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PREFACE |

: . | - f

. Papers printed in this volume are a sclection from papers given by .

Members of THe Australian College of Education at the Twelfth Annual

Conference held in Perth in May, 1971, The theme of the Conference was
“Planning for Effective Education™.

““The Presidential Address by Dr. Wm. C. Radfo¥ was given at tho

Ofticial Opening of the Conference in Winthrop Hall. All the other papers
were given at the Secondary Teachers’ College.

It is regretted that publication could not be giveh to all papers but

- this was due to lack of space. The Publications Committee endeavoured

to cover as wide a ficld as possible in selecting papers, keeping in mind
the quality of the papers. . ,

A complete list of all* papers presented is published in the Proceedings

~ of the Twelfth Annual Conference.
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PEOPLE, POLICIES AND PLANNING
wwMm. C. RMORD. M.B.E., M.A.,, M.ED., PH.D., F.A.C.E.

Director, Aust. Council /;)r Fducational Research, Melbourne

Homo sum. Humani nihil a me alienum puto.
I .am a man and deem in human naturc -
Nothm;> unworthy of my’ sympathy N,

So Terence, some 2,000 years pust. Wc are membors one of another.
So St. Paul in his letter to the Ephesians. )

No Man is an Island. So John Donne some 1,600 Years later.

And so this College, and all constructive educators since, now, and I hope -
for all time to come. Our theme. for the next few days is planning for an
effective education. In that title plunnmg comes first; in the title of this
address I have deliberately placed it last and begun with p:ople—delibzrately-:
so that we may not forget that at the heart of every worthwhile policy
and every effcctive plan stand the persons for whose good they are intended.
I should, in /..t have bzgun with PERSON rather than PEOPLE, bi:cause
though men n concerted action may solve problems beyond the power of
a single human, I believe no contribution to our .individual or to our
common welfare can come ‘except from the unfettgred and untrammelled
workings of the single human brain, pitted agains], tested by, forced to
account for its conclusions, and to justify them to qthers equally free. Yet

there are times when 1 fear, and fear deeply, that we may fail to use our
individuality in this way, that the blight of herd behaviour may overcome
our readiness to bank upon individual, reduce our capacity to respond to
individual need. our ability to see the persons who make up the pzople.

Our herd grows bigger. its members more dependent one on another, and
those who can manipulate the minds of groups and influence their action,
thereby more dangerous. Increasingly our modes of social and cconomlc

organization, our very ways of thinking, seem to me to bz encouraging
even our nccessary rebels to adopt the mental stancg of others. Too many
declare themselves unfettered while manacling themselves; bound to others
by the bonds of accepted ldeologlcs or chained to a belief in the eternity
of what are no more than current and changing conc2pts for which there
is no fixed and irrevocable form, but which are, rightly enough, the concepts
on which our communality must rest. They are concepts which grow only
by experience, and by thought upon that expzrience. They are the concepts
of freedom and responsibility, of liberty and licence, of equality and justice,

of love and hate, and of tolerance and bigotry. They are concepts of which

the poverty or richness must be based on deep and long thought on the

nature of man, and therefore of the desirable purposes to which he may:
with satisfaction commit himself.-Such thought cannot_be taken ready made
from the shelf by the members of any generation if they are to feel com-

mitted to a point of view. Its renewal and its improvement are matters of -
great moment to all of us. The obligation upon each of us to undertake
such thought, to assimilate our experiences, to deep=n and widen our under-

"standing and our sympathics, isq.eerhaps the hardest obligation that we

bear in our human condition. F
9
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F have as I said therefore placed the person in the forefront of this
Presidentiad address. In this assembly T do not believe | need to draw with
clear tincs the tinks betweon policy and planning. eycept to remind you
again that in our deliberations over the next few dfvs whatever may be
said of planning, of its importancd and the refincd and scholarly skill which
it requires, it has no value without clear policy to justify and to control it,
as well as to provide goals by which its success may be judged. It is
because I appreciate the enormous importance of those clear policicd and
the planning that derives from them, their imfortanc:” for my future and
yours, for those of the generations behind us that we have begotten, and
those who are now following them. that T propose to coneentrate most of
my attention upon people, for whnm alone the policies. and the planning
have relevancee,

Who then are these people, and in particular who are the peoplz with
whom this College is concerned? No narrowly defined group. this. We are
honoured in our ranks by niembers whose cwncern covers all ages and all
interests, whose work must be “from the putting on until the putting off
of this mortal coil”. We must b so concerned, if education is in any way
involved in making of us what our genes give us of capacity, and our
scttings give as of powers to ré¢alize that capicity. There is, we now know
and we ar¢ now beginning to plan for. no given point in the time of a
human life when we can-say—here education begins or must begin, or here
education ends or st end. It is life-long in literal truth. In our human
condition at all ages we arce cnlargdd or diminished by the opportunities
for the accommodation and assimilation of pr.ncnu, which education -
provides. enlarged when we can and do accept the opportunities when the
decision rests _with ourselves, and diminished when for one reason or
anothér we cannot or do not acgept them. .

. We cannot not be concerned therefore with the circumstances under
which the newborn of our times begin their existence. Ligetfere is aught of
knowledge about the nutrition of the Pre-born and th# new-born, about
prcnatal and post-natal environment, that is vital for thd healthy ¢ondition
of sinew and nerve and ‘cortex thhxuh the newborn énters the physical
world ‘we have prepared for him, and¥at mother and family should know,*
then we-must bz concerned “that that knowledge be known, and to the best

" of our capacity. that the know Ic ge be used. Whpt we'know with certainty

about the dict of the mother, the intake of alcohol. of nicotine. of drugs
of more potency still.~and their irremediable or remediable cffect on ‘the
capacity of the newborn child. his capacity for pzrception, for rapid assimila-
tion of the input of his senses, for ncural integration df sensation, for
absorptnon to the bcst’advanlarzc of food and drink. ought to bs part of
the genuine folk- wisdom of the_ family, to the intcnt that no child enter
the world with less than his potemml. For it is here that the beginnings
of avoidable inequalities between persons lic. We must in sober earnest
be aware that there are no ways that we yet know to guarantee that all
children enter this world equal in-physical capacity, equal in mental
capacity, equal in the opportunities that thev will see, and take. to make
the most of those capacitics. We cannot whatever we wills guarantee such
equality, but we can with the will to action do much greatly to reduce the

: ' 10
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present avoidable inequalitics. But as to what we may do, we are not ¢ °
yet quite so certain. Many of the social action programmes that come so
quickly to mind are, of course, unproven. There are somo of us who are
‘convineed of tht need for such programs, who though accepting doubts
about their efheacy., nonetheless believe that some action must be under-
taken, and that now. ..

Tell the mothers and fathers of the future while they are in the
schools, some of us are saying, tell them of the dictary and sensory nutrition
needed by the pre-born and the newborn, tell thcn(v of the mental, social
and sensory environment needed. for children w thrige bast, with the physical

-+ constitution they need, and - the problem may be solved.

Or tstablish more prenatal and post-natal clinies, fixed and mobile,
arl staff them not only with welfare nurses but with qualified expzrts in
- cognitive and affective and motoric development and ail will bz well. All
children will then be equal; all may face the world with ‘equal contidence
that nothing is beyond their reach,

O face the fact that some children will be deprived before théy reach
birth, or deprived in the next few years, by ignorance or neglect or simple
lack of understanding by their parents. Give them as soon as their deprivation
< can be established compensation for it by specialist help, and again an
equality will be established so that all things will be possible to “all men.*

Or accept that the imperfect” world we live in has been “fashioned by
people with a less well developed social conscience than we have in this
generagjon, accept that there are those in that world at school or elsswhere
with less of their potential developed than it should be, and give them a
far greater proportion of our time and energy than we give to their material-
ly more fortunate colloagues. Discriminate, not against them, buffor them.
Give th 1 the best teachers and the best conditions and they will bz able
to “cawh up”. Give them everghing needed to remedy their deficiencies,
,lo bring them sooner or later to a mark in their progression to maturity
where they will be indigtinguishable in merit from their contemporarigs.

There are others who say that the problem is a simple on:. A b'ctteg
distribution of income; more money available to poor familics, and therefore
better life conditions are the simple answess. All else derives from better
material conditions. . L

&,
There dre still others of us less certain both of the e(ﬁéat&x- of the

proposed programs. and much less optimistic about their acceptan
fruitful use by those we think to be in dire need. An educative program
. for prospzctive parents as well as for those practising  parenthood—that
has much to commend it as of’ likely benefit, but how do we ensure that
all those addressed by it.profit in proportion to their children’s need? May
we compete participation in such activities? Do we require a repzat course
- when :ther® seems to-have been less gained than .we think normal? And
-.who’ are the ‘we’ prescribing and requiring such treatments for ourselves
and our fellows? Dare we order such participation until we are certain of
its effect? Will we ever be so certain that its benefits will produce all possible
equality that we will dare to require such compulsory inoculation for

-
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educational health? Or may this kind of action be the final nail in the
cothnlof freedom of personal choiee by parents of their children’s formative
environment?

May we not become hike Chesterton’s "new, unhappy Iurd\ . S0 (hul
like them “the Inzul of (our) loveless pity be worse than the ancient wrongs”.

Or in the gnexpressibly  poignant words of your own YJack Davey, in
“whither?™ is the alternative’ to

“leave us now to continue our crying,
There's nothing left for us now but the terror of dying™

I do not know. and ntost of yotr will sharc my doubts. I do know that
there are children being hnrn anto this community, even while | speak;
who, though perhaps equally well endowed in all physical respeets, will have
very different futures, In our concern about people we must be aware that
for many the future will not depend on that endowment, but on the circum-
stances n which it will be able to operate. Whether that awareness arouses
mental and spiritual disturbanca in suflicient of us will determine whethier
anything is done about it; and the action taken will depend both upon the
numbers of us so disturbed, the positions of responsibility which we bear,
and our willingness and capacity to influence decisions about the disposal
of our private and our public surpluses. We give the impression all too
often that we are centralists at heart, that unless action springs from our
parliamentary mouthpicees little if gnything can be done. We seem often
to forget that what we give of our momky to create those mouthpicces and
fund their policies is stll but a part of our total affluence. It leaves us still
with a -vast fung of private time, and private energy and private resourcees,
It would be a soulless and sterile society indeed in which we lived. were it
not for the willingness of many humans to help their kind without conscious
thought of duty or obligation, were it not for the liking of others again for
activitics and interests of their own and not of public devising, for their
willingness to persuade others to develop and culyvate like interests and
ultimately to share in joint activity. The role of a professional body such
as our College in, dealing with the problems of inequality is one we have
not yct confronted the hydra with cnough cffective wegpons. Nor have
we begun seriously to question the weapons we are using cven now, or
cxamine in neegssary detatl the causes in which they are wiclded. But 1
have digressed a litde from one of the themes T want most to leave with
you. Until we. and 1 extend that ‘we’ in this assembly beyond our college
membership, until we have shown a willingness to sacrifice much in time
and money to eradicate all possible sources of unnecessary inequality, it
is the height of hyvpocrisy to expect others to act to do so. In eliminating
the man-magde deficiencies of environment which will prejudice the capacity
of the child to realize his' endowment, there is a place, and a large place
for the voluntary action of informed men and women, people dedicated to
the principle of direct. personal and unmediated help for those less fortunate.
There is strength in numbers, and where two or three are gathered together
there will often be more done than by those acting singly. But help of this
kind begins with an individual—with mc and with you doing what we can

12
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ﬁnlh the tme, and the money, and the facihnes which we have at hand
aith may move mountams, but it must begin by moving kule more than
the praan of sand The tanth of one man i the valoe of 2 hamd hekd out -
o another strogghng upwards o share his bght, this mav seem httle boside
the massive size of the task i bonging all those who stiugple up to that
sanie Dight, but there s no substitnte for such a demonstration of possibility,
and no greater in(wi_r_utiun to those uncertain of the worth of thgr own,
feeling, towards action. Only by Iistening to the stilt small voics of someone
clse’s need can we give those voices the opportunity (o sound Tike clarion
call to action”

In the educational world that you and | share, another great watershed
of opportunity occurs in the sears at and immediately beyond the upper
limit  of compulsory schooling. ‘Though the lield Marshal's baton still
occasionally comes out of the carly leaver's knapsack. the occasions are
fewer and further between. The chances of understanding, of intelligent
participation in or ntelligent pejection of aspects of our present socicty and
its future image - and there k personal satisfaction in both, I believe, of
they lead to action -such chances are evidently for.most of the human
speeics bound up with the expericnee of cducation within specially arranged
centres and the development, from that experience, of those kinds of*com-
petence which it alone can give in our kind of society, The very edrly leaver
is today a rare phenomenon, bwt the numbers who leave schools and
colleges before they have adequately explored their interests and. fostered
their native capacity to the point where they know its potential and what
they might achieve with it, are still too high.

Again because there as room for different opinions, and for different
practices to follow from them. we vary gn our views. There are some
among our own members, as well as othe® who sce this carly leaving as
almost a wilful denial by the more well-to-do (and everyone here is in that
category, [ expeet) of a right to a complete and fulty rounded education,
who see it as a failure by society in one or more of what they belitve to
be its dutics: a failure, that is. ’ '

to provide family incomes sufficiently high to allow for such cducdtion
without pauperizing the family: or . -

to provide the kind of cducation which excites and stimulates a family
and its children to want more; dr

the child with the right kind of guidance to make him aware

Jucational facilities available and the kinds of futurc they

br. at a more revolutionary level, -

to provide Yhe kind of life that will attract us all to want to usc owr
talents in a socicty making a satisfying use of our capacities.

There are concepts here of rights, and of duties, -of the responsibilities in
conscience of the individual and how these become active policies within
society: concepts of the very nature and purpose of man. concepts which
remind us that we arc concerned with more than a technical process serving
a predetermined end. with more tihn discoveririg the most efficient proce¥s
and planning to usc it effectively. :

. 13 3
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I would Tihe 10 spend moe e on this, to deal e particudar with
what T beheve 1o be the fallacous assumption that all the fault and the
guiltis on the part of govermment, of authority, of society, with the dangerous
tendeney to believe that every carly feavet s oa falpre onthe part of others in
socicty and that nenher he nor s fannly beaes any responaibibiyy, to deal
with the amplicagdns that a pubhiclw/funded recovery and aactnieval program
are therefore sgno factor wequired to ensure that thie Rulure s adequately
cxpiated  Twne prevents g, mft there as prist here for the mills of the
social philosophers of personat freedom and s boundanes, and 1 expect
to hear from them i the next few days

I want instead o spend the rematming time that 1 have given to myselt
for this occasion touching on matters concerning hoth primary and secondary

sdhooling and the people who are directly, nvalved  children,, parests,

v téachers and those who must plan for their effectivensss inga joint%operation
and watch over the pmc('\\ on our comimon behalf For phobably from five
to six of every ten persons in Awnstrabia i in some way nvolved directly
in such schooling, and we are all affected by ats nature and qts cffcctiveness.

