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II. Proposed Plan for Providing R&D Services

to_Unserved Regions
A. Purposes and Functions of NIE-Sponsored Regional RED Services

Introduction. This Task Force originated in the concerns
expressed by the Congress, the Panel for Review Qf Laboratory and
Center Operations; and the Council that all regions éf the country
have access to the kinds of R&D services provided by regional laboratories.
In éach casé this concern was coupled with an interest in promoting
the coordination of research and related functions on both a nation-wide
and regio’n’ai basis.
already been stated in NIE's Adminstrative Policy and Procedures
(NIE January 15, 1979) and in the general contractual conditions for
all laboratories. However, in order to apply these géiieiég to the
regions not now served by regional laboratories it is necessary to

Contexts for Understanding The Meaning of “Regional R&D Services".
The term, "regional R&D services” is extremely vague and has been subject

to widely varied interpretations. For example, does the conduct of
research and development constitute a service? Or does the teim focus
evaluation) related to research and development?

First of all, let us examine these Questions in the historical
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context: At the time the Laboratory Program was established, the
institutional system for educational research and practice improve—
ment was very ru&igghziiy. Edwcational research and curriculum development
projects were sponsored on a very Bmall scale by the faederal government
and private foundations, largely conducted by colleges and universities:
Laboratories were concéived #s & new organizational mechanism which
would help to "bridge the gap” between educational RaD and practice
improvement: However, it was soon discovered that there wasn't that
mich R&D in the pipeline and therefore not wuch "gap bridging" to be
done; and laboratories were shunted into making up this deficiency by
concentrating on major curriculum development efforts. The return of
the laboratoriés to scmething iﬁﬁféXimating their original mission has
beeh a very recent p&iié§ shift. '

In the meantime, the organizational context has changed radically.

Primarily as a result of the establishment of a large mumber of federal
programs, but alsoc as a consequence of changes taking place in state

and local school systems and other organizational sectors; there haé

one or more RDD&GE functions. (Thii point can b 'elaborated by citation
to the reports generated by the DIP sponsored study of R&D organizations,
the directories published for the Dissemination Forum, the NTS State |
Abstracts for their study of State Dissemination cipibit§ Building; the

: : Stevens study of intermediate units, the Brickell study of SEA's etc:

‘Gee the "organizational context" pirtion of my paper A Contextual

Framework: . . )
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As a result of "letting a thousand ofé&iizatidns bloom"; we now
have, not a neatly designed and articulated ReD @yStem; but a
nconfiguration" or ncommunity” of organizations. {Clark and Guba, 1974) .
It is important to understand thé salient characteristics of this
configuration:

o There is no clear-cut division of labor among kinds
of organizations: All RDDSE functions area performed
by more than one kind of oxganization.

o6 Few organizations are éiciﬁsi@éij devoted to educational
RDD&E; most have scwme other primary mission (e-g. instruction,
the advancement of knowledge; defense research) .
o No orgnizational type, jnciuding the federal govérnment, :
is in a position to controi othér organizations in more
4 - than limited ways; intef&?ééhi:étidnai arrangements and
transactions Fust be : chieved as a result of négotiation
and bargaining.
o 1In this ;éituétidn; the achievment of the goal of “bfiééing’
the gap" between research and practice requires the cooperation
and coordination of many organizations, yet - hexe are few
g

When one examines the existing laboratories in this context,

two things are clear: (1) If one thinks of "regional R&D services”
in terms of traditional RDD&E functions (whéthét one uses a classification
of four or fourteen g:aééaaaési; there is nothing unique about the

fun;iiéﬁi ﬁérforméd by jaboratories: there are other Biéaniiations




performing each of these activities: (2) On the other hand; NIE
policy places no restrictions on the functions to be performed by
jaboratories:

