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Abstract 

The ERTI (Educational Radio and Television 
of Iran) has been continuously enriching its 
concepts of its most appropriate mission, or­ 
ganizational structure and professional acti­ 
vities ever since its beginning in 1967. 
Parallel efforts in dynamic systems modeling 
and the design of organizational structures 
have both led to new insights about the 
appropriate role of ERTI and served as a man­ 
agement educational activity. Brief descrip­ 
tions are provided of the approach taken in 
the development of two related modeling and 
organizational development efforts, and sim­ 
ple diagrams of these models are presented. 
The implications of these efforts for organi­ 
zational decision making are discussed. 

The Development Needs of Iran 

Government planning and developmental 
activities in Iran have accelerated rapidly 
in the recent history of the country. Within 
the past five years, the revenues from Iran­ 
ian oil have jumped from one billion to 20 
billion dollars per year. Almost all of this 
incorr.e (except what has been spent on foreign 
aid prograrr.s and industrial development with­ 
in other countries) has been pumped into the 
industrialization and modernization of Iran. 
This increased expenditure was preceded by 
the analysis of social and political con­ 
cerns, which brought certain elements of the 
population to the attention of the govern­ 
mental planners: farmers, industrial workers, 
children and women. The recent developments 
have been intended to provide new opportuni­ 
ties for these people, for they have suffered 
various forms of social inequality in the 
past. 

The new social investments have included 
plans for free universal education for all 
Iranians. This single reform effort has put 
a tremendous strain on those agencies and or­ 
canizations which are responsible for theed­ 
~cational development of the country. The 
importance of this effort became even more 
cl~ar when government planners and irr.plemen­ 
tation project managers realized that more 
was required than just the investment of 
large amounts of capitol (as had been thought 
before the recent increases in oil revenue 
made this capitol available). To move the 
planned projects closer to their goals, the 
second critical factor was the need to allo­ 
cate skilled manpower to the tasks of educa­ 
tion. Thus it has been realized that the 
quantitative as well as the qualitative de­ 
mands upon Iranian education have increased. 
Goverr.ment agencies as well as private indus­ 
try are searching to find the qualified per­ 
sons required to carry out many, multi-million 
dollar, development projects. Eoth the gov­ 
ernment and the private sectors of the coun­ 
try are looking to the educational system to 
provide the skilled manpower required. This 
is a challenge to which all of us in educa­ 
tion are responding. 

Educational Television; 
anoAcuvltTes 

Jts Goals, Structure 

Within the view of Iranian education sug­ 
gested above, the Educational Radio and Tele­ 
vision of Iran (ERTI), a division of National 
Iranian Radio and Television (NIRT), is con­ 
tinuously working to increase the quality of 
its mission, organizational structure and 
developmental activities. 

The major goal or mission of ERTI, in the 
broadest sense, is to introduce innovation in­ 
to the Iranian educational system. This broad 
goal was established in 1972 when ERTI (for­ 
merly Educational Television, ETV) was trans­ 
ferred from the Ministry of Education to NIRT. 
The detail abjectives within this broad goal, 
and the activities needed to achieve these 
outcomes, are still evolving. 

Early ETV Efforts Within Classrooms. Educa­ 
tionar-felevision of Iran was initially estab­ 
lished within the Ministry of Education in 
1967. Television broadcasts were limited to 
the city of Tehran, and to a period of time 
ranging from 3-5 hours per day during the 
school year. These programs were broadcast in 
the after-school hours and evenings, and most 
programs presented a classroom teacher lectur­ 
ing in front of a camera much as he would to 
a normal classroom. Little attempt was made 
to produce and distribute programs according 
to the principles of educational technology. 
But since 1972, ETV has made a systematic ef­ 
fort to introduce instructional systems devel­ 
opment into Iranian educational television. 

Functions and Structures Within ETV. As it 
was realized that new educational ideas were 
needed in order to provide the innovations 
called for in ETV's ~ission statement, it be­ 
came imperative to provide advanced training 
to ETV's program developers and producers. 
This awareness led to a sizable training pro­ 
gram to develop the competencies needed for 
system development projects. The assumption 
was that an increase in the competencies of 
ETV professionals would lead to an increase 
in the effectiveness of ETV's educational dev­ 
elopments and presentations. In turn, it was 
anticipated that this increased effectiveness 
would result in an increase in ETV's reputa­ 
tion in the eyes of both the public and go­ 
vernment decision makers. 

