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which map have bee* reaaeoable la the past, are becoming ioereasiegly blurred.



Ccrattseioner Keppel - 2 -

lu order to assure the development of comprehensive end integrated iafarna- 
tloo system for the agency (Including thee* in comport of namgemnt re­
porting), it will be necessary to assign ageacy-vi.de leadership to a tingle 
of flee, Because the MCKS already ha* certain agency-wide statist leal co­
ordinating and data processing service fractions, it would seen to provide 
the Most effective nucleus for the enlarged responsibilities contemplated,

We reeeosMmd that the director of the national Center for Educational Sta­
tistics he assigned the responsibility to develop for the approval of the 
CoMKisoiraer an over-all design for information systems rad for coordinating 
the development and processing of information needed by all elements of OS. 
The system design could rake proviaion, if appropriate, for the development 
of compatible eleerats of the total system by other rafts in 0K«

The responsibility of the Office of Administration for providing data pro­
cessing services or assistance to 08 bureaus rad offices, rad the responsi­
bility for clearrace of ferns and reports radar the Federal Imports Act, 
should be transferred to the BOSS. The existing Division of Statistical 
Service* in the IOS should be reconstituted as a Data Processing Systera 
Division to assist ths Director of the MOES in the performance of the above 
fractions.

’• J<JSB&9£&
Ths probloM of bow rad when a doteraiaatira should be scads as to the acqui­
sition of ASP equipotent is also discussed in the second paper. This is 
addressed to the long-tern needs of the agency and is not intended to rag- 
goat that the iraudiate and urgent data processing problem presented by 
P.L. 89-19, or other programs, cm be deferred in any ray poking each de­
cisions. Moreover, if it become accessory for ray reason to use the assist­
ance of other government agencies or coonercial firm in seating urgent data 
processing requironrats, the Office of education end the Departmat of Health, 
Education and Welfare should be prepared to do so.

Dwight A. Ink, Chairam
White Mouse Task Force on Education
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Under tte |mMt internal reporting system to th* Office of Sdecstion, 
• great teal of financial and perforaeece data to generated, tot it to 
sat brought to focus to a way to sake to Mat useful to* mmgsmot pat* 
posse, especially at the ©ooeissioner sad Beputy Coootseiocor level. 
Generally spent tog, existing reports are volwntoous, pearly organised, 
infernal, and subject to interpretation to* the mat pan only by budget 
er fiscal people. They are inadequate, w feel, to* the Mangers of pro­
gram tovolviug eapondltugea spproKtaating #3% Milton annually* and 
likely to increase to the totem*

to wan discussed at a meting of the Kmentivs Group* this to an are* which 
to to need of asm prompt action to bring about, as soon as possible* a 
*MM* #f tliffitfl^ tNB WM^MMt M • MtM hwin # t# UMI fiMra&i#l 
Md perforwance status of their program an that problem nay be identi­
fied and corrective actio® tokos as sap ba necessary* Steps have already 
boon initiated to this respect*

o. &aEM*S£LM^«l^^

We receomad theft a maagaMttt reports eyeteo be developed and administered 
by the Office of Motototretloo. to doing thia* the Office should:

a. Assist the mange** nt t® nativities sad eubactlvitiea, on a eon- 
tiBuittg lMWt># is AtM^taMtaB £&e flww&l#! mA |M^mwm#* o* 
ports Which they need for their particular area of responsibility, 
capes tolly to term of caopartog actual progress with the ftosn-

identifying any "tronblo spots” that my bo developing.

Such reports mat be concise and carefully organised so that a 
busy entoutivs ess grasp tbs significant potato with a atatam of 
roading*

b. toteentoe arson share program a* activity reports ar* needed to 
enable the CooMlMloaer sad toputy to keep abreast of events and 
currently totornad of developing prob tom, o* trouble spots, to 
program of the Office of Bdnoatton.

a. Assange for ths receipt of these financial and perfornsne* fact# 
from all orgontoetioosl entities to OK that art necessary to pre­
pare reports voder Ma" and *V, and either preps*® meh reports, 
er see that they ass prepared, promptly st ths close of each math.

d. develop emh facilities, as noy be appropriate (graphic or other­
wise), for #ystenetic executive review and discussion of the status 
of OK activities, and arrange for seek reviews at periodic inter­
vals, preferably mnthly for these program which ere expanding 
rapidly.