“githin the boundaries of reilevant N1E policies, no

institutional will be s prior. prohibited from engaging

in any type of educatiénai research and deveiopment

activ:ty, although the differences in primary purposes

likely will lead centers to concentrate more on basic’

research activities and jaboratories to concentrate on

more applied research, development, and d:sseminatlon

activities." (NIE, Jan. 15, 1979, p- 3)-

Each RsD function can also be thought of as & Efﬁg of service.
~ The §oiicy concerh with which we stated implies that regions which
do not have a laboratory are failing to receive important services.
The implicating is that, if we conducted a detailed needs assessment
in each region of the country there would be a clear éifferenii&iién
between regions with a laboratory and regions without. One of the
ways this task force might proceed would be to conduct such a needs
assessment. However, it is very doubtful that a careful empzrxcal
inquiry would support the assumption on which the “argument from
need" rests; on the contrary, it is highly likely that some runserved
Eééiéné‘ have access to R&D services that are equal Eé or better
than those in some of the gerved regions. The implication is clear:
the unique contribution which laboratories make to providing regional
R&D services is not to be found in the enumeration of R&D functions:
We must look elsewhere.

However, we must First review some important features of the

.-

current policy context. These are considered under two headings:
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the forces which make for fragmentation, and the current needs and

opportunities for improvement of coordination.

The forces which made for fragmentation are many and include

the following:
o The constitutional status of education as priméfiiy»a
- state and local function:

o The importance of education as a ﬁajdf societal function
and its interaction with all other institutional sectors
te.g. écbh&mic; family, etc.)

6 The project or soft money system which is favored by
_the chief sponsors of educational RDD&E
o The proliferation of categorical programs at federal and
state levels.
o Rapid social and demographic change:
On the other hand; there are important forces supporting improved

coordination: In the first place, the establisiment of the new

Department of Education and the current work on planning and organizing

the Department represent an a significant opportunity for coordinating
and consolidating federal programs. It is not clear the éXtéhfifé gﬁiéﬁ
this task force will be able to participate in this effort, but we

hope to stay in communication with those responsible. Certainly any
initiatives regarding services for new regions; as well as planning for
the existing laboratories, needs to be consonant with thinking ;éééfding

the new Department.




in the second place, in the important field of dissemination and

atilization significant progress is being made for better coordination
of effort. Given our community or cornifigurational metaphor, one
A1

important means of coordination is the achievement of consensus among

thé members of the community on the ends and means of the RDD&E

enterprise. While by no means complete, such a consensus seems to
pe emerging; as evidenced by £hé;£oiiowii§:
o fThe recommendations of the Interstate Project on
pissemination (IPOD, 197)
o The statement of the Dissemination Advisory GIoup
(DAG, 197)
o The "statement o= profeééiaﬁals“ at the first NAtionai'
Dissemination Forum
o 1nterest of the National Council on Eﬂﬁé&iieh&i Research
in developing 2 comprehensive dissemination policy
(see staff papers prepared for the Council July 13,
1979 and Nov. 30, 1979):
in addition; the Program on Dissemination and Improvement of

practice (DIP) sponsors a musber of jeadership activities designed,

in part, to encourage better coordination. (see séction on leadership

éétivitiai/éifategies; Nov. 30 ?aﬁér to Eéﬁﬁéil.{_
These include: -
o Inquiry to strengthen the knowledge base about dissemination

and use of knowledge to iﬁﬁ?&ve éracti;e; NIE supports

N



(e:g., the Program on Research and Educational Practice)
to guide decision making and program development.

o Capacity building to strengthen field capabilities for

performing dissemination and improvement activities:

NIE provides jeadership through demonstration, seed money
programs and technical assistance and professional development;
e.g. R&D utilization Program, State pissemination Capacity
Building; and the R&D Exchange.

o Coordination (i.e. commurication activities) to provide

improved articulation of existing capabilities. NIE

provides action leadership in the éissemiﬁiiiéﬁ community
through activities such as sational and regional dissemination
forums; national and state dissemination leadership projects,
and the networking of leading scholars to encourage top level
thinking on the subject of dissemination and gchool improvement
(e.g. the Far West Laboratory Seminar on the implications of
new dzganizatiaﬁii perspectives for dissemination planning)

kaat is the "Essence” of the faboratories and the Services They provide?