These assumptions became the basis for an 
early effort at modeling the activities and 
structure of the system within which ETV oper­ 
ated, using the methods of System Dynamics and 
the computer language of DYNAMO. This effort, 
which will be described briefly below, was 
undertaken in parallel with an organizational 
development activity designed to move ETV 
closer to its desired functions and goals. A 
review of this modeling effort and a descrip­ 
tion of the developing organizational st~uc­ 
ture follows. 

ETV-1; A Dynamic Model of ETV and its 
Environment 
Educational television is one component of 

a larger system, in the sense that ETV pro­ 
vides goods and services to elements in its 
environment which, in turn, act back upon ETV 
to influence its ability to provide those 
coods and services. It ~as recognized that it 
~ould be impossible to model the entire "sys­ 
tem" of ETV and its environment; therefore, 
the modeling effort tried to identify those 
elements of the system which the analyst (and 
managers) believed to be (a) critically relate 
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to the ir:-?act of ETV upon its multiple audi­ 
ences, (b) changeable as a result of ETV's 
efforts, and (c) r- c o r.o.n i c e L'l y feasib1e or v i t h-: 
in the scope of currently available resources. 
Thus, the purposes, problems and perceptions 
of the significant persons within the system 
determined the cor:-,ponents,· relationships and 
structure of the model. · 

In a sequence of meetings with the members 
of £TV's P1anning Unit and ETV Department 
V.anagers, several prelimir.ary verbal models 
and structural diagrcms were prepared which 
attempted to relate ETV's resources, activi­ 
ties and outcomes. It was commonly agreed 
that there was a feedback 1oop from resources, 
to activities, to educational outcomes, and 
back through E1V's reputation in these govern­ 
ment ministries which allocated resources to 
ETV. The results of this discussion led to 
the causal loop diagram indicated below (and 
referred to in Dr. Root's earlier paper). In 
this diagram, four types of resources are iden­ 
tified as: 

Professional competence of ETV personnel, 
Pr-ofessior.al-G;;,e allocated to activities, 
~~anaoement com,oetence which coordinated 
--theseactTvl ties;and 
The materials and facilities used in 
th es·e - ac·t 1. V1 t i·es·. ·- - ---- - 

These resources were allocated to two major 
types of functions: the preparation and distri­ 
bution of broadcast materials, and the distri­ 
bution of equipment and services to customers 
(primarily schools). These two types of acti­ 
vities were sho• ... rn as influencing audience 
learning and government reputation (because 
these broadcasts are also watched by officials) 
Of course, these same officials also hear 
about the outcomes of ETV's broadcasts and 
services through reports from the schools. 
The feedback loop was completed as these go­ 
vernment officials allocated resources (budget) 
to ETV. 

Schools ---- Broadcast & 
Dissemination 

Professional 
Corr,petence 

Professional 
Time / Customer 

~ Services 
M2inagcrnent 

C-overn't 
Reoutation 

· '-. Resources/ ~:-\aterials & 
~ (Budget) -- Facilities 

Competence 

Fig. 1. A causal-loop diagram of the ETV­ 
environment interactions (from 
Salamation and Root, 1976). 

/ 

When the ?Janning Unit and participating 
managers came to agreement on the basic struc­ 
ture of Fig. 1, the diagram was translated in 
the symbols of system dynamics and the computer 
language of DYNA-~0. After considerable de­ 
bugging, the ccrnputer model was run under con­ 
ditions thought to simulate the then-current 
conditions. The plot of the model's perfor­ 
mance indicated that ETV's reputation started 
from an initial }evel of 20 (on a scale from 
0-50) and steadily declined over a two-year 
period. In approximately 1~ years of simulated 
time, repu~ation had fallen sufficiently that 
the allocated budget was not sufficient to 
Gaintain the facilities and personnel, effec­ 
tively clcsing co-...-n ETV. AltJ-,ough there .:ere 

rany reasons to assure ETV that it wo·ild not 
s u f f c r .the fate Si..:t:gcsted by t h c ;-;odel, no:-lC­ 
tr.r,lcss it ,.;as felt t h a t. the ;:,odel's pcrfor- 
;c .. ,nce c o u Ld be <:ub,:c,tantially i;cpro·,L"d by poli­ 
ci L-s that would be likely to have constructive 
effects if implemented in the "real" system. 
Thus, several modifications were attempted in 
the model's structure in an effort to find a 
combination of factors that would improve the 
performance of the model in ways that would 
have realistic implications for the real 
system. 