•. Iteavn that periodic report* are forwarded as promptly a# poMible 
at the end of the reporting period* since th# value of wet operation 
report# decline# rapidly with age.

f. Institute a report* control procedure tinder which (1) proposed aw 
periodic report# are reviewed for necessity* (2) unnecessary or 
marginal periodic report# are eliwiaeted, end (3) other report* 
are combined er reduced ia frequency or content whenever manage** 
eamt requirement# permit.

When the cysten proposed above 1* tally developed* it wold be appropriate 
to redefine the report# review responsibility of the Office of Information 
(Administrative Announcement #3 of hey 27* 1H3>» so that It weld be 
limited to reviewing and revising report# prepared in Ci tor asternal, par- 
pM#*»

m £<imSJLaat!l!^uJ^»!^^
IMMHfc

900^ BB4NMB flOt ^®V^^^9JHB^ a list of specific report# that #hwld be employed. 
A# a mlniaw, however* there should be prepared promptly at the beginning 
of each month a report on program IspleeontatlM which weald eoppare actual 
experience against the finawial and operating plan. Significant devia­
tion# from the plan ebwld be concisely explained* including (1) th# reason 
for the deviation and (2) what ha# been deem* sr will be done* to get back 
"w the track.** The availability of ABT capacity to handle varied data 
foiehly will facilitate a good reporting system.

There are different techniques for carrying out the monthly executive re­
view of the statu# of program Implementation, ranging from subedasfoe of 
brief highlight report* to top managernot to the outfitting of a special 
briefing ream with visual aide* such a* the we in th# Veteran* Adminis­
tration and other agenefe#. The technique* to bo wed should be theme 
best adapted to the personal working habit# of the Casmiesieoer ami deputy 
Commissioner,, Some respond beet to charts, other# to table*. Some pre­
fer to read* other# prefer to U#toa, Whatever the technique#, they 
•hoold be systematised.

W bellow that the program WMg#r#*-aerxmlly th# Bureau director#— 
should fee re#p«#mtbl* both for explaining th* statu* of Implwmntatiw 
of plane* with special anphasl# w problem#, and taking or proposing neces­
sary cemctiw action. Th# Office of Adsdnistratios should assist than 
by giving thorn the information they need, but there should be a full 
acknowledgment and acceptance of the responsibilities of the Bureau# for 
management* including responsibility for the financial aspects of their 
prr»f-\ r-v^ev *
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*▼. InKgLMiUMl
To obtain * quick upgrading at tie OK aan^eweat report# and facilities, 
we think it weald be advisable to arrange far a teeporary detail at an 
enpleyoe aba is fend liar with wenagewat reporting systems. That #w* 
flepee*# Mewlon weal# be to assist the Office la developing a total 
■anagosent report# ayatew along the line* described herein. We are pre­
pared to arrange for thia, If it la detetwdaed that it would be desir- 
able.



INFORMATION PROCESSING SYSTEMS

Sxlsti£SJ:nfor2ati0^^

The information systems development efforts of the Office of Education 
are currently neither comprehensive nor integrated. According to the 
GE Staff Manual Guides, responsibilities have been assigned to several 
organizational components:

«• >e National Center for Educational Statistics (HOBS) is chartered 
to coordinate ’’the program of information gathering activities 
within the Office of Education” (Office of Plans and Programs). 
Other responsibilities of the NCES include:

1. ^e division of Statistical Services. ’’Provides technical 
assistance from the point of view of statistics and data 
processing for all surveys and other research activities 
conducted by the Office of Education. Develops data 
processing procedures and performs data processing opera* 
tions....Prepares data processing specifications and 
computer programs; operates data processing equipment; and 
maintains tape and card library....Conducts training 
programs for Office of Education staff in fields of ques­
tionnaire design, data processing, computer programming, 
and computer technology.”

2. ^ Division of Operations Analysis. ’’Develops and maintains 
a quantitative analytical model of the overall educational 
operation in the Nation by integrating all statistical 
information developed by the Center into one comprehensive 
structure, the principal function of which is to aid in 
appraising the probable outcomes of significant policy or 
operational changes in the United States educational 
system.”