We accept. in Australia that for those prcp;;red o avail thequselves of
it. we will provide at ‘public expanse school buildings, teachers, a certain
level of equipment for pupils and teachers to use. and specialized services

including administration to go with these. Tor those not prepared to use

these facilities whether for religious or other reasons, no objection has been
raiscd (o the establishment of institutions in most wavs” similar in outlook
and organization to the public schools but provided Targely at cost to
the parents or to those cstablishing them. All have broadly served the dual
purpose of inducting the young into the socicty of which they are a key
part, and of preparing them to play a mage informed role in the several
worlds they cnter after leaving school - g#ark. lcisure, ,)ciul, family and
sO on. 1

~The principles and practices of the ¢ p-established our dual
system have not gone unquestioned, and this is good. ¥The material pro-
vision that satisfied a majority of one generation is ever unliktly to satisfy
its successor; even the principles upon which grsvstem is esigblished will
not remain unchallenged. Any form of social organization incllh{'mg, educa-

tion must rejuvenate itself, be regenerated. or change with cach new genera~ .

tion. Its principles and practices must convinee thase whosé Fesponsibliity
they become. if they are to be dynamic and constructpve. Ityhgs been one
of the functions in our time, as in past cras, of the fiew peheration of
parcnts and teachers at all levels, and of students fresh fromh the toils of
‘the secondary schools. to draw increading attention to what_they have
accounted thevills of our socicty and the®eeds of our schools. Confrontation

has often replaced dialogue as the popular image of the source of change.:

emotion has too frequently replaced rationality in the often neccssary
criticism of established customs and institutions, thought and assumption
untested in practice have often been deified as principles. Our pract®es in
government and law. the personal interactions and conventions about inter-
personal behaviour they represent. and the organizations and institutions into
which we formalize them. things which it ‘has been one of the functions of
the schools to explain to students andy to persuade them to follow by both

-
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st ten and practice, have been sharply called mto question over the
pastdecade e novaead soure s ob Ladeeshsp and athonty, have been nmder
Quastion in wavs atgd ol esates not within our iu_\t exproence. often for
regsens oatside ouare podenstandme amd olten of not bevond o understanding
at least sometunes bevond var reads sviepathy There ane those whos are
denving taditional and comventional aathornity, and demandmyey maoie
poesonal frecdom for action and deasion with then pesonal ontena of
s nphtnesy or wrongness .y the sale test, And altheueh w some areas ol
peewonal behasacar dis may b aceeptabl®, e s bald man indeed other
than the rare anchorte who dares clome that nothing n s presonal
bebaviour does not despiae hamself atbeet the bife of some " other <and
frequenthy many others One can espect and svinpathize with the honest
behet that there are oo many conttol on personal and interpersonal
behaviour, appropriate to cather times pethaps bat no longer appropriate
to a hetter cducated amd therstore desirabiy more mformed, more rational,
more disenssive society Bue T oat deast have no svimpathy with those who
deny the affhoniy of others bat then claim it themselves over those in no
postiion 1o oppose it ot o questien 1t or to remove thamselves from its
effects. and who assert the validity of their authority and activity without
there bemye any external or pubhe checks upon its worth or effectiveness
And here T would Bhe avain o drpw myg colleagues” attention. as 1 have done
elsewhere. to the prave dpnger that we are in, in demanding to teach as
we wish, to use the curricnln we ourselves develop, to - educate. towards
objectives we ouryelves choose and for values we vurselves believe worthy -
the danger of setting oursebves up as sole arbiters of what is good for others.
We too often gnore an the act that we are there by the grace of othérs.
that though those others niay not be in obvious daily judgment of our
action weé are not thereby absolved from constant consultation and reference
to our clients, of from the need to convimde those clients, by results, that
what we are doing is indeed for the best for all for whom we have tiken
responsibility. There is no divine right given to any one of us to cducate)
others; we have that role by a community decisién, Neither have we ¢ right
to autonomy in our methods, our curriculum, our organization, our evalu-
ations. whether by class, or school, or system. save by direct delegation
constantly renewed by those whose needs are served by our activities. We
forget this at the pzril of lack of support from both parents and studerits.
The building of the direct bridges of understanding and confidence batween
a teacher and the socicty he serves, an act not dependent on the pereeption
of the teacher as an agent of some impzrsonal authority but depending on
a direct personal appreciation that the teacher is the agent of parent and
child—the building of such bridges is a skill not casily come by, It is a
skill in many schools still without precedent, a skill beside which the tech-
nelogy of classroom inistruction, though at best in its infancy, appears by
contrast to be hoary age. Policies designed by professionals and plans like-
wise drawn up by professionals to implement those policies. which fajl to
take account of thegimportance of this direct relationship. hold in them-
sclves already the sp'n'cs of the blight that will assuredly quickly bzset them.
Parliamentary - approval, party approval. departmental Spproval, church
approval, the approval of a school council—all thesg have their place in the
scl:cmo of things, but they are not enough. More istneeded with educatigp.

\
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Because .we are dealing with -persons in society, because we share with -

parents responsibilit)‘ for both the present and future happiness and produc; .
. tivity of those persons, there is no release for those of us who teach from
the constant and pressing'npceé’sity to be concerned about theyends for which
we teach, the' values that thqse ends exemplify, and the meghods by which™
we ensure Yheif' realization. “Nor, if 'we have new values to espouse which
we think improvements on tlie old. new or different ends-{o bz achieved,
whether these be simply educational or the more complex ones that guide

and govern-our society, is there any release 4rom an obligation, the obliga- .

tion to recognize that the exercise of our freedom within schools to promul-
gate ends and values to an audiertce there by compulsion is. without the
cansensus of parents and the sanction of colleagues, a travesty of the true
role of the professional teacher. ' PO ' . .

‘A donclude. Becausé ends, and .values.’and means are all in constant
guestion there can be no end to planning for an effective education. We
need the distilled wisdom of the practising teacher and administrator.. f
the theorists and ‘the résearchers; we, need the Jisull>d 'wisdom of the
scholars in the personal and social values of learn sg. and in social organiza-
tion and attitudes; we need constant dialogue bztween such groups and
parents and the products of our schools, dialogue about ends and means
and the'nature of the.resources that must go.to the achievement of approvéd
ends. We need variety because¢ persons singly and in their fréely chosén
groupings are varied in their interests and values and needs, and we have
not yet found any perfect solution to the problems™of living. and playing,
and working together. in ways (hat- satisfy our need for self #&xpression.
Poligies that forget about this variety, and plans that ignore it, will condemn
the institutions that result to a mental and ‘spiritual stagnation; they will
guarantee disaffection by, pupils, by parents. by teachers. They will effectively

- serve no one. Policies that respect this variety, plans that have a built-in

capacity-to_.accbmmodaté'i}. will make honest capital of the wealth of the
persons we.serve, the talents-of our pupils, and the strength of their families.
It is tg those ends that over the next few days our best effort§ must be
“devoted. ' . B :
: A Y Y
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PLANNING. FOR EFFECTIVE EDUCATION: A MATTER
" . OF FAITH OR DESPAIR? .

R. T. FITZGERALD, M.A., DIP.ED., M.A.C.E.

o - Chief Résegrch Offiger, ACER Melbourne ) .

- "_'Gonsider the two following arﬁems. The first put fo/rward by ;.n

: E‘ngltis'h professor of education duringlthe mid 1930s contains a firm act
of faith. The, second, advanced by a well-known American writer in 1970,

echoss feelings of despair. - cn

i

L~

}i(st. the act’ of faith: N

4

3
{The ultimate basis of any'sound education is- not enquiry, but faith.

It is. a regimen of. routine, a continuous rhythnt presupposing at every -

point established norms, and injured by nothing so much as by dubieties,
. hesitations and too many fresh sfarts.'! (F. €larke—A Review of Educa-
.. tional Thought)
o Secbnd’, ‘thé act of despair: - ' . I
o ‘Almost every child on the first day he sets foot in a school building
* Y is smarter, more curious, less afraid of what he doesn't know, better at
finding and figuring things out, more confident, resourceful, persistent and
independent .than he” will ever again be in his schooling, or, unless he
is very. unusual and lucky. for the rest of his life.”* (J. Holt—The
Under Achieving School) : .

How would each of us react if asked to side with one or other of these\‘-
§ conflicting viewpoints? We might protest that both exaggerate the position
and lack any real evidence to support them. Fair enough. Yet we could
‘hardly dodge the basic point at issue. Either the process of schooling, as'
. we know it. remains essentially sound and needs at worst only minor changes,
or the whole business _has become suspect and calls for argent referm. Our
. particular response will indicate the kind of planning we favour. ‘/

’

£ o
The term ‘planning’ has, of course. become one of the new rds
for educators. But if to ‘plan’ is literally to devise a new scheme of things,
we have had little use for it in Australia. So far we have preferred to
follow ad hoc and piecemeal methods characteristic of the pre-World War
II period overseas. More comprehensive techniques. which incorporate long-
¢ range views and seek to integrate educational policy with broader economic
and social development. have yet to be applied seriously. There has still' to
-emerge any serious challenge to the status quo.

Our outdated federal system of government has discouraged any com-
plete agproach to planning. The states retain a callstitutional responsibility
for prowding educational services but lack adequate financial resources.

- ) -
AY

tClarke, F. A4 R
2Holt, J. The Un

Jew of Educational Thought, London, 1936, p.7.
Achieving School, New York, 1970, p.17.
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Having lost their main taxing powers in 1942, state governments have had
to make do with smaller proportions of the gross national product than

strated a close link bztween level of national income and level 0‘( educational
expengiture. Not so Australia. In Edding’s study of twepty-three countries,
.Australia ranks ‘fifth in national -income per capita but only sixtegnth in

.« educational expenditure’ as pié% cent of national income.} Our school systems

séem therefore tovhave been victims of circumstance.

The matter of finangfal responsibility has continued to bedevil policy-
making. .One key task_jn planning is to decide how much of the nation’s
resources should bz d%g‘ i '
these are to be fouffd. Governments in Australia have yet to address
themselves collccliv/fﬁll to - theSe questions. Consequently.” wezaack any real
sensg, of prioritics” \concerning education ‘and  other forms of national
also to activitics, within the field of education itsel}.

set firm .goals and spzll° out "ways of achieving
as worked to put oyr educational services under
have~in pdrt been due to demographicefactors
igration rates. They Meve in part resulted from

i, general failure to
a nghonal scale
ressures. These

uring tHe <past decade. especially. -all governments in" Aus-
4sures which have incfeased community demand for
4 v . .

»

education.

< To increase social .demand for any service without first taking account
of its likely consequences is hazardous. Such a policy too readily assumes

that the more formal learning for each adolescerit the bstter. This bzlief
“ tends to ignore questions bf costs and resourcss as well as. wider economic
and social issues. including manpower nzeds: 1t also tends'to overstimulate

_public demand for educafional services, to underestimate costs and to dilute
the supply of qualified teachers.” These consequences have bzcome only
too evident in Australia. '

Worse seems still to come., Currently we face a growing denmand for
pre-school facilities and soon a new Surge of primary school entrants. At
higher levels rising proportions of adoles®nts remain on longer at’ secondary
school and want to undertake tertiary studies. Thousands of them are
disappointed. Yet we have produced no meaningful guidelines which define
what is .reasonable opportunity in relation to likely resources and what is

planning becomes impossible. : .

’

T

s

3State government expenditure from consolidated revenue rosc gradually during the
twentics from 12 per cent to 15 per cent of GNR in 1929-30. The same figure
in 1934 was 16 per cent and in 1939 14 per cent. However, the proportion of 11.5
per cent in 1945 had fallen to 9.8 per cent 1n 1950. Source: C.B.C.S. Finance Bulletins
and Commonwealth Yegr Books. i

1 Edding, F. in Emnumilr of Education, Robinson and Vaizey, editors, 1966, pp.26
et seq. : .
5 Coombs, P. H. Fundamentals, of Educational Planning, UNESCO, 1970, pp.37 et seq.
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realistic aspiration in the light of manpower negds. Given this kind of drift.
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-

~ they cnjoyed even duringethe 1920s and 1930s.* Other countries have demon- -~

ted to a particuiar enterprise and to indicate where -

¢ school Izaving age and abolishing middle school
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h The response of teachers to -this state of affairs has bzen Ambivalent.
On\one hand, they have welco ed :the expansion of facilities in response
to public demand. After all, it\is nice to feel wanted and to enjoy new
opportunities.- for promotloﬁ On Ye other, teachers’ unions fave deplored
the resuli g shortages in bunldmgs and staffing. Consequently “they have
urged governments—both Commonwealth and State—to allocate vast new
funds to education. .

+ Teacher-led campaxgns with this goal have become a familiar feature
of the post-war period in Australia. 'So far they have lacked any marked
success. The community has provcd loath to believe that any ‘crisis’ looms
in education. School systems, in fact, show a wonderful capacity to expand
at will and seem most unlikely to collapse. Historical fact,ors. moreover,

)Xorked agamjt concerted attempts to-interest the man in the street

7

in the Ifield of education.

~ ~
~ In the last century local community effort failed to set up eﬁectlve

* school facilities. It got no’second chance. State governments in es(abllshmg

their school systems gave the ordinary citizey no real voice in. their

.operation. Distant authorities décided the. curriculum and* usually appointed |

the ‘staff ‘to teach it through prescribed textbooks and me‘hods ']:he task
fassessmg Jthe results was left to the school- msp-ctor and the publlc

examiner. '
E U

.The community coﬂd thus regard their ool systems very. much like

the railways or similar public utility. Provided the service was ‘readily avails &
-able and operated efficiently, there seemed little -obvious cause for concern.
Similarly, the parish school, by bzing, staffed by religious orders, encouraged

much the same attitude among Cathollcs

 Other factors oparated to keep the schoot rather reimote from ‘the cdm--

mobile colonial society, material success did not hinge
on successful stuffi¥ny self-taught men rose to ‘prominence and made
fortunes. Also the" ¥{giis. by adopting European ways and textbooks tended
to appear as somethmg alxen to the local way of llfe ‘

munity. In the widg

““Fhe remote and artificial character of our school systems does much
to explain the long standing public apathy towards them. Until vegy recently,
it was only in the traumatic times of the 1940- 45" period—when our whole
civilization came under threat—that any stirringg of a vital interest bscame
evident. Within their short-lived visions of a better world, political parties
and other groups gave serious, if brief, thought to a new deal for education.
Now, some twenty-five years later, the course of events is enforcing a more
thorough reappraxsal . .

So far the egphasis - has bsen laid on quantitative factors In the 1940s

the call by teachd¥ and parent bodies was for a £.100 million loan for new

N
6Sce Dent. H. C. ‘Some Impressions of Australian Education’, Cunningham Pape;s,
ACER, 1952. Dent, education editor for the Times, saw Australian schooling *
bcmg alien in practnce to the local way of life. ]
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- expenditure,- schools need to fulfil successfully their special role.

c | -
and remodelled-buildings.” Today, the demands, though more elal?oratc,
remain &ssentially in the same vein. The most striking example has bzen the
combined request by ghe state ministers for education for almost $8.000
million.¥ This amount.iaccording to their national survgy of needs, should
be allocated to running the state school systems over the next four, years.
The absence .of any explicit criteria suggest§ that these funds are intende
only toie:acnd and improve the existing -kinds of services. . .

Yet,qualitati\y& factdrs are «at issue. Sopnd planning requires us to re-
exgmine the aims, methods and outcomss of the whole educational en terprise.
The alternative is to rely on acts of faith and to hope that government
leaders will.come to share our belief. If so. we may remain disap’bdin;ed.
In this country the layman “has_proved reluctant to accept reformist claims
that“smaller classes, better buildings and more elaborate equipment auto-
matically bring about better léarning. His scepficism seems well founded.
It is salutary.to ‘note the emerging feelings of despair’ among American

scholars towards their ,school systems following the ge allocations of

finance of the pbst-spumik period. Qur more Scrooge-like. policieg d_o/-no/t/
. f

- tnake pointless the matter of costs and retlrns. » N
] K Even as they stand, the costs of public schooling are considerable. ét

primary lew®¥ these’ run annually to some $250 per student and at

secondary stage to about $400 per student.® The rapidly growing  group of ™
senior secondary students involves not only relatively high school costs but -

¥

also the amount of income foTegone by their not going out to weork—: n all
yearly as much as $2000_per hgad or even more. School buildings, t‘oo,j%ﬁVe
become highly expensive §ffairs. A fully equipped secondary school, ~which
accommodates 1000 stydeiyts, now involves an outlay of about ‘$2 million.
Moreover, this elaborate plhnt often operates for little more than six months
of the year if based on a forty-hour week. In order to justify this large

7

Schools exist essentiall)} as unique agencies for forinal learning. Yet
their distinctive role has b2come steadily blurred. Schools now share their
traditional . function of dispensing knowledge with the mass media. They

also compete with television, films, radio and popular rhagazines in attempt'-_._
ing to influence tastes and ‘attitudes. In other ways, too, the outside world
“has come to intrude increasingly ‘into the work of the, classroom. .

Educators have l'ong' sought to control the learningiprocess wholly from

‘within the, classroom. In this seemingly God-given setting, teachers have

typically sought tQ:.imposé‘a regular-routine of exercises. These have aimed
at a mastery.of those things the particular group of 30. 40 or more students
should know. Success in this task has appeared reliant on the right teaching

. 1
7For details of the New Deal for Education Movement see Education (NSW Teachers’
Federation), Ociober 18 1945, p.359.. — .
8 Nation Wide Survey of Educational Needs, Australian Education Council, Sydney,
1970. -_ : :
9Sge Fitzgurald. R. T. The Secondary School at Sixes dnd Sevens, ACER, 1970, p.180.
The figurcs quoted for 1971 are estimates.
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méthods, right subject nratter and right student attitude. Given these con-
ditions, failure has seemed attributable to low student intelligence.

Even if this traditional attitude has changed (and how far has it really?)

the learning process remains orientated to the classroom. We still like to .
belicve in some kind of mysteriou§ alchemy being created thege from the -

formal interaction bzatween teacher. pupil and task. Reflecting this viewpoint,

" one writer has recently asserted that “The teachervtan cr¥ate new knowledge

through what he does in the classroom. in his own personal laboratory for »
professional learning.’*® Most of us WOUld.‘prO(l;iE’I)_% like to ‘agree with him.