Model Modifications. In a series of com­ 
puter runs--;-t-hree_b_aslC changes were found 
that caused the model to grow rather than de­ 
cline, and appeared to have positive implica­ 
tions for the larger system: (1) redistribute 
the human resources to allocate approximately 
40% to custom,er services, (2) provide .i n t o rn.r L 
training programs to increase professional 
competence, and (3) conduct seminars and 
courses to increase management competence. 
Steps were initiated toward all three of these 
changes. At the same time, several changes 
in focus · ... ·ere being forced upon ETV, as will 
be described more fully below. These environ­ 
mental pressures have led to a renewed attempt 
to model this new set of goals, activities and 
structures. 

New Directions for ERTI 
Ori~ of the eirlf assumptions of ERTI had 

been that the Ministry of Education (MoE) woul~ 
eventually develop the utilization system nec­ 
essary to receive and put into use the services 
provided by ERTI (formerly ETV). After four 
years of efforts to cooperate closely with the 
'\oE, it bec2;cie a p p a r o n t; t ha t. this assumption 
could no longer be held. The structures withir 
the '\oE which ~ould be r0cuired for the utili­ 
zation of ERTI's services-were not developing. 
The question then became one of the degree to 
which ERTI's success should depend upon the 
performance of 2nother org2nization. Instead, 
it was argued that radio and television could 
also serve selected audiences outside of the 
formal classrooms of the V,oE, and-provide thOSE 
audiences with important educational 2nd in­ 
structional services. Further, a num~er of 
Learning Resource Centers (LRCs) located 
throughout the country could be used to facili­ 
tate corr~unity learning from these radio and 
television progr2ms. At the same time, this 
type of non-formal educational network ~ould 
not inhibit the MoE from using any of the 
materials and services if it wanted them. 

Planning and the Role of Cybernetic V,odels 
\~lt:.h-rn the past. 11 years, this is the- third 

time that the Iranian government (and the 
second time that NIRT) has attempted to find 
the most appropriate role for educational tele­ 
vision in Ir2n. Based on intuition, NIRT 
managers are confident that if ERTI can adopt 
the "right" policies 2nd establish the "correc1 
relationships with the other systems in its 
environment, it ~ould make an important con­ 
tribution to social change through improved 
education .. However the intuitive assumptions 
of the NIRT managers can only be tested when 
policies based on those intuitions are put intc 
effect--and even then, 2-3 years of experience 
is recuired before feedback information either 
suppo;ts or repudiates these policies. In 
order to test some of the assumptions and in­ 
tuitions underlying ERTI policies, and to in­ 
crease the likelihood that decisions will have 
a favorable impact upon intended audiences, a 
second System Dynamics model is being con- 
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5t:·uc ~ L: d and ..;;-.~ 1 ~·sc~C . 

/S i~u l~ ~nt·o~s O:saGi ~a~i onal ~cvel D?~cn ~ and 
~, "· s .__ -~-m !· ~:.>-0 -~J J. .nc-:- · :~-o ~- --~ ?.s ·-·as true \..·:, en the 

:irs~t i::fv - ;,,;3e1 ·.~;s · prc-;:-.ared, s ystem mocelin g 
is going on at the s ame time as a new ef fort 
in org a nizational deve lopme nt. This para llel 
effort is necessary b~cause of the current re­
orcanization efforts of NlP.T within i t s othe r 
di~isi ons, which is beginning to result in the 
formation of two sepa rate radio and television 
net; .. •or-J.:s, RTV-1 and RTV-2, eac h with its ovm 
mi~sion, goals, staf f and facilities. Within 
this new NIRT or9 an izational structure, the 
role of ERT I (which is still e me rging) will 
proba bly be to d e v e lop and operat e a third 
radio a nd televi s ion network. The re~a ining 

porti ons of this pape r will d esc ribe the act i­
viti es a nd out comes of efforts to define the 
funct ions and structure s of this third R/TV 
net_·,.,ork. 

