper on

laboratory governance.
b
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Questions such as the following regarding laboratory organization

face NIE as the Institute prepares for the lab competition:

(o}

Should NIE place restrictions on the organizational
models the Institute is willing to accept in the

competitiop?

Are there natural advantages to a particular.
organizational model that NIE should try to

‘36