\ .
We are now’ witnessing increasingly elaborate atterfipts to transform the

classréom from a child pen for mass .instruction to -a- flexible space for
individual learning. {Carpeted floors, acoustic ceilings and movable walls

. have already bzcome familiar features of the open floor plan. Qtheg, cifanges®
seem certain to come—some quite extraotdinary. One experimeptal dfass-

*  room in the United States. for instance, contains tiers of octahedron

t shaped little boxes into which each child can retreat. To quote from tg\

. +blurb: “This w3 the teacher can give pupils individual atterition, while \

)

.. the chilften havg a private place for,study.’ It goes on, ‘since students with .
. | top units can oply reach, them by clambering .ovet units bzlow, they must
| also learn to be good neighbours.”! Should this idea catch an, then the
| space-capsule age in-schooling will surely have arrived.: .

. Whether physically transformed or’ not. thé classroom remains the
7 focal point for all new approaches to learning. Team teaching, programmed
i exercists and audio-visual methods, for exaniple, are essentially gearcd~/\§ ,

this setting. The same rgay be said of thgraded forms of schooling. A
‘common objective has been to cause the individual child to learn better:
Yet to what extent any of these approaches succeeds in that aim has still
to be shown.- - : ot

|
i
i \ ‘ - .
The current quest for totally effective classroom techniqués seems worth-
/ while only if factors external to ‘the school do.not greatly influence the
child's capacity to learn. Recent research has provided further evidenc
that they do. We know that various factors and forces within the pagticuldr
environment come to bear heavily on school performance mainly b¥adse
they affect motivation. Encouraging attitudes by both parents and te
allied with ense of purpose among students towards the particula tasks
set. would appur to count just as much as any inborn intelligence
successful learnifg.'> Merely to-alter the classroom approach seems therefore
+ hardly ‘the complete answer. ’

Schools. we .know’ them. are not geared to promote- Ig rning on
this wider basis. Their . rigig. routines and -emphasis on mass Anstruction
usually forbid much professional interaction between individual“teacher and

[y

10 Frazier, A. in The New Elementfiry School (Frazier editor), Ne;v York. 1968, p.102.

11 See *Stack of One-room Schoolhpuses’, Life, Vol. 4%: No. 11, November 23 1970,
pp.20-21. (P e .

12 See for example, Pidgeon, D:"A. Expectation_and Pupil Performance, London, 1970.

L \ “.
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%:‘ubject areas. Each of these :

parents “The old take-it-or-leave-it attitude still sefms: to prevail. The same
applies to stuﬁnts True, adolescents at secondarly level commonly enjoy a
wider choice ol subjects than previously, but their personal reactions to
the way these are taught are scldom canvassed. Tedchers still tend to measuré
student response essentially in terms of academic: srformance.

Whether or not students actmlly enjoy legrning has seemed of little
portance. Two recent‘ACER surveys indicate/that large/proportioris (over
40 per cent) of students at both primaty and fecondary Jeyels either/dislike
what they are doing or:consjder school té bzflargely a waste of time.?®“The
resqénse of certain grqups ciZadolescents, as the English study by Hargreaves
reveals,™ is to reJeclgth/e hole system and to replace it with their own
separate peer cultufe’ In Australia. large numbers of dents still see
schools as cokdly authoritarian_ and unfrieddly places.!> Yet we go on
expvctmg them to learn succe(lly in the usyal ways.

In reality, schonfy theig regxmen “of routine’ and ‘continuous
rhythm only by force of Their programmes typically consist of

fcises and activities™ related to the various

s usually involyed its own spzcial method of
pproach. Presumably the fot ljeffect bas bgen“a balanced education. Given -

this, general state of belief; pz ogy—de’spfte strong links with history and:
chology———has tended to. r; a segarate and relatively self-contained

Major advances in the sociail sciences during re\cent decades have result
in a changing viewpoint. Social research has increasingly tome to strfss
the relatedness of: factors and elements formerly conidered distant frém
‘one another. Consequently we are steadily becoming aware of #he influengce
of politics; economics.and social structure on educational policy. We have

v o, .

- also besgun to recogmze the interplay of -a complex of factors on learning

p,,rformance R ‘

Work in the ﬁeld of education is thus becoming more and more
demanding., We din anticipate a~further shift in the approach to research
_ studies away from tha‘purely descriptive and narrowly analytic to more

" synthetic ways of handlmg a wide range of data related to particular

situations 9}1d issues. The samq forces have come to bear on the tasking
of teaching. Schools; - if they to function effectxvely, need to take
account of them. - ‘ -

Wé have seen -in” recent yehps some notable attempts being made
overseas to transform .the teacher’s role. One objective has been to permit
him more scope for action by reducing the load of clerical routine tigrough

&

s H

13 Fntzgarald R. T.. The Primary School in the Commumty, ACER Occasional Paper,
1971. The survey. of secondary schools, in ‘Australia was undertakes™ 19_70 by

. M. J. Rosier for .the IEA Scnence Project. The ﬁndmgs are to be
_ course.

14 Hargreaves, D. H. Socj lations in a
subsequent references tollow as set out.

15 Refer IEA Science-Project: large proportions of stude oth at the mid- secondary
ry year stages evinced unfavourable “att

o 19
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the services of classroom aides\or assistants. By contrast, some curriculum °
developers have used their elabgrate rasourcas to produc: learning materials
_structured in ways that reduce \the initiative and possjble intellectual con-
tribution of the teacher. \

In both cases the results have yet to prove highly. suco#sful. he-
-classroom aide clearly requires a spécial kind of training and involves a
more. enlightened approach by the teacher.!® The latter point also applies
to project packaged materials. Experience has shown that unless teachers
fully understand their rationale and purpose, they are *often reluctant to
use them. . , v

The trend in Australia ha§ been to allowge teacher more scopz for
initiitive. First at the primary level and later 3t the secondary stage the
school has come 1o enjoy more and more autonomy. In somz a‘esi
especially, high school “principals are able to formulate indepzndently of
education departments their own policies in respsct to a wholz range of
matters—from length of hair to type of course and assessment. Correspond-
ingly. the work of the schools has bedOme less and less subject to the

scrutiny of the inspector and the public ‘examiner. XY

‘

o

As a result one detects a growing sense of ambiguity in respzct to-the
key issue of responsibility. On one hand, &ducation depar men#s continue g#
to provide a kind of bureaucratic direction and umbrella sup forM
large bodigs of public servants. On jthe{.,f'cﬂ\er.‘»they are handing 'ver td"the
same Broup of QUasi-proT€§sibnals ‘the task of determining policy in the
schools them$elves. Under these circumstances, it is hard to know where .
ultimate respohsibility really lies. P
A crucial question here is whether teachers -are compestent .to make
what amount to final decisions on «course structure and methods. Their
limited professional training gives much cause for doubt. In what virtually
..amounts to _little more than one year’s study in pedagogy, teachers can
hardly have mastered the _cg‘lexities of curriculum design -and evaluation.

+

" Moreover, if the task of eiggating individual stugent performance is to .
mbrace related. personal and-family factors, then the schools face impos-
}... Xble demands. ' : -

. o -

4 In the light of- these trends, parents may well question their position.

* Given the current wave of diversity. they can hardly accept the old assump-
tion that the particular class into which their children are drafted.functions
on much the same lines as any other. Yet parents have little recourse should
they find the service unsatisfactory. Many of them enjoy no real alternative

. to the kind of schooling offered and rarely have a voice in the framing of

_school policy. Wé ‘thus pay only lip service to parental rights.

& - . - T ‘0 . .
~* Inevitably this lack of consultation gives rise to serious misunderstanding
and conflict of purpose. A recent survey of attitudes among sixth-year
primary students as well "as of those of their teachers and parents has

'

16 See Duthie. J. H.. A Study of the Teacher's Day, H.M.S.0., Edinburgh, 1970,
17 See Goodlad, J. 1. The Changing School Curriculum, Washington, 1968, p.92.
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provided disquieting ﬁn’dlfgs.”‘ An overwhelming majority of parents (fou:'r
out of eyery five) believe that ‘the main task of the primary school is to
teach that useful body of facts which every child should know' and that
‘primary schools should concentrate on preparing their students for success*
at sgcondary school.”™ Students tend to Side with their parents on both
poi and- especially the latter. “Yet only a small minority (about one in
every four) of teachers’ agrees with them. Teachers clearly. whnt to see the
pr@fhéry sohool s a stage of education in its own right. - :
- [ J

This conflict in attitude raises again the basic issye of responsibility

’

.for the. outcomes of schooling. Nowadays-a child typically spznds seven

.to determine those kinds of ap;¥ac

years at the primary level and then three or four years at the secondary
stage. Yet seldom, if ever, doss any one tzachsr or group of teachers oversee
and valuate the ipdividual student’s progress over the whole pzriod. More-

r, given the almost total lack of interaction bztwegn primary and second-
Mﬁi& one reluctantly feels a certain sympathy towards the viewpoint
of paré and students. . ' .

The present position readily gives rise tb feelings of despair. Radical
chahges often enlightened in nature—are taking place both, within and
without the schools. Yet their outcomes apgzar. doubtful and even harmful
becau'se we have failed to anticipage and take account of their relationship
to existing organizational structur%éﬂd'resources. So, far we have failed

ick seem best to promote successful
learning as carefully defified. Qbnsequentlyf we have not reached the stagé
of trying to pzrsuade governnfent—~deaderd and ‘the community in general
that major reforms are needed.” v N

In planning any new overall scheme of t'hir?gs, we would first ‘need to
clarify some basic philosophical issues. Most important, we have yet to
state what in fact contitutes reasonable cquality of opportunity in educa-
tion. National needs <¥nd priorities should both influencz this rationale and
determine the nature and extent of scrvices offered. Nevertheless, we gre
faced with making explicit our beliefs to such basic questions as life-long
cducatioxr: and the opportur\:'\ly for a second chance. .

¥

Only then should we Ior)g( at thcdmattcr of resources and their best
use, It is possible that. by adopting different ways of utilizing existing
fadilities .and staff, we could offer far greater opportunities for lsarning.
Thjs applies espzcially to the matter of professional skills. The ‘spontancous,
&fluse and ill-defined elements™ involved in classroom practice has so far
discouraged much close analysis of, the teacher’s job. Yet such an analysis
must form part of any attempt to develop better” ways of achicving set

objectives or to create an adequate technology.

- "

0

18 ACER Survey op cit. The study involved all government primary schools in the

. Warragu! Inspectorate of Victoria.

19 ibid. : .
20 Dreeben. R. The Nature of Teaching, Schools and the Work of Teachers, Chicago, ,
1970, p.83. , -

., . A}
24 | i

-
2



»
)

The complex nature of the learnj g process means that schools need
to have on hand far greater resources,than they now enjoy. If the educator’s
job is essentially to transmit knowlzdge. then the epmmon assumption that
‘anyone can. teach’ holds much force However, if-the educator’s taskis to
design. sup.rvxse\ and evaluate set of lear mg experiences related to

. personal and environmental facuo the profegsionat~demands are of the

. highest order. &

» These demands oblige us to create what would virtually bs a new elite
of educators. We might do this by offzring, to suxtably,quahﬁed and expeari-
encad-teachers spzcial doctoral "level courses comprising major elements of
sociology, psychology and advanced clinical practicz. Moreover, the prospzct
of salaries and opportunities for research and study sigilar to those provided
in the universities could do much to retain these tglentgd and enterprising
people in the schools N _ i

The creation® of this néy force could pr&duce significant advantages.

Likes the professorial board iy univerSitics, ®ach group of spzcial educators
(numbering pzrhaps as. manyfas 12 in" a school of 1000) could dstermine
geno‘ga.bﬁeheel-—policy and ledye the affaits of everyda manage‘m.,nt to
registrars and their administrative pzrsonnel. Under the iroad supzrvision

of state commissions and regiopal;sboards of education, schools cduld: thus
gntrol their own staffing. Mobr ver. they could, with the aid of comput‘el{
servicss, ofganiz=’and monitor learning programmes tha® make full use of

_ ‘general community facilities such as art gallerigs, libraries. orchsstras,
~ adventure.camps and vocational training czntres. 'ﬁis approach would pro-
“  vide real alternatives to the. present limiting context of\the classroom. -/

[

Formal learning cou']d thus tgke place under professxonal supzrvision
in places other than @‘ols Groups of spzcial educators might, for instance,
set up their own $trget corner academics or learning clinics and bz recom-
p2nsed from an education fund similar to the present national hiealth scheme.
Under this arrangement. parentscwould not only be able to enjoy some rights
of choicz over how their children are educated bpt also to participate actlvely
in their I“ammg programmes.

Reheved of much of their exxstmg work in mass mstructxon schools -
could devote- much more attention to the disadvantaged. They could offer
special help—inc dmg child-minding and custodial care—to studants from - /
unfavourable and broken homes as well as to thosz with emotional and other
difficulties. Given a%able core of key educators. the schools could come to
maintain continuing finks with the community. Thz subsequent pzrformance
and careers of school leavers and . other related data would greatly assist
educators to understand better the learning process.and its outcomes.

In these ways. the schools could fulfik'an increasingly valuablz role.
Given nzw kinds of professional and administrative resourc:s they. could. by
operating on a nine-to-nine basis at the upper secondary and higher levels,
offer both a second chance to adults and more convenient time-tables to
adolescents.#espccially those employed part time. ThisYarrangement would
also make possible the use of a wider range of. teachmg and instructional
skills (whcthcr of qualified married women or craftsmen. artists and

25

- 292

ERIC

Aruitoxt provided by Eic:



musicians) at present relatively untapped. It is here that the presence of
the team of spzcial educators could largely resolva fnany of the outstanding
problems of \proper professional supervision and of adequate training. Our
failure to distinguish clearly the tasks of educating from those of instructing -
remains a major cause of difficulty in staffing the schools.

These proposals. however seemingly way out, are little or no more
- radical in nature than some of the changes already taking placz within the
‘schools. They do not depznd on unr.alistically huge increasss in expznditure
and promise, in~fact. to bring about certain economies. If the reforms
advocated appzar Utopian. it is essentially because they involve a—sestruc-
turing of existing administration and organization. Here the outlook is
"depressing. Large burcaucratic systems with all their in-built inertia together
with other .vested interests constitute formidable barriers to reform. The
djctum that. ‘he who®™s heard does not innovate, he* who innovates is not
heard™! applies well-to the field of education. While it is possible that some
- emerging new thrust within the field may soon manag®$c move mountains,?
it seems more likely that only bold and enlightened attion by statesmen at
both federal and state levels of go‘ernment will' product much effect.

The kind of planning for eff¢ctive education .we favour depsnds very’
.much on our_particular cgncept of that goal. If it inicorporates the idea of
life-Pqng learning then.we are cofimitfed . to bringing about a new order of
things. Under this we will no loager see in-school and, out-of:school learning
as’ being inherently different activities but intégrated with the aim of
encouraging and stimulating the continudl growth—in every sense of the
term—of each citizen.

To plan on this basis is to evince neither blind fgith nor deep despair
but sound hopes for a better world. It is easier, of course, for those in
power and authority o maintain traditional forms and procedures. Yet
the implications of doing so seem clear. The education. systems will, as
Coombs points out, ‘waste resources. exacerbate the crisis that already
grips themy fail in their mission, jeopardize their own survival arid impose
untold penaltifs on future generations’>, .

. ) ’ N .
21 Merton. R. in Social Theory and Society' (Merton edit.). Glencoe, p.217.
22Sce Bassett. G. W. Planning in Ausiralian Education, ACER, 1970, p.174.