l>.s c u r rently vi s ua liz ed , the functions of 

: ;r~:~ ;~ : 
J. race-fdce ~ ~ 

!ntcractior:s 
--------___ __ ...J - -- · 
J. I: v.,luation1 

l~t:t\..•ork B 

~~ 1~~--=m -~ =5§ 

s 0 

1 0 1 

9 0 3 • 

F-i-g- ~- -1-~~-;;-::-i ,;:.p-d c t n.o t r i x f~ r t ,,-.,-· r e 1 at i v e 
influence (on o scale fr om 0-10) amon g c c~po n­

e nts of the system affecting l ear ners within 
Ir a nian Co mmu nities provided with educationa l 
r8dio and tel e vision pro srams. 

3. The p reparation o f a very simp le CAU SAL­
LOOP diag ram displaying only the n,aj or i r: ,pact s 
s }•o·~-n in the Cf<CS S- I!·~PACT !Tu"ltrix ( se e Fig. 2); 
e:nd 

the thr e e NIRT netwo r )·.s c.re npJ? r oxin;ate ly as .-
foll o v.'S: (1) NIRT-1 focused on Iranian n e v:s, r _ ....-- - -------~ 

- - - --Scho ols 

FCJsic and recrcc.tion, (2) NIRT-2 foct.: s ed on I L:c e-t o-~ac e --~ ,, c -~·~paper s 
Irani an a nd int ernational c ulture, and (3) ERTI Int e ractlon 1 C I / --- "R 
emphas iz ing non-forma l education and 1nstruc t1on t 

(

1
11

1' ~- Jcuc\':i e :-.c e for se ) e cted Jroember s of t_he co;~c""!Ou ni ty. In add-
ition, it is e>:pec ted that this third n e twork ~ 

pCnents: (a) a s y stem of Lea rning Resource l Culture ' F.adloi 
(E!<TI ) •:ill include two rather distinct com- Corou.ou nity \ · l 
Cent e rs (LRCs) throug hout the country which \ ' , T.V. \ 
... .-ill _E:nov:ioe a type of co:cu-;-,unity )earning en- '...._ --- ---: r_.. :t:-..·a,)uat_~1on \

1

\ !._ 
viron men t which will facilitate learn ina from - ~ 

1 
\ T 

rad io a nd tele v i s ion b r o adca sts, as weli as ' ~ ERTI 
fr om the Looks and pr i nted mate rials provided: ~ Ma nag e rs 
and (b) a serni-co:;-~e rc~al sub - division which P ro f e ssionals 
will produc e the quant iti es of non-electronic 
~ateri a ls and J_Jr oducts that will be ne e ded to 
support t he total ERTI teach ing-learning system. 

In t he proc es s of developing and exploring 
the ne w functions of ERT I and the a ppropr iate 
organi zational st ructure to s u p por t those f unc­
tions, a new model of ERTI wa s generated. A 
description-of that process and its outcomes 
follows. 

A Mod el of the Ne w ERTI. To develop a model 
of therie-:::.;--~R'f:i:-;-25Vl-suc.l ized by the Directors 
of the three NIRT n e twor~s , they were i nvited 
to a 3-hou r meeting. Very briefly, the s equ ence 
of activities at tha t meeting ~as: 

1. A discussion which led to a simple PROSE 
model of the fac tors that influ e nced the com­
munity-l earners; 

2. The cl~.:st e ring of the factors in the 
PROSE mode l, and the pre?aration of a CROSS­
IMPACT ma tri x, in which the t hree NIRT Dir ec tors 
estimat e d the r e l at ive impact of each fac t or on 
all oth e rs (•:ith the results s hovrn in Fig. 1); 

CAUSES 
- ~--

J.. _ F:i<T I / 

hc tic ns 

B. L f' al · :, ·~er , 

J..uCi t nce 

c. Cultural I 
Backgr o und 0 

::--t1~-~ -:J:j~ 
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Fig. 2. A c a u s al-loop dia gram of the commu~it y­