While we héstitate'té ase the term “unique®;, we are now in & position to
jdentify the essential features of the regional laboratories as a
special kind of institution and to describe the special "R&D services"
that such institutions can provide: Consider the following:' :
o Whereas most other organizations are dominated by the project
or Boft money system, jaboratories have assurances of support
for iiféé-bloéﬁs of time. This provides the opportunity

Q . : 9 i
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for sustained and cumlative {i.e. "programmatic®) work
on priority problems.*
o Laboratories are among the few institutions which;
with minor exceptions, have a mission entirely devoted to
educational research and practice improvement. Thus,
o Given their goverance tiructure and the requirement to
reprecent all significant gégments of the educational
community, they are in a special position to undertake

the regional needs assessment function and to broker the

mobilization of reésources within a region to meet those

needs.
This last statement, we believe, is the key to identifying the

anmet needs in each of the regions not now served by a laboratory-

These rééiénﬁ do not have an organizational entity with a governance
structuré like that of the laboratories and theérefore capable of
performing the key needs assessment resource mobilization functions.

We coniclude tﬁat the achievement of the objective of "providing regional
R&D services in the unserved ‘régions" can only be met by establishing

new organizational entities in each region having the governarce
structure and general conditions required of existing laboratories:. While
we may wish to leave open whether such new organizations would want to
use .the term “laboratory" in their name, from the point of viewvoé NIE

+ Tt 15 interesting the extent to which existing laboratories have been
able to achieve this in the past despite shifting federal policy.

Given cirrent NIE policy, the opportunities for programmatic work are
magnified.
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policy such mew institutions Gust be dealt with as ﬁémbefi of the

laboratory set for all funding, monitoring and management purposes.
There are two key aspects of the needs assessment function.

cne concerns the determination of the educational needs of the

region. This is not simply an empirical task, but involves the
interpretation of facts in relation to values. Often it will be

necessary to deal with value conflicts between important constituencies.

The second aspect concerns the measurement of the regional RDD&E

capacity to deal with the educational needs. ‘Only when both typés
of need have been assessed can the mobilization or prokering function
pe properly addressed.

Given needs assessment and mobilization as the central purposes
of feqionai institutions, the traditional RDEEE functions can be

understood as being approprzate means for achieving these purpcses;

The speciflc nature of the activities conducted under each of these
functions and the balance among them will be a function of the partxcuiar
_needs of each region.

Another type of Baiaﬁéé is invéioé&; that between actually performing
certain work and arranging for other performers or networks of performers
to do the work.

There is a maéor but not insoluble problem with this approach.

In our E§Btem of gcvernment, regional institutions have an inherently
gé;géé;cﬁatactér; '1aying on of hands® by NIE can give regional
institutions their Iegitimacy to perform these functions; although
support and funding by NIE will be crucial. Legitimacy for such a
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mission must come from regional institutions. It is for this
reason that the q&@éfﬁ;héé gtructure of each institution is crufial:
This delineation of the special purposes of regional jpstifutiong
gives a special role to functions which have been called aissestatioy
and utilization functions. As recognized by the Panel on pAbor?tory
and Center 6péf&£ions;vthé resources of regional institutions sre
too small to permi+ cying to sexve local schools and school diftricts
directly; they must work through other service organization$ to achigye
leverage in their work. Important activities in the aissepination/
utilization area include: -

svélent
kﬁawlédge

5 conducting RED on dissemination and practice impT
processes and structures and mobilizing research

fram other sources:
o Providing technical acsistance in D/U to other agenéies
6 Organizing D/U networks

o Mcbilizing D/U knowledge for use by organizations
providing professional development

o Training D/U personnel.

poes this perspééii@é exclude régiOﬁéi‘ihétitutioﬁS £xrom Perforping :
educational RED? They may conduct such work when it is seeded Ad other
institutions are not doing thé needed work. They may need to aézéducatioﬁii
R&D for pilot or Jemonstration purposes and to maintain wpands on”
fapilisrity with the field. But they will not be able to perfOtm their
cordination/leadership function if they are seen as céﬁﬁeéiﬁq With gther
institutions, and therefore their work needs to be more of a 9% fiiring
pature.
¢
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To sum up, we have said that the central purposes of regional
institutions are to:

o condict assessments. of the é&ﬁEiEibnai needs and RDDSE

capabilities of their regions

o achieve synergy by mobilizing disparate R&D efforts

into progr&mmatic ones
o provide leadership for a coordinated D/U system

o work for consensus and handle creative tensions among

the components of the educational community in theix region