23 Coombs. P. H. §p cit. p.54. ;
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*  EDUCATION FOR ADMINISTRATION
‘W. G. WALKER, MnA., PHD., FACE. '
Professor of Educaign, New England University, NSW. -
L AND
A. R. THOMAS, B.ECON., B.ED,, T.r.r.c., T.T.C. FOR DEAF, M.A.CE. heh
Senior Lecturer, Department of Education, New England University, 'N.S.W. \

The qualﬁy of practicz in educational administration depends upon the
quality and range of insights available to the administrator when he makes
decisions. The quality of practice in educational administration is msasured
by the rmpact it has upon the development of the potentialities of individual
teachers. '

Thesd proposmons are-not hard to defend. -but they sound pretcntrous .
Pretentious or not. they have validity and we stand by thém. This paper
will be concerned with discussing a few—though- by no means ali—of the
implications_ of the above propositions ' for those who seek tg sate

_\admrnrstrato\‘s /ﬂm\

The questron of whether or not ad>m|nrstrators should be educated for
their role is a hollow one. for.the fact is that the administrator will be
educated—if\not by instruction, by example; if not by .reading, by trial and -
error. The qlestion to be asked. then. is nog whether the administrator

should be educated. but in what ways he should b8 educated most effectively
and most efficiently for his role as a’practitioner. '

Firstly, what is educational admiinistration all about? It is worth
ing a hundred times that it is about the indivied l/chrld and
development of his potentralrtres——,—and ‘because e

interactive phenomenon it is about the individhal teacher“and the fulle .
l\\ development of his potentialities. too. > : '

If these statements seem trite, their rmplrcatrons are not. We )\eed to-

remind ourselves again and again that tcaching is, or should bz. an intensely
personal relationship. .that the links bztween teacher and child are 'subtle
and fragile. that the. humanity and flexibility of this relationship need to be
developsd at all costs—even in the face of rigid traditional structures. fixed
curricula, and the impersonality, power and pomposity of bureaucracy

Secondly. administration is about the development of an organizational
climate in which the freedom and lnsprratron for learning are encouraged and
developed to the highest degree. This is one important way in which the
administration of schools differs from that of other institutions. It IS one,
thing to provide a climate in which customers will want to buy. or clerks
will enjoy office work. or university studeng§ studying by choicz (and usually
motivated by vocational ends) will be encoyraged to work: it is another thing
altogether to devetop climates in which dhildren who are compulsorily at '
school and teachers who arg largely ‘captjve’ professionals becauge of their
lack of widely marketable/q?rallﬁcatlons arg encouraged u(fh% hard realities
of teaching and learning.”We wish that more of the armchair experts: who
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see the administration of schools as just another minor “form of public
adminisseation would dtudy Richard Carlson’s' typology of organizations
whichCogently classiticd the clients of schools with those of mental hospifals
*and gaols. e 7 ‘ . .

. Thirdly_ it is about understanding organizational behaviour as such:
All adminislrulo_rs‘,. whether schools or clsewhere, ‘are faced with the basic
problem of man and organization. with what Chris Argyris® calls achieving
congreency between the needs of the individual and the demands of the
organization.. The nedds of the individual may be interpreted in terms of
'indivi'e}&nl beliavious, \f behaviour in, formsd or ‘informal groups, of
bél!llVi( Ir as_an organization man—but interpreted  they myst be: there is
no ignoring them. [ ® - f "

“This papr is entitled baldly ‘Education fnr"Adminislr'alion'. Perhaps wg
should begin by stressing that we do not believe that “in the present state
of human knowledge- it is possible o train..or educate if vou like. an
-administrator how to deal explicitly .with the multifarious decision-making .
situations which face him every hour and sometimes every few minutes. of
every day. x - i

The process of administration, like the process of {caching. is a personal
interaction situation. The adniinistrator interacts with individuals. with
groups fram both within and without the organization. and with adminis-
trators, of other organizations. The behaviour of individuals. groups *and
organizations is shaped-by a multitude of forces—for example, by a charis-
matic leader, by adisgruntled staff. by a building which prgvents. face to face
communication. by climatic conditions, by‘lht\%::? and sex of participants,
by the time of the vear and even the time of ¢ s -day—indged bv a great -
complex of forces.which uncquivocally .deny any attempt to arrive at the
tight. closely ‘knit sets of principles of administration so much beloved by
the writers. of some ‘how to do it" textbooks, especialfy in the ficld of
businass management. ' - - ' .

The fact of the matter is that the process of administration remains very
much a great, lonely and only partly charted ssa which must be approached
with the caution. respact and optimism, something like that with which modern
day explorers face the "Antarctic -wastes, Brom past experience in o other
lands and other climes certain weather .pattorns. ice conditions, wind v. city
and so on are anticipated with some degree of certainty, but always there
remains a large urdrnf doult wlhere scienee is not en and when the
arts of deetsion making. leadership and executive capa are called for
in the form of mere human endeavour..

» : :
The eader of an expedition to the ynknown or even the mere unexpected’
+ needs more than a nice, tight set of principles. of ‘do’s and don'ts’. f he

v

ICorbon, R. 0. ‘Fnvironmental Constraints. and Organizational Consequences: The
Public School und Tts Clients’ . In Grithths, D, V. (EdL) 2 Belhaviour] Science and
Educational Administration, Chicago, N.S.S.E., 1964,

'-'.'\rg‘_\rix'_ Chris Pervonalite: and Drzanizarion. New York, Harper, 1957,

4 . . ~
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{s bot to achieve his goal anq.l maintain the viscidity of the group of humans

\\

)

e 1,

entryfted to him.

On the contrary, he needs a wide range of ideas. of conceptual resources;

from which he can select when routine answers and routine proccﬁdurcs will
no longer suffice. '

S8 it/is with- the admmlstrdm)n of the organizational ammal we call
‘school’. 'For much of the tife # lives predictably, comfortably, in what
Lonsdale® xalis ‘dynamic’ equifibriufn with its environment’. But at times—

‘and these arc the-times when the rcal administrator/leader marks himself

off. from _thE: mere manager—the predictable, the comfortable no longer
- exists, and the educational administrator must turn to the widest possiblev

. range of resources in opdér to identify the problem and select a solution
which will best serve the mtcrcsts of the chlldren and -teachers in his care.

Thus, as suggcsted at “the, beginning oﬂ 'this paper educatmg the
administrator is Iargc]y a process of providing -him with the widest possible
range of insights mto organizational and admmnstranve b:.h,mour

What kinds of msxghts does he need? For the educator of admlmstrators
these can be classified in a number of ways. Five simple categories which
suggest-a basic curriculum for administrative preparation are:

BEMITE, b

1. ‘ORGANIZATIONAL CHlEVEMENT .

Any admlmstrator ' to be constantly“concerned ‘with developmg a
nice balance between achievement and maintenance. Thg’ rran who ruthlessly
works towards his goals whlle the morale of the staff (and hence of the
ohildren) collapses about him enjoys a Phyrric Victory mdeed On the other
hand the man who turns his back on the goals of the organization in order
merely to preserve the status quo. to avoid: *r?ckmg the boat is in no
lesser way selling the children in his care shdn

The duality raises further qucstions such as how organhatlonal achieve-
ment is to be defined and measured. How does one go about setting up
realistic objectives in education—how are such ObjCC(LVCS arrived at, how
expressed, how defined in be‘havxour_al terms of meanmg to teachers and

“children (not to mention those ‘old- men of the sea’ of Australian Schools,

the inspectors). and when expressed. defined, made operational, perhaps,
how is the extent of their achicvement measured? By simple observation,
rating scale, ‘team’ teaching. examination. discussion. videotaping? What

“are the possibilities? How reliable are: ,‘.'hey" How valid are they"

2. ORGANIZATIONAL lNVOLVEMENT \
One of the most sxgmﬁcant ﬁn(‘gs of social psychology this century is

-the importance of the involvement of members of the orgamzatlon in defining

and .working towards the organization’s goals. Involvement is very much_a

/—-’

—_ . . e

" 3Lonsdale. R. C. ‘Maintaining the Organization in Dynamic Equilibriun’, in Griffiths,

D.E. (Ed.) Behauouml S(unu and Educar.onal Administration, Chxcago NSSE.
1964.
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pcrsona]‘o/r;;roup matter as the work .of Mayo* and many workers since

his time have shown. But fow:rdoes one involve? What if onz is an autocrat

who alrcady knows the right “answers? In such a case staff involvement
becomes little more than a cynical form of human enginzering. What if one
wishes to involve his staff, but docs now know how? How do communication
nets help? How does one communicate with teachers in a school designed
with half a2 dozen staff roonis and no common room?

"3, ORGANIZATIONAL DECISION-MAKING

Al administrators must make decisions. Indeed it is the quality and
timing of their decisions that marks them off as succassful executives, and
which provides a criterion measure by which they are judged.

But decision making is_ by no means a simplec process. The first difficulty
is to identify the problem—in effect. to-ask the right questions. How does
one obtain data on which to make-decisions? From the deputy headmaster?
From cronies on the staff? From departmental hzads? The formal organiza-
tion must show its hand. but how is the real core of the school. the informal
organizdtion. to be persuaded to give up its secrets? How does one identify
the group of individuals which possess the information needed in:the best
interests of pupils? . ’ o

And when the information, such as it is.Wad. how: does
one sift out the wheat from the chaff? How ddes~tie=3 miancide?

4. ORGANIZATIONAL FLEXIBILITY

In their.heart of hearts most administrators recognize 'that children

“are individuals with their own particular loves and hates, confidences and

.disabilities, Most subscribe.:*f-;it‘,l,c_ast- in theory. to the’
view that schools §hould strive to provide for thosdindividual characteristics.

But the achievement of flexibility is much more difficult than' it looks
to those outside -the organization, How can teachers be convinced that the
state syllabus is not a bible? How can inspectors bz influencad to look
favourably upon the ambivalent teacher who rejects much of what the
burcaucracy stands for.-and yet trics devotedly to tsach his_ children, albeit

-in_divergent ways? How can the embittered late middle-aged teacher. almost

St

certainly left on the promotional shelf. be persuaded to cease being one of
Presthus’s indifferents® grudgingly selling his time to the organization for
the freedom it gives him to do the things he really wants to do after school
and at' weckends—and have him enthuse the children. for a change?

How are ir1ovations introducad in s€hools? Are there useful theories
of change? How <ves an administrator influence?

'

4+Mayo, Elton The Human Problems of an Industrial Civilization, Cambridge, Mass.:.'

Harvard Business- School, 1946. -
3Presthus, ‘Robert The Organizational Sociery, New York, Knopf, 1962.\.
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S. ORGANIZATIONAL DEMANDS

\hs Argyris® and others have so convincingly qhowg one of the most
cructal problems in admmlslralmn is the man-organization relationship.
This is a special problem in- the great Australian education departments,
for the more rules and regulations an organization has the more difficult
it is to cater for the needs of its individual participants.

The administrater " is dmly faced with the trauma produced ~by what
Argyris refers to as ? ‘basic incongruency’ between men and organizations.
The administrator sitting behind his desk in head office must decide
whether a wmpassmnatc n.qucft on the part of a young teacher to live
with her mother in the city is of more imporiance than meeting the needs
of a country high school for a teacher of mathematics. A principal must
weigh up th*gmvnty of a teacher's continual tardiness against the quality
of his teaching in the classroom. or the effect of a teacher’s university
studies on the’ progress of the children in his classes. The examples are, of
course. legion "and Are only too well known to all. administrators.

These five arecas of discussion could bc FexteMded considerably. They
have been cited to show that the problem areas in administration can be
-identified and that a considerable literature exists to suggest a vanety of
approaches from which the principal or other administrator selects one or
* more alternative modes of action.

In our view education for admm:stratnon consists in large measure of
sensitizing the. practising administrator or, indeed. the administrator-to-be,
to the likely problem areas and to the resources of theory avallable to deal
with them. <

The next major section of this paper asks how the“administrator ‘is to
be introduced to these resources? Me can. of course, discuss his role with
his colleagues—that will be of some help. He can read the literature relating
to organizational behaviour and that, coupled with discussion with colleagues.
will be of even more help. He can. if spurred on by"a university lecturer
or some other expert. study case studies or other exercjses which relate
his own organizational situation to the literature. Better still. he can discuss
these disciplined attempts to understand the reality of his orgamzat:onal
behaviour with his lecturer and his’ colleagues. One day. fn more cases
than many adminjstrators. realize. he might even undertake research work
in his own or another érganization, which will further sharpsn his under-
standing of orgamzatlonh\phenomena

1

All of the above alternatives. though valuable, assume that the admnms-,

trator has already met and identified the problen situation. What of the tyro
administrator, or the administrator-to-be? How is he‘to be ‘educated for

. administration'? Will he be left, like most other Australian administrators,

to learn by trial and error. at the expense of the children and the teachers
in his school or school system?

6 Argyris. Chris Interpersonal Competence dnd Organizational Effectiveness, Home-
wood, III. Irwin. 1962.
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The wastefulnes¥ of trial and crrol learning can be partly avoided
through a number of approaches, amohg which are apprenticeship to
another pcrson in an administrative positiom, simulated administrative situ-
ations and the internship.

Apprenticeship refers to the process of learning by doing under the
supervision of a more experienced person. It impiies little academic education

- and places the emphasis on ‘on-th¢:job’ training. In spite of the obvious

advantages inherent in ‘getting one's hands dirty’ there are serious objections
to apprenticeship pure and simple. It tends to revere established proczdures,
to impose stercotypes, to straight-jacket those of different personality from
that characteristic of the ‘master’. :

On the other hand, simulation provides an economical and largely
threat-free situation in which the budding administrator plays games designed
to present him with problem solving situations taken from real life. Simula-
tions take many forms. Some common examples used in Australia are the
case study. the ‘in-basket’. the management game and the role-play.

The .case study has been described by Lawrence? as ‘chunks of reality
based on stubborn facts that must bz faced up to in real lif¢ situations’. The
cases may be printed in book form or reproduced on an audiotape or
videotapc. They may be read and considered by individuals, discussed in
groups, dissected in class or used in a number of other ways. '

The in-basket is used in much the same way. It requires an administrator
to make quick decisions about priorities, communication channels. human

‘relations, governmental requircments and so on. It calls on him to relate

his experience, his lecture material. his reading to rgal life problems which
must bz dealt with in a restricted time.

The role play is really the acting out of a cass study. Participants

- are "asked to play certdin roles, to adopt certain attitudes, to argue with

verisimilitude. The role play is observed by students who try to analyze
the situation, to isolate its dynamics, to relate what is going on to their
organization and, of course, to their own reading and past: expzrience.

i

The interniship® is a largelyainknown approach in Australia. Unlike
apprenticeship, internship takes plady affer a period_of formal training. and
typically a member of staff who assistéd in the formal education at university
assists in the supervision and guidance of the student when h: gozs to work

" for an organization. Normally the ex-student receives a small salary from

the employing authority. which recognizes him as a tyro and accepts
responsibility with the university, for the supervision of his expsrienccx

7Lawrence, P. R. ‘The Preparation of Case Material'. in Andrews. K. R. (Ed.}) The
Case Mcethod of Teaching: Human Relaflons and Administration, Cambridge, Mass..
Harvard University Press. 1953. quoted in Walker, W. G. The Principal ar Work,
St. Lucia. University of Quconsland Presh, 1968.

w,
8Hencley, Stephen P. (Ed.) The Internship in Administrative Prc'purutioi"éc‘ﬁymbus.

. Ohio, U.C.EA. 1963.
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This approach obviously has much to commend it, and is one which
Australian universities and school systems might explore with benefit in
the course of the next few years.

Education for administration, as we have scen, implies education for
understanding the behaviour of individuais, groups and organizations qua
organizations. Clearly, education for administration implies a knowledge of
individual psychology and group psychology, of the sociology of the group,
of the organization and of the society in which the organization exists. It
may also imply some knowledge of anfhgopology or pzrhaps of some history.
Certainly, at higher levels of administratign™i{ implies more than a.nodding
acquaintance with economics and politics and with the structures of educa-
tional systems in other countries and provinces. Some knowledge of
statistical techniques is desirable and in this:dge at least a passing acquain-
tance with the computer is desirable.

If ‘the provision of such a background seems a tall order it might be

~sobering to reflect that we take six years to train a physician or a physicist,

three years to give a minimum qualification to a teacher or a nurse. Why

should we begrudge one or two years to train an educational administrator?

If it is argued that th allocation of time, and money, is waétefyl.

-consider the responsibilitics/of the headmaster of even a small high school,

for example. He is responsible for the education of not 40 children, but’ of
500 or 600 of them; their welfare, happiness and initiative of no less than
20 teachers (and their immediate families) depend upon the quality of his

- leadership; a school plant valued at perhaps hglf a million dollars is his

responsibility; a non-professional staff of cleaners. maids, groundsman, aides,
etc,, look to him as ‘boss’s a whole town or suburb trusts him with its
most precious possessions; the state or school council looks to him not only
to run his. school with economy and efficiency, but also to innovate. They
exp:ct in one man both a visionary and an actuary, to inspire and to lead.
We demand all of this and yet, in Australia, b2grudge the time and money
to educate him to accept these responsibilities.

-

The heads of our schools, and espzcially (hosabat secondary level, are

. increasingly coming under- fire for their lack of ability to deal with the

multifarious duties referred ‘to above. Increasingly heads are accused of
‘taking - refuge, in their offices’. of devoting their time to administrivia, of

~avoiding their traditional role as teacher, guide, mentor and educational

leader. And who can blame them? Not onlyYhe world but the immediate
community, not only society itself but the individual child is changing -
profoundly from year to year. - :

In the buzzing confusian ¢f the administrative day where does the
administrator turn? To his past\expsrience? But the past is dead. To his
colleagues? Perhaps. but most of them know only the same past as he.
To the bureaucracy which employs him? Perhaps, but most of the hierarchy
know an even older past. To his books? Certainly, if they are concerned
with the child, the teacher and the school of today. Certainly, if they are
designed to help the reader understand contemporary society, contemporary
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organizatigns, contemporary teachers and contemporary children. Certainly,
if they serve to link theory and practice, philosophy and the onfoing realities
of the classroom and the staff room.