ER TI interactions. 
4. A discu s sion of the i r; ;pl ication s of thi s 

causal-loop diagram for the stru c ture e:nd ac ti­
vities of the differ e nt units within a revi se d 
ERTI. 
The three major concepts that appe ared to a rise 
from this final discu ssi on can be s umr;-,ariz e d c.~ 
(a) the ccmolex functions that n e ed to be oa r­
fo rmed by t~e LRCs are c ons ide rably beyond.the 
s i mple operation of libra ries or information 
s ystems, (b) the need to coordinate the multi­
ple messages and info rmat ion channels to the 
co;:-,;nunity-lea r ners, and (c) the appropri atenes~ 
of aQ orcanizational st r ucture which r:mch as ize~ 
a "Proje~t" mode of ope ration in which ~erson s 
with different specialized skills cooperated i r 
the design a nd distr~bution of c oord inated pro­
gram through multiple channels. 

An Orca nizati onal St r ucture for the New ERTJ 
Th e - ora-e-r·-o-iC-inl"zaf:tC:;-iJ-afcT.a-rts- ro-I-E:fv~an2l--
ERTI (see Fi~. 3, showing the evolving struc­
ture), we re not con s idere d adequate for th e se 
new concect s of the rol e s and functions of 
ERTI , sin~e they repre se nted a "fu nctionally 
ori e nted" s yst e m in wh i ch the succes s or 
failure of ea c h unit d epended ~J?Cn all pre­
ceding and following functions, ea ch standing 
in a lin ear relationship with the others. The 
outcomes of t he model d escribed a bove p~in ted 
out the ne e d for a mor e fle~ible and dynamic 
organizationa l structure. 

Throuch a se ries of i ntcracti o~s ~monc the 
NlRT Pla~ning Office, t he ERTI P)a~n~n~ 0nit, 
the ERTI ~anag ing Dir e ctor and a con s~lt~~t. 
the organizational structure sho~m in Fi~. 4 
was developed. As was s uggested by thP NlRT 
Directors from their obser~ation s of the 
causal-loop diagr a.m, this s"~ructurt: Er-.phasi ;:e s 
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, :· ..:. 1 , .: c •, Ur t " , J c:. : Ly ,; r, c~· ll , g t he ," 1 o J e c t 
~· .. ,:.,<_:.:r,- .-,cruss 1.r,e top of the che1rt, -~nch,r 
tl,<.: su;A·r·.'1sion of e n 011c-rciti•.:.ns t'..:ir,ar;;er ·~·ho 

,u r t. s I. o tr, c 1-' .. c, nag i n CJ D 1 r ,., '-- \ or . 0 n t. he l e f t 
the c:-'1ori:. are s r.cwn the "Funct :ional" rr .. :.1n3:- 

rs, reporting d i rectly to t ue '.-'.ar,aging 
u.rector. fach functional Manager is respon­ 
sible for a "pool of professional persons who 
are assigned to work on Projects under the 
supervision of the Project Manager. 
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Fig. 3. T:,e evolving ors:,.riizatior,al st.r·uct.,~e of 
Ei!ucatic-r,al hidio and Television of Iran (Li{}'l). 
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s:1-ucture for L"fI, 1977. 

S...::cc,,ary -----·-·o\.,:er the past 11 ycc.:-S, }:-2nic.n ct-:'..JCC!ticr.al 
television has evolved from an infant organiza­ 
tion to a complex, "mature-but-still-developing" 
ne~work. This organizational development has 
occurred through various st.ages, using various 
approaches. A primary emphasis has always been 
on the use of seminars with -,,,TV staff ;c.ec;,bers 
on the ways and means to grow int.o a highly 
technological system. Out of such seminars, 
dynamic models and different organization chart~ 
have developed. In this paper, it has been 
shewn hew systems ~odeling coupled with organi­ 
zational str~ctures have assisted National 
Iranian Radio and Television in the development 
of innovative educational approaches to meeting 
the demands of a rapidly develo?ing country. 
Systems ;,,odeling and organizational develop:c-ent 
have not only been used as tools for estimating 
the future behavior of ERTI. It has been evi­ 
dent at the end of each effort in modeling and 
organizational chart develcrment, the parcici­ 
pants have gained new insights into the func­ 
tions and relationships among the sub-systems 
of the many inter-related organizations, as 
well as their own roles in relation to these 
functions, sub-systems and overall syst.em 

performance. 
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