3. 1118 Division of Data Sources and Standards. ’’Aids States, 
local school districts, and Institutions of higher education 
in their development of data processing systems and fosters 
compatibility among these systems for efficient intercom­
munication of data and communication with the Office of 
Education.”

b. The Bureaus and Offices engage in numerous surveys and information 
gathering activities related to the administration of specific 
programs.
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«• m^^^i^inBLte *•
chartered to provide ’’staff assistance services in analysis, 
design, and development of the data processing systems’* of the 
Office of Education, and devotes limited effort to assisting 
the Bureaus Id automating their systems, and to automating 
selected administrative operations in such areas as personnel 
and property accounting. The.Adonis trqtiveSe^ 
’’Administers a records management program including the 
development, standardisation, and improvement of necessary forms 
and reports...” and ’’Clears public-use forms and reports with 
the Bureau of the Budget in accordance with the Federal Reports 
Aet" (IfeSJtlXiiJaS-aLStl^^ •* *» "Assists in
obtaining Bureau of the Budget approval of Office of Education 
survey questionnaires.”)

d. The Office of Federal Education Activities "Develops full 
information on Federal activities that affect the Nation's 
educational well-being; conducts surveys to measure the impact 
of Federal programs on education...”

This division of responsibility has been based largely on the differ­
ences which have existed in the nature and timing of information that 
is required for (1) administering assistance programs; (2) developing 
and reporting national statistics on education activities; and (3) 
managing the Office of Education.

Information required for administering assistance programs has been 
circumscribed by specific authorising legislation and obtained from 
a relatively limited number of sources participating in the program. 
Under these circumstances, the overlap with the broader-hosed sta­
tistical programs, in terms of the kinds of information needed or 
the number and kinds of sources from which the information is obtained, 
could be regarded as minimal.

This situation has been changed substantially by the Elementary and 
Secondary Education Act and will be further changed by the pending 
Higher Education bill. In the future, OB will be extending assist­
ance to virtually all school districts and educational Institutions. 
Under these changed circumstances, the overlap is virtually complete in 
terms of the sources from which information will be obtained. Also, 
much of the information required for the developnmnt and publication 
of general statistics will be similar to that required for the ad­
ministration of assistance—program, and vice versa.
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At th* present time, however, there is no provision for the effective 
coordination of interaction required for "agency management," "sta- 
tistleal," and "program administration' purposes. Although the 
Bureaus and Offices are required to clear all surveys of a "statisti­
cal" nature with the ECES, thia requirement does not extend to in­
formation required for program administration. Further, the de­
termination as to whether the information requirement is "statisti­
cal ," and therefore subject to coordination by the Center, is made 
by the Bureaus and Offices. Finally, with respect to clearance of 
statistical surveys, the NCKS regards its role as being limited 
primarily to a review for statistical adequacy.

11 * Recommended iTOrovem^ts.

In order to achieve greater coordination and to promote the design of 
common (integrated) data processing systems to serve the management, 
program and statistical needs of the Office of Education, it id 
recommended that;

a. The MOES be assigned the responsibility for coordinating the 
developing and processing of information needed by the Bureaus 
and Offices for purposes of agency management and progrm 
administration (including fiscal information).

b. The NCES be assigned responsibility for agency-wide leadership 
in the design of a comprehensive and coordinated information 
system Which will satisfy the needs of all organisational 
components of the Office of Education. The Assistant Commissioner 
for Educational Statistics would develop such a comprehensive 
system design for the approval of the Commissioner.

c. The functions assigned to the Office of Administration for 
providing assistance to the Bureaus and Offices in the develop­
ment of data processing systems and for clearance of forms and 
reports with the Budget Bureau under the Federal Baports Act be 
transferred to the ECES. An appropriate portion of the funds 
budgeted for the Office of Administration for data processing 
purposes should be traneferred to the USES to be used by the 
director of the Center in the development of such additional 
staff and facilities which he believes appropriste in the 
performance of his enlarged responsibilities.

d. The Division of Statistical Services of the NCES be reconstituted 
as a Data Processing Systems Division to be responsible for the 
functions proposed above and for providing agency-wide computer 
programming and information proceasing services in accordance with 
the over-all system design and plane.
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These recommendations are made with the following considerations 
in mind:

a. The Bureaus and Offices would retain the responsibility for 
determining what information is needed to perform their assigned 
functions in the most effective manner, and would make those 
requirements known to the NCES. The Center would "service" the 
Bureaus and Offices by developing or providing the information 
needed, including the performance of appropriate data processing 
operations. However, where Bureau and Office statements of 
information requirements pose problems with respect to overlap 
or consistency with those of other Office units, the design 
agent (NCES) would have authority to ensure conformity with the 
overall system design approved by the Commission^- (These 
considerations would also apply to the development of statistics 
and other data used in the management reporting system recommended 
in the accompanying paper.)