To his ﬁ'hivefSiiy" Certainly, if its Faculty “of Education has been
. dragged kicking and screaming into the twentieth -century, or better* sulL
/ the twenty-first century’

Obviously, no one’ dlrection will do. All of these alternatives—and many

-.\‘\ morc—will provnde him with some new msnghts. someé new 1deas worth

L

»

!

( .
J

l 1

trying.

As we saw at the beginning of this paper, the adrginistrator néeds
- resources—wide resources to which he can turn for guidance in the buzzing
confusion of the administrative day. These resources come in the main from
the social sciences and from the. work of scholars and practit n,?ners who daily
seck to apply the social sciences to the cutting face of adnf#inistration. The
partlcular choice of the social science and the emphasis to be given to those
chosen is very largely a function of the administrator’s own academlc back-
ground and of-his likely administrative responsibﬂmes

It behoves universities, tertiary institutions and employi thorities,
to develop professional programmes for the education;of Educational

administrators. In universities, such programmes need not™all be of master’s
or doctoral level—if this were soffit would restrict education for administra-
tion to a very few indeed at this stage in our educational history.

There is a pressing need and unsatiated demand in Australia for one
or two-year programmes for non-graduate administrators. These gmight be
provided by institutes, collegts of advanced education and teacher’s colleges.
But the need does not stop there. © 4

We call for an Australia-wide attack on the problem of education for
school administration. The vast dlsﬁculues facing administrators, whether in
rural or yrban schools, education departments or religious orders, secondary
schools or universities are too complex and too pressing to be left to trial
and error learning.

Experience has already shown that" far sighted employing bodies and
tertiary institutions can achieve much if they have the will to do so.

It seems clear that the attack should take ’ﬁlzice at several levels—and
we stress that there are models for all of these already in existence in
Australia today. Some examples of what has been achieved are:

1. Two or three-day conferences calféjcb by departmernts of education
(e.g., Tasmanian principals and vics-principals at Launceston). pro-
fessional associations (Australian College of Edfcation at Towns-
ville), teachihg orders (Ursuline nuns at Armidale). These typically
take the form of a rather crowded programme in which one or two
experts from outside the immediate sponsoring organization give
lectures, -conduct seminars and lead simulatiqn activities. They are
a very valuable and economical means of opsning the eyes of °

3i
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-to introduce administrators to some of the available literz‘gre.

administrators to the availability of books on the subject and the
possibility “of undertaking longer and more demanding courses in
the field. -

One or two-week long in-service courses which allow-for a rather
more detailed study of particular problem areas (e).. in-service
vacation courses at Armidal: Teachers’ College: Training Adminis-
tration courses conducted by the Department of the Navy at HMAS
Cerberus? the special course for New South Wales Inspectors of
Schools at Goldstein College, University of Nevg-;‘South ‘Wales).

Non-residential courses of ten weeks or so duration which attempt

require the writing of essays or exercises and sometimes award a
certificate for satisfactory completion of the course. Some excdllent
examples are the courses taught jointly by the South Australian -
Education Department and the South Australian Institute of Tech-
nology. the courses offered at Kew High School and the Wanéaratta
Adult Education Centre by the Victorian Department of Education.

Courses of a much more demanding and systematic nature taught
over a period of a year or more by non-university tertiary institutions.

To date there is only one such course of this type in Australia—the well-

conceived Diploma in Educational Administration programme offcred by
the West- Australian Institute of Technolegy. although the Armidale
Teachers’ College hopes to off;r.z\.similar course internally and externally
in the near future. o] '

5. University courses at pos_t-Zraduate level. Such courses, now taught

by several Australian universities, range from professionally oriented

- diplomas and master’s degrees to research oriented master’s degrees

and doctorates. Among the new programmes of potential interest
are the course-typz master’s degree in Educational Administration
‘now being offered by the Universities of Queensland and New
England. . '

Thus there is a need for the vast expansion of training programmes at

all of these levels, though certain caveats should be expressed at this stage.
These are:

1. Thereis a danger that the short weekend or week-long" programres

might be seen as sufficient in themseives. Of course. they can do
no more than whet appetites. They rarely challenge participants to
{ think deeply about the administrative process, or to relate adminis-
trative behaviour to the larger fields of organizational or sogietal
behaviour. or to read and write intelligently about” what they are
doing when they administer. In such courses there is a very real
danger of dilettantism or of a preoccupation with the ‘how to do
it’ alone rather than the why and how to do it.

: Much the same danger is inherent in the ten or twenty-week lecture

programmes referred to above. but at least in such programmes some
solid reading is expected and some written and oral presentations

3 . ,
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are required. Like the shorter courses these must be seen a$ no
more than stimulating an interest in wider reading and a more
disciplined approach to study of the process.

A third major caveat refers to the dangers inherent in education
departments and tcaching orders running their own programmes of
training without introducing lecturers and organizers from outside
the organization. 1f such organizations are not careful their courses
degenerate into platitudinous re-introductions to organjzational
stereotypes. At the present time there is talk in some parts of
Australia of "the ¢stablishment by Education Departments of staff

colleges. In a country where most teachers arc recruited from govern-

ment schools. trained in government schools. employed by the
government, inspscted by the government and promoted by the
government such organizations could easily degenerate into stereo-
typs machines where supzrannuated insp:ctors of schools and senior
people ‘kicked upstairs’ bzcause of ineptitude on the firing line might
be expected to tell the headmasters of tomorrow how they ran the
schools of yesterday. Such narrowly conceived organizations must
be viewed by the teaching profession as a whole with great suspicion,
for the educational administrator. no less than the public adminis-
trator. or hospital administrator, stands to gain from contact with

"colleagues and students in other fields of administration—and the

most obvious places in which this should take place are the univer-
sity or a general staff college for admlmstrators from.a variety of
institutions.

A fourth caveat refers to the assumption made in some quarters
that educational administration is merely one aspsct of business
administration or of public administration. Nothing could be further
from the truth. as every teachsr who has spent sleepless nights tossigg
over the personal and academic problems of those forty or so hum
souls so trustingly placed in his care. knows only too well.

Of course, there is-a core of knowledge which is common to
the administrative process wherever it is carried out but it is at

‘the level of objectives. of interpsrsonal relationships. of appreciating

the subtlety of the fragile relationship between teacher andchild
that educational administration departs firmly from other fields.

In their haste, however laudable. to ‘begin offering courses in
educational administration some institutions have turngd to business
administration or public administration for help. and in too many
cases have, as a result, overlooked the crucial mission of the school.

A fifth caveat refers to the need in tertiary institutions conczrned
with. education for administration to Keep their instruction, no matter

" how ‘theoretical’ or concerned with ‘principles’ tied squarely to the

? Walker,

University of

practice of administration. We have said elsewhere.® and we do not
hesitate to repeat it here, that there is nothing more practical than

L

WNG. Theory and Practice in Educational Admmmraua. St. Lucia,
ueensland Press, 1970. .
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1,ood theory. One grc.at virtue of the university. i§ “its comcern fgw
research as well as.teaching. It needs constantly, in the educatio
of the administrator ¢ probing the realitics of administration,
developing theorics, hypotiicses, probing beneath the surface.
The administrative ppocesy is a complex, process, modern organiza-
tions arc complex 4animalg, administrative behaviour takes place in
a complex envirogment. The complex organization, to bz understood,
needs continuoy€ and Tnlightened probing by the social scicntist, be
it in educatiorw.-psychology, sociology, anthropology. economics,
politics or elsewhere.\I'he fruits of that probing need constantly to
be kept before the admimitrator who is being educated for his role.

Teacher education in this country. has- been conipared. not without
justification in some cases, with a course of medical educatign which devotes
three-quarters of its time to a study of the Hippocratic oath. If we, the
teaching profession, let this happen to the education of administrators, we
are lost. Of course, the administrator must be concerned with values, With
aims, objectives, and due attention must be paid to them. But in real dife .
decisions must bec made, and made quickly and wisely from the greatest
range of resources available to the.practitioner. It is here that the univcrsit%
makes its great contribution to the ficld of administrator education. It bfmg
to bear studics of ethics, of ¥alues. of human endeavour written in history
and literature, and links them with research into this organizational ammal
‘school’ compared in its complexity by Schwab!® with that complexit
which faces a psychologist who attempts to study the interaction of paris~
of a living organism.

When we educate for administration we educate for flexibility, insight.,. -
and breadth of vision. We educate for the capacity to ask the right question,
to seek out the most relevant data, to choose the most promising solution.
We educate to sensitize the administrator to the realities of education as a
political and economic animal as well as the value oriented, idealized ands*
often unrealistic animal the textbooks tend to put before us. "

It was said that Professor Sir Francis Andersof. sometime -Professor
of Moral and Political Philosophy at the University of Sydney, and a 'y
time Presbyterian, would pull the pillow over his ears to drown out the -
sound of Sunday morning church bzlls. Too many Australian administrators
are taking a similar attitude to education for administration. They deliberate-,
ly overlook the fact that it is going on inexdrably day by day. traumatically
for children and teachers, uneconomically for governments and inefficie ?(
for education departments. The choice is not between no education’for
admihistration and education for administration, but between an education
for administration based on” unsystematic, narrow, trial and error ldaénmg
which runs contrary to almast every educational principle we c Reris| 'anw
systematic, perceptive and broad instruction which holds the promise of =
schools with climates in which both children and teachers might be en-

\

.couraged to grow. .

10 Schwab, Joseph J. “The Professorship in Educatiofal Administration: Theory-Art-
Practice’, Chapter IV in Willower, Donald J. and Culbertson, Jack The Prolessor- .
ship in Educational Administration, Columbus, Ohio, U.C.E.A,, 1964.

37.

34



Q

ERIC

Aruitoxt provided by Eic:

yd

HELPING THE TEACHER THROUGH SYSTEM
ADMINISTRATION

A paper read at the Twelfth Annual Conference of the Australia College
. of Education, Perth, May 1971. ,

v J. G. WILLIAMS, B.A., B.SC., B.ED., MA.CE.

Senior Lecturer, W.A. Institute of Technology

.

This paper consists of three related sections. In the first I suggest that
there is \ general tendency to view Australian education through a conceptual
filter of burcaucracy which discolours and clouds the perception of reality.
Replacing’ the narrow bureaucratic framework of analysis with a brbader

-viewpoint will improve understanding of the administration of Australian

education and may generate ddmmlst;atwc pracuc..:s which are more helpful
to the tgacher. The first section is an exercise in descriptive organization

theory.

. The second section develops a normative proposition that administration
in chcatlon should b licitly teacher centred. I will argue that the focus
of the admmxstrau(e sys m should be fixed directly on the - teacher, not
on the pupil or currigwdwin or buildings or other inputs to the school.

In the third tion I propose a new approach to the professional

development of tafchers which might replace or invigorate current practice
in school supervision.

SECTION 1: THE CONCEPTUAL FILTER OF BUREAUCRACY

. There is scarcely ‘any need to remind this audience that we pzrceive

everything selectively as though through Tilters. We are well aware that our

cars and eyes are highly selective filters which admit only fractions of the
full range of vibrations and waves in the air and space around us. We know
the psychological and other mechanisms by .which we filter out the whole
of -reality except for the small part we can cop:. with at any one time. But
we may not recognize so clearly that we use filters. conceptual ones, to look

at organizations in which we live and work. And we may not always be

fully aware that our perceptions of many things are determined to a large
extent by characteristic ways of thinking which prevail in our period of
hlstory or in our particular nation or group.

I ggest for serious consideration that we Australians, and our critics
from oVerseas, habitually view our schools through a frame of reference
or filter which is too, strongly coloured by the concept of bureaucracy. This
focuses undue attention.on the hierarchical skeletal structure of Australian
educational organizations and obscures appreciation of the living reality,
the vital flesh and blood of the system. We use a sort of X-ray filter which
reveals the static bones and hides the organic life of the system. We need
reminding that the concept of bureaucracy is an abstract theoretical tool
for analysis. Like X-rays and other analytical tools it can reveal only a
narrow fragment,of reality, We tend to see hierarchical structure as the
most prominent feature of our educational organizations because the con-
ceptual filter we use highlights that feature. Other features will show up just
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as prominently if we use different theoretical filters. The burcaucratic
structure of Australian cducation is only as important as the  attention
we give it. ) :

I may be misinterpreted as saying that Australian educational organiza-
tions arc not burcaucratic, they only look that way. So it needs to be made
clear that any filter or theoretical framework uscd to examine an organiza-
tion can only illumine what is actually present in the organization. There
is no doubt that Australian education does contain many clenients which
can be partially understood in terms of burcaucracy theoryy But some of
these clenients are undergoing rapid change which cannot be  discussed
meaningfully in the language of formal organization and hicrarchy.

Analytical tools become blunted and irrelevant. My argument is that
.the concept of burcaucracy is no longer an appropriate framework for
understanding the Australian education systems. Teachers, administrators
and observers may misinterpret important developments in school adminis-
tration if they continue to think in terms of traditional formal organization
theory. Other theoretical standpoints are needed to give a more balanced
understanding of the system and to encourage administrative practices which
will be more helpful to the teacher. While we continue to think in burcau-
cratic terms we will continue to _behave in bureaucratic ways.

Power as a new theoretical framework \

In rejecting traditional organization theory as an inadequate basis for.
examining administration in Australian cducation we are belatedly following
a trend which is well established in the study of other kinds of ofganizations.
J. D. Thompson asserts that the pyramid of. hierarchy became the symbol
of complex organization only ‘through historical and misleading accident’.!
while J. A. Litterer suggests that studying formal structure is the most
elementary level of thinking about organizations.* Our understanding is
slightly improved when we acknowledge that a spontaneous informal organ-
ization co-exists with the formal, but this approach, too, is seriously mis-
leading. To split the organization into separate formal and informal com-
ponents is to imply, very unrealistically, that one is legitimate and desirable,
the other illegitimate and condescendingly to be tolerated. Modern social
scientists are searching for the live stuff of- administration in what earlier
theorists tossed.out as informal organization. But this more recent approach
has been slow to penetrate into the published literature on educational
administration and into the administrative practices of School systems.

One recent approach which is typical of the more broadly-based ways
of. thinking uses the concept of power as a tool for analysis of organizations-
and a brief discussion of school systems in terms of power may give an
interesting new appearance to familiar things.

-

1Thompson, J. D. Organizations in Action, New York, McGraw-Hill, 1967, p.132.
2 Litterer, J. A. Organizations: Structure and Behaviour, New York, Wiley, 1969, p.vi.
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Our habitual approach stresses the static backbone of authority which
supports the Austrubun educational organizations. Analysis in tcrms  of
powcer concepts may sharpen our view of the less visible life blood which
is diffused throughout the system and which sustains and energizes its
vital activitics.

Power in a school system is derived from many sources, (istributed
liberally among many people. and used with great incfliciency to convert
human and other inputs into educational and other outputs. The most
significant issue is that power in any educational organization is widely
distributed. Sp:cifically, | suggest, power over peopl®, resources and decisions
in Australian education systuns 1s. much more ditfused than is usually
recognized.

Until rccently (he stcrcotypcd picture of state cducation departments
in Australia, emphasized a clear chain of authority rcaching by oflicial
delegation from Minister through Dircetor-General, directors, sup:rintendents
and principals to teachers. Legal statutes and regulations made by Pagliament

- and exccuted by Minister and Director-Genzral were acc:pted as the ultimate

and almost unique sources of power over peopie, decisions, and resourc?s.
Other typcs and sources of power did in fact operate, for some pzople and
practices departed from the stercotyp:d pattern. But by and large adminis-
trative behaviowr was regulated by the assumption that it depended on a
chain of legal authority linked to statc government statutes. This was the
conczptual model which determinzed the predominant pattern of administra-
tion. In this model power was of one kind. de jure, derived from state
legislation, based ultimately on the Australian Constitution, and concentrated
down a thin plp-lmc of legal authority.

Carzo and Yanouzas are two modern writers who refect this kind of
traditional theory according to which ‘the direction for the course of events
in a formal organization flows downward oniy through the hierarchy of
authority’® Research evidence shows. they claim, ‘that authority which is

. based on the official position provides only one source of influence, It is

often unsuccessful. There are many more bases for influence in an organ-
ization 4

W. G. Bennis refers to ‘the coming death of bureaucracy’® Every age,
he says. develops an organizational form appropriate to its genius and the
dbureaucratic form is out of joint with contemporary realities. New organ-
izational forms are bzing created in. modern industry. These .new forms
give process more attention than structure; they emphasize lateral rather
than vertical relationships; they are designed -essentially around multi-
directional flows of information, men, materials and behaviour rather than
around the simple vertical flow of authority. Stanley Young asserts that
changes in culture and advances in techrology are producing new téchniques

3Carzo. R. and Yanouzas. J. N. Formal Organu.anons A Syslems Approach Home-
wood, Irwin, 1967, p.182. 5

41bid, p.183. b

,5Bennis, W. G. ‘The coming death of burecaucracy’, in Cleland, D. I. and King, W. R.
Systems. Organizations, Analysis, Management: A Book o/ Readings, New York,
Mc@graw-Hill, 1969, pp.11-17.
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of management® To graft these on to. the primitive organizational vehicle
of burcaucracy is, according to Young, like the vain attempts which were
made seventy years ago to attach the powerful new internal combustion
enginc to the ancient horse buggy. The vehicle had to be substantially re-
designed to suit its new source of power. y

Young's analogy shotild not be taken too far and some writers may
be going too fast in their violent reaction agamst burcaucracy. | have no
doubt that Austratian education will retain for many years the basic organ-
izational framework of burcaucracy. 1 hop, however, that wc\WIII alt come
to sece morc clearly that this framework is just the chassis, an“important

( part of the ndmmlstmtlvu system, but not its main source of cnergy.

—

Alrca% in Australian education dcparturug from the formal kgal-
authority"model have become frequent, significant and apparent. The old
burcaudgfatic stereotype is no longer a workable description of the power
relatioships  which now determine administrative beshaviour. A diffusad
power model gives a niore accurate description of reality. T will demonstrate
this with a few cxamples, but first some terms must be explainad.

. <
Power and its Sources

This is not the place to attempt an abstract analysis of power structure -
and process or*even a precise definition of power. For pressnt purposcs it
matters little whether we think of power in terms of getting peopl: to do
what we wish, or in terms of right or capacity to make significant or final

- decisions, or in terms of control over allocation of resources.*These are three
typical ways of thinking about power, as influence over people or decisions
or resources, but ultnmatuly they converg: in meaning. My hypothesis about
power distrifution in Australian cducatlon applies to all three.

In mterprctmg the cxamp‘és glvcn later I make these assumptlons about
the meaning of power:
(a) Power refers to a relationship bctwecn two or more pcople;

(b) Some kind of dependence on the &)wer holder(s) is involved in the
relationship; |

©, Usdally this dcpsndencc‘ is reciprocal, a matter. of mutua(‘
dependence; : A

- (d) Power relates to the exchange of goods or services (which may be
intangible as well as tangible);.

(¢) A- person has power over another if he controls something which
the other values;
(f) ‘Power resides in the possibility of withholding as well as of giving.

, -
¢ »

’

GYoung_'S. 'Organization as a Total System’, in C‘lcland. & King, op. ci'l-62.
41 >

38

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

N\

Examples of diffused power )

Let us cxanune some examples of Q)wcr diffusion in Australian
cducation.

.

To begin with a simple case at the bottom of the system. teachers are
inclined to assumc that cleancrs, typists and techaicians should not have
power m a schoml. Whetheg they yhould have it or not is an acadeniic
question. “T'he fact is that t do. because they occupy strategic locations
which give them control over. important activities in the daily work flow
of the schogl. To counter this de fucto power, which is by no mcans trivial,
the teacher tinds official authority less cffective tham more. subtle symbolic.
rewards or unoflicial services which he can exchange for extra Lluanmg dutics
or prompt typing or a well-prepared laboratory. , '

At the other end of the school system the most visible break with the
legal-authority model of administration is the substitution of the financial
power of the federal government for the constitutional power of the state
government over songe~jwportant decisions and resource allocations in
education. Whefe previously~i#t was thought that a state government had
sole power ()vcrws education system. it is now obvious that statc officials
have to share power. in scveral ways that do not need documentation. with
officials ¢f the federal government. Clearly a kind of finance-powered federal-
state partnership in education is replacing the former state monopoly powered
by the aughority of the Constitution. To relicve those who fear the increasing
power of the federal government’ in education, it may help to remember that
power is not fixed in quantity. As scveral writers pomt out, for example
Miklos and J. D. Thompson, the power of both parties in a power relation-
ship can increase as latent sources of influence are brought into op:ration.?
Qqe level of government can gain power without the other losing it.

As another example of the trend, towards diffusion of power in educa-
tion, consider the top level administrators in a state education department,
namely the Minister. Director-General and his Decputy. These three work
in the boundary between the education system and its environment and
act as a buffer to insulate the system against outside pressures. In the past,
when the environment of education was more stable and the system itself
relatively closed .and small. these top administrators could cope with the -
necessary outside interactiqps and still have energy and time left over to
deal with internal orrations and relations. But in post-war years the energy
of these administrators in the boundary layer has had to be turned mc-reas-
ingly outwards to regulate \pressures from rapid and critical changes in
society. At the same time the education system itself has b:come internally
larger and more complex. The net result has been to draw the Minister
and Director-General away from short-term, day-to-day. internal operations
towards long-term planning. community relationships, and political pohcy.
These top-level administrators have become. increasingly dependent on sub-
ordinates for information and advice and for the effectiveness of their control
over internal operations. They have had to shed or share power.

T Miklos. 1. ‘Increasing participation in ‘decision making'. Canadian Administrator,” 9,
6. March 1970. Thompson, op. cit.,, p.32. . v
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For examples at the managerial level in Australian education, the trend
towards spread of power is seen most clearly an the redistribution of the
supervisory powers of superintendents and in the utge for greater autonomy
of school principals. The former was well described in Mr. H. Dettman’s
article in the Ausrraliun Journal of Fducation for June 1969.% while the latter
was exemplifigd in a public statement made last vear by fhe South Australian
Minister for Education, The observable fact that headmasters vary consider-
ably in the amount of discretion they exercise is.. [ think, a further indication
that wnsulcmhk power does lie in their own hands if they care to use it.

The power possessed by the !uuhcr in the classroom will be considered
in Scction 2 of the paper, but to illustrate the general trend reference can
be made here to the changing duties of senior masters in high $chools, the
emergence of teaching teams and other developments in internal school
organization, But the most vivid illustfation is the sudden warld-wide out-
burst of teacher militancy. Recent actions by Victorian teachers and press,
campaigns in other Australian States are part of a world-wide pattern
shown in Japan, US.A., Canada, Britain and cisewhere. Teachers. individu-
ally and collectively, are secking more influence over educational decisions
and can be expected to continue pressing for a greater share of power,

As a ﬁnalemmpk the emergence of student power has.to be recog-
nized, as current reality in Austmlmn lLrtmry education aml as a growing
force in high schools,

To conclude Section 1 of the paper, this superficial presentation of a
few examples of power diffusion proves nothing. but it may draw attention
to a trend towards new patterns, of power relationships which scems to be
emerging in Australian cducation  systems. ‘Official’ legal autbority and
power. confined to few people, have: become less predominant in the theory
and practice of administrafion. Explicit recognition is growing of the de
facto legitimacy of power Hased on such resources as money, time, informa-
tion, skill, expertise, clectoral votes. status and other symbolic rewards,
personality. etc. Of particular importance in the diffusipn of power is the
success of the education system itself in cncouraging people to think. As
one writer has said. ‘we cannot expzet a highly educated society . . . to bz
a docile socicty®” We can expect that the trendgwill continue towards even
greater diffusion of power in the administration’of education. In particular
teachers. will excrcise more power, and this leads us to Section 2 of the
paper.

SECTION 2: FOCUS OF ADMINISTRATION ON THE TEACHER

In the sccond part of the paper T wish ta present the principle that,
though education might be child centred. educational administration - must

. be teacher centred. The primary direct object of the administrative system

“Dcttman H. Chdngu in school supervision in Western Australia’. Australian
Journal of Education, 13, 2, June 1969, pp.147-1661,

9 Goldhammer, K. Local organization and administration, in Morphet. E. L. and
C. 0. (Ed.) Implications for Education of Prospective Changes in Soctery,

Ryan.,
New York, Citation Press, 1967, pp.244-267.
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is not the pupil or buildings or curriculum or planning; it is the teacher.
I make no pretence of trying to prove this nommative proposition. It might
be taken as the best working hypothesis available or as a traditionally
accepted axiom in education. My purpose af\the moment is simply to
restate the principle in several different ways. I believe there is some danger

.. that in our intense concern' with curriculum development, technological

innovation and rational use of resources, we may leave the teacher bshind,
as' we have perhaps left the driver behind in the development of the motor
car. We to pause sometimes to restore conscious and explicit aware-
ness that the ais of education are achieved through the teacher and that
the teacher must therefore remain the principal facus of admlmstratwe
effort.

~ Stripped to eséentials my argument is that the teacher is a professional
person providing professional service to his clients and that the administra-
tion exists to enable and assist as well ‘as to control this service. In this.
bare-form the proposition is overstated and idealized. Administration does
have other functions and I.recognize the limitations of many teachers and
\T'e necessary constraints which society placss on freedom in the school. But
’prefer not to obscure the mainline arghiment by- tracking down all the
-qualifying ‘ifs and buts’. I think it necessary to reiterate an important prin-
ciple: the core function of the administrative system in education should
confinue to be seen as helping the teacher to carry out the™ask of education.

+

Economy

To begin with economics,’ educatxon systems spend more money on
teachers than on all other inputs combined. In Westrn Australia, for
example in 1968-69, total expenditure for primary education, including all

- capital and recurrent costs, was $28 million. $15 million of this was for

teachers’ salaries. In secondary education $10 million was spsnt on teachers’
salaries in a total of $18 million.!® Quite clearly the teacher represents a’
heavy investment of resources and one function of the administration is
surely to get the best possible return from this’ investment. :

To borrow again from economics, the most efficient incremental invest-

ment that can be made of the lini*-d resources of education. is investment
in improving the teacher. Marginal ymprovements in the teacher’s perform-
ance aré amplified by increasing .:.. educational effect on the thousands of

pupils he influences during his career. Improving the teacher will give
greater return per dollar in educational outputs than improvements in
buildings, equipment-or materials. In fact most educational improvements
and innovations depend on the teacher for any effect at all. The teacher is
not only an amplifier, he is also a ‘go-no go’.switch, because he is the only
connection between most of these other inputs and educational outputs. I
suspect that sometimes large amounts are spent on new types of buildings or
facilities, and relatively small amounts on. training and helping the tedc

to use them. We need to reverse this kind of 1mbalance

v .
10 W.A. Fducation Department, -nnual Report 1969, Perth, Government Printer, 1970,
pp.61-62. - : e
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David Cohen of Macquarie University, expressed similar thoughts in
a recent article on Australia’s educational problems: ‘Let me state quite
strongly that the best hopes of solution don’t lie in equipment, buildings,
libraries—but in one key factor, namely the teaching-learning process’ which,
Cohen says, is ‘the responsibility largely of one pesrson—the teacher’. He
continues: ‘the greatest single determinant of educational quality unquestion-
ably remains as the quality of the classroom teacher’.* This assertion is
reinforced by Robert H. Anderson’s concept of the learning process as a
triangular set of interactions between teacher. pupil and curriculum.
Anderson’s diagram is shown in Figure 1.1* I have rotated it in Figure 2

" to stress that most of the inputs to this learning process enter through the
* teacher, who clearly occupies the most critical strategic position in the

formal education system. Nearly all inputs to the system are filtered into
the learning process through him. He determines which inputs get'into the
learning process and how well they are used. He therefore substantially
controls the quality of the short-term outputs to the formal education system,
Formal schooling is only one agency in the total educational effort of the
community. but it is the teacher who regulates whatever this agency con-
tributes in the long term to the formation of the mature person, the respon-
sible citizen and ultimately the ‘quality of society.-

Referring back to Section 1 of the papsr, we may note here the tremen-
dous potential power which the teacher has because of his-strategic location

in the most vital part of the education system. We cannot take this potential

power away from the teacher but we can inhibit and suppress it, as we
may have done in the past. or we can liberate it and use it as we shall
have to do in the future. 4 .
Organization

My ‘next argument in this attempt to clarify relationships between
administration and teachers starts with a little organization theory from
Talcott Parsons.'®

In every formal organization, according to Parsons, there are three
essential sub-systems, each with its own distinct kind of function. There is,
firstly, a technical sub-system whose function it is to carry out the produc-
tive task of the organization, that is to produce the goods or provide the
services for which the organization exists. In formal education the tech- -
nical functions are the processes of teaching conducted in classes by teachers.

These .technical functions require resources, which must bs procured,
and they involve relationships with clients or beneficiaries, which must be
determined. Hence a set of second order problems exists above the technical

11 Cohen, D. ‘Are your children being educated or merely processed?’, The National
Times, February 8th-13th, 1971, p.27. !

12 Anderson. R. H. Teaching in a World of Change, New York, Harcourt, Brace
and World, 1966, p.19. >

13 Parsons, T. 'Some ingredients of a general theory of formal organization’, in
Halpin, A. W. (Ed.) Administrative Theory in Education, Chicago, University of
Chicago Press, 1967, pp.40-73.
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order. In an educational organization teachers must be recruited and
allocated, classrobms and physical facilities must b= provil.d. and decisions
must be made about what children should be taught what things by what -
kinds of teachers on what terms-.and conditions. An administrative or
managerial sub-system is required to deal with these second order problems.
In Australian government education departments this sub-systém is peopled
mainly by directors, superintendents, and principals. .

Parsons distinguishes a third set of functions, in all formal organizations,
above those of the technical and managerial sub-systems. This set concerns
the relations of the organization with the wider community from which it
draws its meaning or purpose and its higher level support.
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An important point made and emphasized by Parsons .is that each
sub-system. differs sharply from the other two in the organizational functions
it serves, the kind of problems it has to solve, and the tasks it has to
accomplish. Therefore, says Parsons, the people in a higher sub-system do
not - simply tell the people in the next system down what to do, because
these people. ‘lower down’ must exercise types of competence and must
shoulder responsibilities which cannot be regarded as simply delegated by
superiors. The functions of the lower sub-system are distinctly different in
kind from those of the higher. They are not just lower order details of
higher level functions. Parsons refers particularly to a crucial problem of
organization which -appears w«hen the personnel of the technical system
reach a full professional level oi competence.

The preceding paragraphs give a very brief account of part of Parsons’s

‘general theory of organization. I am using this to examine relationg between-

the managerial and technical sub-systems in education, with particular
reference to state departments. I believe there is a spzcial problem here due
to two conditions peculiar to educational organizations. In the first place,

" 'most pzople who fill the managerial sub-system in education have previously

worked in the technical sub-system. Secondly. in these days, the pzople who

now occupy the technical sub-system, that is the teachers, are reaching higher

levels of professional compstence. In consequence we are beginning to
witnass in education the crucial problems' of organization which Parsons
predicts. I will deal with these two issues separately.

+

Regarding the first of these issues, in education the managers. that is
the divisional directors, superintendents and.principals, have usually bzen
trained for and worked for some time in the teaching sub-system. In their
new managerial situation they can easily be tempted-to carry, ;pger their old
orientations and to retain too much involvement in the teaching functions.
In various ways .they can steal these from the teachers to :Wwhgiivby nature
they bzlong. In Parsonss terms the managerial Sub-system: hi#s";two main
functions—to control and to service the technical sub-system. The fiatural.
tendency for the ex-teachers in the managerial positions would bes to
emphasize the control function at the expznse of service.

Certainly in the past Australian insp:‘ctors and principals have bzen
primarily concerned with tight supzrvision of teachers. Inspzctors and prin-
cipals were the expsrts who knew how to teach and the teacher in the
classroom was expzcted to conform to their mandatory ‘suggestions’. In the
present the balance between control and service is shifting. The teacher is
becoming recognized as the expert in teaching and the pzrson in charge of
the classroom. The managers still retain their responsibility for ensuring
quality in education, but now they are more likely to do this by providing
the teacher with resources and help. If my interpretation is correct, educa-
tional organizations in Australia are bsginning to move towards the proper
kind of functional differentiation between the managerial and technical
sub-systems, that is the kind which exists in organizations in general, accord-
ing to Parsons. ’ :

- 45



Q

ERIC

Aruitoxt provided by Eic:

/

Professiopalizaﬁon of Teaching

My final point in Section 2 refers to a condition which is causing
significant changes in organizational- structures in many enterprises. This is
the increasing spscialization and professionalization of staff which is occur-
ring in industry, commerci and government. This condition is producing new
flexible forms of organiZation which cut across hierarchical structure.
Spzcialization is one effect of the ‘knowledge explosion’ and those people
whose spscialized knowledge lies. in a segment which is vital to their

society or essential to their organization achieve special status or power.