b. By centralizing the systems development responsibility within the 
NCES, it will be possible to coordinate the agency's information 
needs into an integrated system or systems, so as to (1) facilitate 
the gradual development of a broad data base to serve many purposes 
and reduce the need for special surveys; (2) minimize the report" 
Ing burden upon those who provide information; and (3) increase 
the opportunity for the beneficial use of automated techniques in 
collecting and processing the information.

c. In accordance with the overall system design, Bureaus and Offices 
could be authorized to develop and manage compatible components 
of the total agency system if appropriate.

d. Centralization of the systems development function will permit 
greater flexibility in assigning systems personnel to special 
problems according to priority needs. It also offers the 
opportunity to upgrade the systems staff.

e. The NCES is regarded as the logical organization to which these 
responsibilities should be assigned because its role as the 
coordinator and processor of statistical information provides an 
established nucleus upon which the broader systems responsibility 
can be built.

f. The implementation of these recommendations is consistent with the 
ad hoc task force arrangement which has been established to gear- 
up the Office of Education for implementing the Elementary and 
Secondary Education Act. Under this arrangement, the Center has
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responsibility for the development of the system to produce 
the information required to administer the act and evaluate 
performance and achievement.

g« The responsibility for agency-wide assistance in the design of 
forms would remain in the Office of Administration.

ni. B®“1«&J2£JU2^^

The systems development effort should be headed within the Center by 
a highly-qualified person who views the information requirements in 
their totality and can conceptualise ways and means for best meeting 
these requirements using modern data processing techniques. The 
effort obviously must be supported by competent staff In sufficient 
numbers to assure that a broad-scale effort can be undertaken and 
sustained in full.

The SCES currently has about 11 people devoted to the development of 
data processing systems for statistical purposes. One person has 
recently been employed for the express purpose of spearheading the 
effort to develop a system to serve the requirements of the Elementary 
and Secondary Education Act. About 10 additional positions are 
budgeted for FT I960, providing for a total staff of about 22 posi­
tions.

Under the recommended consolidation of functions, the staff already on­
board or budgeted for the HCES would be augmented by part of the staff 
now budgeted for in the Office of Administration. That Office has 
budgeted in FT 1966 for 21 new positions to be added to the one-man 
staff which now exists, and for the rental of a small punched-card 
installation. (Consistent with the recommendations aboae, action 
to procure the punched-card equipment should be deferred until such 
time as the Director of the HCES has reviewed its potential uses 
within the framework of his new responsibilities.) The additional 
positions would be used to develop and operate selected punched-card 
applications in certain Bureaus and Offices. Two of these positions 
are systems analysts; the remainder are KAM project planners, BAM 
equipment operators and support personnel.

■fe ^ELJ^sHiffigaLlasl^

The task of the Office of Education of compiling, producing and 
analysing statistical data is already a formidable one - and is 
growing rapidly in scope and complexity. Its importance to the



national interest demands that it be accomplished properly in 
timely fashion. To thia end, the Office of Education should begin 
immediately to exert vigorous efforts in seeking ways to improve 
the effectiveness of its data processing operations, including the 
expanded use of automatic data processing techniques.

It seems quite possible that the development and Improvement of 
information systems through the use of automatic data processing 
techniques will lead to the eventual establishment of an ASP equip* 
meet installation within the Office of Education. The Office now 
uses the central computer facility operated by the Department of 
Health, Education, and Welfare about 75 hours per month, in addition 
to extensive use of the central punched-card facility. The new 
emphasis that is being placed upon the development of information 
for program evaluation and the development of a model of the 
educational system in the United States, coupled with the tremendous 
expansion of the OE programs, add significant potential for major 
uses of ADP capability.

The eventual decision on this matter, however, should follow a 
logical sequence of events:

a. development of a plan for meeting the information requirements 
of the Office of Education on a coordinated and integrated basis;

b. determination of the need for ADP capability to carry out the plan;

c. consideration of the most effective and economical methods of 
making this capability available to OS.

ItMaediate^roblems.

The above sequence of events should meet the general and long-term 
data processing requirements of OK. It should be stressed, however, 
that there will be a number of important—even urgent—data processing 
jobs to be carried out in the short-term. For example, certain 
information required in connection with implementation of PL 89-10 
must be available by the Spring of 1966. The delays in OE and SHEW 
Uiich have plagued soma previous data ^UUuming operations can not be 
tolerated in this case. If OS and the Department encounter delays** 
either because of human or machine capacity or priority-ways mist be 
found to enlist outside assistance. Ample capacity is available in 
the Washington area, both in other Government agencies and in commercial 
firms, to meat 0E*s needs and, If necessary, such assistance must be 
obtained promptly.
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