The unique status of the professional -carries over from society in
general to organizations in particular in two ways. First the professional has
specialized knowledge and competence on which his organization _depends.
He is an expert who must participate genuinely in crucial decisions. As
Parsons says, the professional must.be given and must accept responsibility
for his professional judgement and performance and the organizational
structure must provide for this to happen. Secondly, the professional in the
organization is almost pecessarily ambivalent in his allegiance. He is com-
mitted by contract to the organization in which he works and to the
authority of his superiors. But on the other hand his professional colleagues
outside the organization form the reference group for much of his occupa-
tional behaviour and attitudes.

The expansion and spscialization of 'knowledge have increased the
proportions of professions and professionals in the work force but have also
changed the nature of the professions. The typical professional used to be
a self-employed person working. independently in a face-to-face relationship
with individual clients and having almost complete autonomy in his pro-
fessional decisions. Now the typical professional is more likely to ‘work in
an organization, co-opzrating with specialists from his own or other pro-
fessions. In making his professional decisions he is likely to bs depzndent
on advice or in rmatiefli) from others, and in carrying out thsse decisions
he often uses facilities controlled by professional or para-professional col-

leagqes.

The modern professional is therefore subject to more constraints and
has less autonomy than was accorded him in the traditional image of a
profession. But the modern professional in the organization has more
autonomy and discretion over technical decisions than the traditional image
and form of organizations allowed. In the next decade I think that solving
the problem of-the professional in the organization will be a major develop-
ment in organizational theory and practice. Already, I believe, this is
becoming a basic issue in edycational administration.

In the past the occupation of teaching, at the primary and secondary
levels. met few of the criteria of a profession. but on many dimensions teach-
ing is now moviag rapidly towards professional status. The body- of codified
theoretical knowledge in education is expanding; prepardjion programmes
for teachers are being lengthened and more téachers have high academic
qualifications; teachers are beginning to exercﬁe_ more discretion and

_autonomy in their school and classroom decisions; teacher associations are
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becoming more ethical and less industrial in outlook; they are more aware of
their links with teachers outside their own ‘ml}ool system; and they are
attempting to move towards-control over entry/to their occupation. These
trends are not the simple continuance of a gradual rise in standards, but a
sharp discontindity which reflects newly emerging importance and sclf-con-
sciousness for the teacher. In Peter Drucker’s words this is an age of dis-
continuity, caused primarily by the growth of knowledge. ¢ Knowledge
occupies the central position in .our society, and in.consequence education is
on the point of radical transformation.’> We know that schools are changing
but we may not realize the full depth of the discontinuity which, according

)

to Philip Coombs, began about 1950 in education throughout the world.18

I believe the prophecies of Peter Drucker and Philip Coombs: education
will be transformed in the next few decades—but only to the extent that
teachers are transformed. I suggest that for rapid improvement in education
the most efficient strategy” will be rapid professionalization of teachers.
Improving the quality of education depends primarily on improving the
competence and status of teachers. v ny

. How we might do this is the topic For Section 3 of this address.

»

SECTION 3: PROFESSIONAL DEVELOPMENT BY OBJECTIVES

In Section 1 of the paper I suggested that formal authority continues
to function as the supportive structure of Australian education but that

dt can no longer be regarded as the principal source of enlivening power
for school and classroom operations. Clearly the power which energizes

the work flow of the school system is derived from a wide variety of
sources, of which statutory aut/horitykis only one.

/ -

In Section 2 I asserted that the teacher is. the critical power centre in
formal education, that is in that part of education which occurs in schools.
Most inputs enter the formal education process through the teacher and
depend on his capacity and commitment for their educational effects. In

. the main it is the teachér who converts inPuts into outputs in the education

system.

The teacher is\theref/ore in a position of tremendous potential power,
much of which has remained latent bscause the school pattern which was
set about two hundred years ago was deliberately designed to limit the power
of the teacher. The,school we inheritzd from the eighteenth and nineteenth
centuries was a conservative institution whose primary function was to pre-
serve and transmit the culture and values of the past. It was never the inten-
tion of our grandparents and their grandparents that the school should be
used to improve or develop social institutions. Subconsciously they built
tangible and intangible controls into the school system to restrict the

* autonomy of the teacher and to make certain that schools would lag bzshind

1% Drucker, P. F. The Age of Discontinuity, London, Heinemann, 1969, p.ix.

15 Ibid, p.313. i .
1 Coombs, P. The World Educational Crisis, New York, O.U.P., 1968, p.18.
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their times, The founders of our present school system would have agreed
with a statement by Professor R. Jean Hills that ‘the primary responsibility
of the educational organization in any society is to maintain the system in -
its patterned state, not to change the state of the system’.?? :

But our society is committed to social improvement and technological
change. Educition is now quite clearly an instrument o@socia? reform as
well as of social-stability. While still transmitting the past our schools are
also expected to anticipate the uncertain future and to prepare the new
generation for it. The value pattern which our schools have . to maintain
gives high priority to phluralism and change and to personal individual
responsibility. This implies a kind of school which is new in many respzcts.
In the school of the past real responsibility and accountability were attached
to inspzctors and directors. Their values and their dzcisions were the critical
ones. Neither teachers nor pupils could in justice be held substantially
accountable, for they were allowed little discretion. But now real responsi-
bility is being passed down to the teacher, and bsyond him to the pupil.
Increasingly the teacher is being held accountable for his own professional
decisions and values. ' °

This raises a serious dilemma for society. On the one hand the teacher
must be given more professional autonomy if education is to reach the high
standards which society negds. On the other hand the autonomous teacher
is a threat—he is in a powerful position to misuse scarce resources or to
distort and impede what society intends for young people.

Large scale industry and commerce have had to face a similar dilemma.
On the one hand modern firms need risk-taking self-controlling managers at
all levels. On the other hand these autonomous managers must direct their
efforts towards the goals of their organization. To solve this dilemma many
of the most successful enterprises in America, Britain, Europs and Asia
have adopted the Management-by-Objectives approach to administration.
Details of M.B.O. applications vary from firm to firm, but the basic logic
has been applied in such varied industries as hospitals and airlines, as well
as in many large and small manufacturing, mining and processing companies.
I believe that the simple and compelling logic of M.B.O. is relevant to
education and that it could provide the new approach to supesrvision of
teachers which is needed in Australia at the present time. \

In this address there is time to describe only the main Yrinciples of
Management by Obijectives. My aim, is to stimulate the interest of educational
administrators in this approach in the hope that further study and well-
planned experiment may be made. To adapt and implement M.B.O. in
school systems would need much thoughtful planning and considerable
resources. - It would be a serious mistake to adopt M B.O. hurriedly in
education or to try to impose it from above. But it would also be a serious

. neglect of opportunity not to examine the promise which this systematic
approach may hold for improvement in education.

17 Hills, R. J. Toward a Science of Organization, Eugene, C.AS.EA., University of
Oregon, 1968 .
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Wi Management by Objectives—Valugs
. Q

Management ‘by Objectives is a system of values or a way of thinking,
, not a set of techniques. Techniques and procedures are important in M.B.O.
. ‘but they are useless unless everyons concernsd understands and is committed
’ to the values involved. When they succeced, M.B.O. programmes visibly
improve the short and long-term results of the firm and the pzrsonal
- satisfactions of the pzople involved. But M.B.O. programmes fail more often
than they succeed bscause insufficient plannsd effort is made to get real
commitment to the values on which the system depends.18

These values are indicated in the following quotations from six authors:
From John Humble:
‘Performance improves most when specific goals are established.’?®

‘Each manager is helpsd to determine what he is expected to achieve
by analysing his key tasks and performance standards.’?®

From Peter Drucker: . _

‘To give full scope to individual strength and responsibility, and at
the same time give common direction of vision and effort.’2t

Management by objectives and s=If control ‘motivates the manager to
action not bscause somebody tells him to do something or talks him
into doing it . . . but bscause he himself decides that he has to . . .
he acts, in other words, as a free man.’2*-

From David Olsson: -

‘The basic function of the system is to provide a method of trans-
mitting knowledge and purpose to each indi\gdual so that all efforts
will be uniformly directed.’

From Harry Levinson:

‘The highest point of self-motivation arises when there is . .. con-
junction of the man’s needs and the organization’s requirements . . .
The energies of man and organization are pooled for mutual

advantage.'*
5

18 Beckhard, R. Organization Development: Strategies and Models, Reading, Addison-
Wesley, 1969, p.37. : .

19 Humble, J. Improving Business Results, London, McGraw-Hill, 1968, p.88.

20 Ibid, p.10. : i ' )

21 Drucker, P. F. The Practice of Management, London, Heinemann, 1966, p.133.

22 Ibid. ’

B Olsson, D. E. Management by Objectives, Palo, Alto, Pacific Books, 1968, p.3:

2¢ Levinson, H. ‘Management by whose objectives? Harvard Business Review, July-
August, 1970, pp.125-134.
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From George Odiorne: . N S
In M.B.O. ‘the supsrior and subordinate managers of an organization
jointly identify its common goals, define each individual's major areas
of responsibility in terms of the results expscted of him, and use
these measures as guides for operating the unit and assessing the

contribution of. each of.its members.'

From Andrew Brown: .
‘If employees’ are treated as adult citizens . . . they will make the
greatest possible contribution to the success of theif organization.’®
“M.B.O. is based on the participation of all managers in the setting
of targets and standards.’”
‘In the last resort, all development is self-development.’™®

Between them these quotations give the flavour of the M.B.O. philosophy
of managemerit. There are two fundamental sides to this philosophy. one
concerned with rational planned pursuit of objectlves, the other with the
motivation and personal commitment of individuals. One side leads to
systemati¢ cyclical procedures for clarifying the organization’s goals, reducing
these to measurable objectives for .sub-units, and translating sub-unit
objectives into specific behavioural tasks for..individual persons, sd that
each person knows what he has to do, what his unit has to do, and what
his organization is trying to do.

The other side to M.B.O. philosophy recognizes that the individual’s
first concern is himself rather than his organization, but that it is possible
for the individual to seek personal satisfaction in his organizational tasks.
When this condition is achieved, the individual and the orgdhization both
reach the goals they seek.

This is the simple logic of Management by Objectives. According to
Odiorne this way of thinking is especially applicable to professional and .
managerial employees, and I personally think it is. particularly’ suitable for
teachers. : ' - A

Ve .

Management by Objectives—Practice

The detail of M.B.O. in practice is beyond the scope of this paper and
can readily be found in the writings of John Humble, Andrew Brown and
George Odiorne, or in an excellent set of films produced by British Pathe

with John Humble. The essence of M.B.O. in practice is a systematic cycle
of setting targets and evaluating results against targets.

Target setting begins with the broad purpose or mission the enter-
prise. This is, translated into strategic key objectives, such as to produce
or sell a specified volume of goods this year, to increase the firm’s share

25 Odiorne, G. S. Management by Objectives, New York, Pitman, 1965, p.55.

26 Brown, A. M. Management Development and Management by Objectives for the
Line Manager, Bombay, Somaiya Publications, 1970, p.63.

27 Ibid., p.63.
28 Ibid., p.20. A
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of the market by one per cent in three years, or to raise return or invest-
ment at a specified rate. The strategic objectives are converted into specific
. operational targets and priorities for each division and successive sub-unit
‘ in the firm. Targets are expressed as much as possible in measurable terms
and in specified time periods, often six or twelve months. Unit targets -
become the responsibilities for which thg, unit manager is to be held
accountable. This sequence from enterprisz mission through strategic priori-
ties to unit targets ensures that each manager at each succeeding level knows
precisely what he and his unit are expected to achieve, and also that each
is aware of the part he contributes to the’ whole.

But there is another side to target setting. The M.B.O. approach recog-
nizes that the company’s plan is useless unless managers at all levels put
it into action with commitment. Humble asserts that ‘heir compztence,
judgement and enthusiasm will determine whether or not the company

* objectives are met’™ and that the real use of human beings depsnds on ‘the
spark of vitality, challenge and involvement’ s Imposing goals from above
‘misses the whole human point! and generates a passive cautious spirit of
dependence on superiors:3? Besides, the unit marager can only be h¢ld
accountable for results to the extent that he controls resources and deter-
mines performance in his unit. So one vital part of M.B.Q. in practice is
the active participation of the unit manager in setting the targets for his
unit, in conjunction with his superior. And a second essentidl issue is
freedom for the manager, to the greatest practicable extent, in deciding how .
his unit will achieve the set targets.

The evaluation phase of the M.B.O. cycle consists of systematic com-
parison of results achieved with targets set. This comparison is made at
regular intervals at each level of the organization. An important concspt
is that a small number of specific factors can be used as key indicators of
performance. Strong efforts are made to evaluate these key indicators as
objectively as possible with the help of quantitative measures and qualitati
criteria. Freqyent feedback on the firm’s and unit’s performance in th ]
key activities is essential and systematic procedures are established to pro-
vide this information continuously to the ' unit managers. This enables the
manager to adjust his methods and resources or even, where necessary, to
modify his targets. :

The basic M.B.O. cycle of setting fargets and evaluating results takes -
different forms in different firms and industries But usually the cycle begins
with a meeting between the unit manager and his immediate superior to
review performance in the preceding year or half-vear and to agree on targets
for the next period. The superior’s first concern is what the firm needs and
expects the unit to contribute. The manager’s concern is to ensure that
his personal needs and the resources and capabilities of his @nit are taken
into account in the evaluation and in setting next year’s targets. The M.B.O.

20 Humble, op. cit., p.45.

30 Ibid.
31 Levinson, op. cit. 5 1
32 Humble, op. cit., p.45. .
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system presupposes that both parties accept improvement as a value in
itself and that some degree of stretch will bz built into targets. On the other
“hand participation of the manager in setting his unit's targets protects him
agajnst unreasonable expectations from his superior. One incidental out-
_come of M.B.O. is transfer of managers from units which are bzyond their
personal capabilities to tasks which they can handle.

The judgements made on last year’s performance and the specific targets

and criterig Tasures set for next year are recorded. After review at
higher letels in the organization this record becomes the basis for next

year’s operations and the Cycle Qeg'ms again. J
TS . L
Management by J35petivetusually incorporates explicitly a programme

I\ . . . .
pf¥or each individual manager. In fact sometimes a

Manager Develo gramme is the first stage towards a total M.B.O.
programme. The samg Cyule of sctting targets and reviewing progress is
the basis of the Mandger Development Programme. ’

Management by Objectives in Education

My outline of M.B.O. in theory and practice was necessarily brief an
I have not touched on problems which arise or on criticisms which have
been made of the M.B.O. philosophy. Failures have certainly occurred in
practice. Many "of the criticisms and failures seem to resolve down to
failures of scale in preparation and planning before introduction” of the
M.B.O. scheme. Given the necessary scale of thorough investigation and
resource allocation I° personally am convinced that M.B.O. could be
adapted to help solve the problem of low productivity in primary, secondary
and tertiary education. It could do this without displacement of educational
goals and would enhance rather than hinder the professional aspirations of -
teachers. Increasing productivity in education is not a matter of squeezing
more work out of teachers at less cost but largely, 1 think, of freeing the
full latent power of the teachers by fostering the development of a truly
professional elite of competent and accountable teachers, and giving these
professionals the right kinds of physical, human and organizational resources.
The M.B.O. approach could aid this kind of development. o

Supervision in® Australian education is now in & state of indecision—
a period of uncertainty between old and new directions. New exploratory
trends are beginning to appear™ and these seem to have much in common
with the M.B.O. aim of meshing the interests of the man and his organiza-
tion. But the new trends lack the explicit theoretical base and the systematic
processes which are needed for effective operation. This. in my opinion,
is what an adapted form of M.B.O. could contribute to education—theory
and system for programmes of professional growth, for teaclgers. principals
and superintendents in- the school systems and for-academics and decision
makers in tertiary education.

-
-

g / . N .
. a3 Williams, J. G. ‘School supervision in Australia: An emerging concept’, Australian
Journal of Education, 14, 3, October 1970, pp.325-329.
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" Conclusion .

I suggest that a systematic pattern of joint target setting and evalu-
ation might well be considered at all levels in Austrdlian education as the
basis for professional development of staff and planned pursuit of objectives.

In fact something of the joint target-setting approach is already bsgin-
ning to replace earlier autocratic supzrvisery practicas in the school Systems.
I sze this as a good trend but not a s{gi(cyxent onz. Target setting without
evaluating results against targets, is not &nough, and both must be done by
plan and system. Much of what is now happzning in educational supzrvision

seems to be unplanned and unco-ordinated. Teachers and principalsare -

being given autonomy of a kind, but a kind whichgcould quite easily leid
to dispersion of effort and lower productivity. This is a danger which can
arise as the bureaucratic controls are relaxed and power in the schools
becomes more widely diffused. I believe that the development of a szif-
controlling professional force of expert teachers is a n?:c:ssary prerequisite
for improving effectivensss in education. I bslieve that concentration of

°

resources on clearly defined functions is a necessary prerequisite for improv- |

ing productivity in education. The problem is to combine professional
autonomy for teachers with co-ordinated pursuit of educational goals. My
purpose in this papzr was to suggest one system of pdministration by which
this might bz done. -
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THE SCHOOL AND ITS LOCALITY WHEN PLANNING
FOR EFFECTIVE EDUCATION -

-

CoLIN J. BALM!:ZR, B.A.‘(HONS.), ED.D., M. cs
Vuj

Department of Sociology\La Trobe Unixetsity

It has been characteristic of Austtalian education that the governmental
school system has bzen highly centralized. This has bzen so much-the case
that it is not an exaggeration to assert that all initiative has bsen vested
in head office. At bast, the classroom teacher could ask qusstions which

~were referred up the line. This cent&alization has concerned all asp:cts of

education. At the present time, however, gentle breczes arz stirring some
of the dusty by-ways of local initiative ghat have long bzen a haven for
cobwebs. In recent years—one coul ost limit the period to months—
there has bzen a much greater tendency than ever beforz for thz contral
offices to allow and even insist upon local initiative and decision making.

As these changes have "bzen occurring at the state lavel the common-
wealth government has bzen edging itself into the scone, with ths result
that some matters have bzen taken from ths initiative of the states and bzen
subjected to direction from Canberra. Thus the states can rsczive common-
wealth funds for educational purposes if and only if these funds ars matched
by state money. While the commonwealth decrees how its funds are to bz
spent, as is only proper, this procedure results in the states bzing forced
to spend their funds in ways not dstzrminzd by thzmselves,.as is not proper.
Thus the opportunities and possibilities have been reduced for the. states
to implement their own priorities.

This briefly, is the present situation. I propose to demonstrate that it =
is now necessary that the Australian tradition of formulating plans at.the
centre be supplanted by processes that permit the evolvement of plans .

_at the local level. Then I shall outline the administrative changes that will

permit and- encourage this local decision making.

Once upon a time, #cording to one fairy tale, Australians were a
homogeneous p:zople. Dennis’s Gingzr Mick and Dorezn, Patterson’s Clancy,
Lawson’s Drover’'s Wife and The Women of the West portrayzd by Evans
were the epitgmes. of all Australians, regardliess of whether they hailed from '
Dad’s Selection or worked in the dingy offices that oncz houszd The Bullztin
and slept in the warrens of Erskineville. To the extent that all Australians
were alike so there may have been some substance to the View that all
Australian children id the same state needed the same basic education. -

However, if those days really did exist, they. have now gone forever,
thanks to twenty years of mass migration. During these same past two
decades sociologists have bgen devising and perfecting a means of describing
the heterogeneity of ‘the” population of any. area. Although p:ople possess
many characteristics, three have proved particularly useful in categorizing
the population in ways that are sociologically meaningful. They are social

" class, familism and cultural background. Social class or, more accurately,
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§0C™= ~~Inomic status, is indicated primarily by occupation and educational

level. tamilism isgigdicated by measures that reveal the numbar of children,
the number of si adults and the number of aged persons living in an
- area. Familism is if there are few single adults and few aged persons

but many families with children. In Australia there. are at l2ast two indicators
of cultural background. Rcligion. most noticeably the diffzrences between
Jewish and Christiard, and cthnicity: OIld Australians or New onss. An
area is low on the ethnicity scale if most of its residents were born either
in the United Kingdom or in Australia of British stock. 1t should b: noted
that the measure does not discriminate between types of migrants. Hence
an area with many Maltese will not be distinguished from one with many
Greeks: both will simply be high on the ethnicity scale. :

Although there could well be other equally important- variables? data
which would enable their being tested are not readily availabla. However,
when these three variables are categonized in-terms such as ‘much above
average’ or ‘fewer members than average’ it is found that the families of
an area tend to be similar to one another on each of the three.variables.
Localitie\thus tend to be homogeneous.! Thus one “might find a locality
that is of social status. low cthnicity and average familism, in contrast
to another whewg familism a#d ethnicity are both much above average and
social status is qMe low. These homogencous arcas can be mappzd. The
result, for Melbourne, is a map showing twenty different types of social
arcas—there may, of course: be several localities of any one particular type.®
Of course, jist as blue ribbon Liberal seats like Higgins in Melbourne, or

__Curtin in Perth, have their supply of ‘non-Liberal voters, so social areas

have their residents who are different from the majority. ’

If a city like Melbourne can have twenty different types of population
groupings within it, then it ought to follow that we need more than one— -
in fact several different types of education. Why? Because in my .opinion
viable education must work from where the pupil now is towards the goal—
regardlcss of what that goal is. While Australians are now realizing that
there ought be a multiplicity of educational goals, for too long our planning
has been based on the premise that'if X is the goal, what prerequisite does
the goal imply, what are the prerequisites for the prerequisite, and so on.
A case of walking downstairs batkwards. Steps are usually. nice\-{nd square.
Children. espzcially younger ones, tend to be rotund. Some round pegs fitted
loosely in the pre-cut. centrally-planned square hole that was our clagsroom -
and its curriculum. Others of those round pegs took ‘quite a bit of pushing,
to get'into the hole. Some. unfortunately, couldn’t be made to fit at all.

g s

o

LStrictly speaking. these measures refer to- census tracts. However, in general the
census tracts that comprise a Jocality do tend to be similar.

2Jones. F. Lancaster Dimensions of Urban Social Structure, Canberra. Australian
National University Press, 1969. ) /,.
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This Coliege has on many occasions stressed that we need to educate
‘each to his full staturc®® For most children this can best be achieved by
beginning with the child as he is. not as some programme say he ought be.
We can all imaginc the differences that separate the child of an Old Aus-
tralian professional from that of the migrant labourer. What we don’t always
heed is the fact that the migrant child from Southern ltaly is different
from the Italian child reared in Milan. Or, as my local fish-shop “proprictor
expostulated, 'I'm not Greek—I'm Maccdonian®. The Italian child from

Milan is used to the ways of our industrialized, urban socicty with its -

insistence upon time, money and contractual obligations. He needs a different
. L . .
educational programme from our Maczdonian child to whom cars, telephones

and the like were probably awesome things and for whom the rhythm of .

life had been the natural one of the sun and the scasons. It is impossible for
any centrally devised curriculum to cater for diversities such as these,
Only the teachers on the spot @an do so. Yet I am of the opinion that the
majority of teachers are unable to plan an effective curriculum on their owr..

The reasons for this statement lic in l‘hc factors which have given iise
to the middle-class bias to the curriculum. There are three aspscts to this
problem. Firslly there is the reality of the different ways of life for each
of the sgcio-cconomic groupmgs These can be symbollzed in a number of
ways—from the overalls in the wash in contrast to the suit at the dry-clzaners
to the home as a show place with nually trimmed lawns in contrast with it
being regarded merely as a utensil that is mended only after it ceases to be
serviccable. As the differcnces in life style become more marked it is more
difficult for the teacher®to comprehend the way of life of his culturally

“different pupils. This fact becomes exacerbated when we recognize the reality
-"of the sccond point. In the larger cities, at least, there is a high probability

that the tcacher does not liye in the same locality as his pupils. Hence he
has ‘no_first-hand cxpumncc of the sounds they hear or the sights they see
in their locality of an evening or a weekend. Thirdly, teachers seem to bz
more isolated from-the world of the market place than are other occupational
groups. Many times, at parties and in clubs. I have seen groups of pzople
chatting together. While accountants and builders, mechanics and salesmen
intermingle and talk about cars or fishing or politics, it is rare to find
more than the occasional teacher participating fully with them. More fre-
quently. tcachers form their own huddle and talk shop. I don’t know

whether or not this is because ‘a tedcher’s entire working life has bzen

associated with the classroom. It docs scem to reflect the lack of a meaning-
ful appreciation of that which makes up the real world of their pupils.

As a consequence of these factors, teachers may -lack a knowledge
of the world of some of their pupils. Consequently, they frequently do not

understand particular pupils and arz unable to cffectively communicate with -

them. The result is a clash of personality and a frustrating relationship

-~

3This. has usually becn interpreted from a -psychological framework, encompassing
differences in emotional. temperamental and intellectual characteristics. In this paper
I intend to operate from the perspective of the soclologlst and assume that children
have different -socio-cultural backgrounds which - will impinge upon their growth
towards full stature.
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for both tcacher and pupil. Leila Berg's story bf Risinghill is a classic
example of this poiit.* At a more gencral level. Ahere is lacking an cxperi-
ential basis in wl?rich to ground lessons so that they become relevant to
the pupils. At worst, the teacher draws on his own different exp:riences
and bases his lesson on them. At best he’will ask questions of his pupils—
but from his Perspective, not theirs. The answers may be unhelpfu] perhaps
because the' surface jgatures of the question are responded to, and not the
implicit meaning -of the question.

- What I am suggesting therefore  that in curricululy planning in cach
school there is a need to include re wweser atives of thie parents and citizens
of the school locality.

It is easy to say .include representatives’. The difliculty lies in the
implementation. We all know how few turn up to the usual sort of school -
meeting. What do sociologists know about this? ’

To over-generalize, psople can be divided into two groups — those
who don’t and those who do attend formal meetings. To continue over-
gencralizing. thosc who don’t usually come ‘from the unskilled occupational

- groups whose verbal skills are different from ours. Those who do join

organizations can be divided into threc groups, which very generally, follow
socio-cconomic divisions. Firstly, there arc those whom we might describe
as working class and who tend to jom committees that “are focused o
he neighbourhood. Pre-school committces and mothers” clubs ayould bé
lost without them. As social status riscs. so there is a tendency to join
clubs that service a wider area—perhaps-the whole suburb, or two or
three, or cven the entire local government arca. The service type clubs are
one example. Thirdly. when we reach the professional level of occupations,

v there are those who devote their cnergies to eorganizations which are

metropolis-wide in their orientation. I repeat that I am over-generalizing for
the®sake of clarity.” ’

3

What this suggests is that those who will automatically interest them- -
selves in our schools come from a very narrow band of the social spectrum.
No value judgement is intended, for there are many reasons for the different
behaviour patterns that people have. However, we need to make a broader.
appzal.- and perhaps we may need to approach the different types-of organ-
izations for representatives. If .we sample the organizations well, we will,
I belicve, get a fairly representative cross:section of the public that any

particular school serves.

I realize that such a procedure will not tap that section of the public -
about wham we most need information: the non-joiners. Frankly, at this
stage of cducational planning with the public, I would ignore them. By

~

. Leila B&inghill, Harmondsworth, Pelican, 1968.

3 The ents have drawn on: . .

Hagedorn, R. gnd Labovitz, S. ‘An Analysis of Community and, Professional Partici-
pation among "Occupations’, Social Forces, 1967:46 pp.483-491,

Martin. Jean L ‘Suburbia: Community and Network’. pp.301-339 in Davies, A. F.
and Encel. S. (FEd.) Audeglian Socicty: A Sociological Introduction, 2nd edition,
Melbourne. Cheshire, 1970. - .
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that I mean be neutral—send them invitations, but not be concerned when

they don’t turn up. However, do NOT close off the options so that their ™\

children get forced into learning situations that are incompatible with their
needs.

More importantly, seek ways of meeting such parents. Drink at thc local
pub, send your wife to the local laundromat and so on.

Their way of life is different from ours, not fecessarily inferior. Our
different, more fluent, more expressive verbal skills often create in them a
sense of inadequacy and so we threaten them. This is espzcially so in formal
types of meeting. Hence, if we can establish coﬂlu@(\in informal ways, and
learn their views and ideas in that way, we will still have achieved our basic
purpose. As we outline our overall plan to qur lay advisers, they have both

. the opportunity to question us—and so force us to clarify some of our
_ideas that are only half thought through—and also to fully understand
our intentions. Parents are then in a position to be helpful by suggesting

alternative, approaches and examples that will enable us to achieve the

same goals by a different route—one which will be meaningful for ouft
pupils, rather than remaining stuck in the preformulated groove from
which we began. C o

I wish to make it quite clear that I am not advocating that these lay
advisers be given any control over the curriculum or lesson planning. This
must remain the privilege and right of the teacher. My contention is that
when thé curriculum of a school or a subject is planned, the social back-
grounds of the pupils must be taken as a point of origin. In determining
this point, the teacher will find it to his advantage to draw on the knowledge
possessed by the citizens of the school district. There will be a multiplicity

of perspectives presented to the teacher. He, in the light of his capabilities
and experience, will construct what seems to him to bé the most viable

curriculum for the circumstances.

I realize that this is a radical suggestion. I was appalled to learn just -

how radical when I analyzed the results of a small survey of teachers in
Victorian State schools which I conducted last year. One of the questions
asked ‘How often do you contact parents aboyt pupils who have learning
problems?’ Two-thirds replied that they never did so, or did so only in

extreme cases or did not udgally do so. The same pzrcentage, although not

necessarily the same people, reported that their only contact with the parents
of average pupils was via the term or half-yearly report or the formal
parent-teacher night. In other words, two-thirds of the teachers I polled do
not eéngage in meaningful contact with parents about the one topic they
have in common: the education of a particular child, even when that child, is
_ having difficulty in learning. If teachers show so little interest in the pupil,
can it be wondered that the parents show little interest in the school? I
cannot imagine a more unpromising position from which to lﬁgin a
- program of local involvement in school planning!

To this .point I have emphasized citizen involvement in curriculum
planning because I believe this-to be an area in which we tend- to. regard
_ourselves as the knowledgeable experts not needing advice from others,
" espzcially if those others are ‘outsiders’. However, local residents and officials
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can be helpful in other areas of educational planning. At the present time

my children are about to enrol in a newly-built state school. It is identical .

with a score or so of new schools built in the Melbourne area over the

"past couple of years. What makes we local residents cross is that in our

suburb most of us have tried to preserve the natural look of the days

‘before the onslaught of suburbia. Our new school is pure suburbia—the

educational equivalent_of a triple-fronted brick veneer with wrought jiron

trimmings. Yet. living nearby is one of Mzlbourne’s leading architects who -

specializes in blending his structures with their environment. He would
willingly have spent as many hours as were necessary to help modify the
design so that the school would have become part of the bushland setting.

It is recognized that questions of economics arise and that departments
must watch their cents. Yet it would have been nice to think that alternatives

- cpuld have been considered—even in respect to the siting of the building,

or the layout of the school grounds.

Perhaps there may be reasons why local residents could not be consulted.,
but one would think that local councils could be advised. Even this does
not currently occur. Those of you from M:lbourne are no doubt aware that
the Housing Commission erects blocks of flats twenty storeys tall. without
any provision for extra classrooms bsing made by either the Commission
or the Education Department. In the case of our new school. T live one
hundred yards from it. The children who live on the other side of my back
fence have three-quarters of a mile to walk—simply bzcause there was no
local involventent when two subdividers made streets and the Education
Department bought the parcel of land that was made available to them.

These examples iead me to bzlieve th;t\\there is a case for local planning
with respect to the bricks and mortar aspect of school facilities. Going
beyond this. we are all aware that parents have been expzcted to provide
many of the facilities that are found within schools: library books. television
receivers, movie projectors, maps and so on. Often the cost of these has
been subsidized by the state government on a reimbursement basis. The
inequities of this system have at last been recognized in Victoria at Ieast.
and now schools receive a quarterly grant. based in part on pupil enrol-
ments and with no -proviso that the parents must raise any particular
proportion. School committees have been told that they can spsnd this
money in Y, way that is educationally beneficial provided only that the
regular c@%ﬁtmenw like telephone bills and minor repairs are met. This
has resulted in increased flexibility, increased effici ncy and increased
economy. In fact. one of the main problems that s&e‘ committees have
experienced is that they are unable to get their reachers—to plan ahcad. That
is, the committees have a reasonably sound knowledge of their financial

» “resources. They wish to spend them wisely. Yet when they request from

their teachers a list of requirements in the teacher’s order of priority. they
are ignored. Once again I am led to ask ‘who'is responsible for parental
apathy—the parents or the professionals.

To the extent that the parents do not respond when given the oppor- .
tunity (and let me emphasize that some teachers and schools do strive -

to foster parental participation) one must enquire are the opportunities
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meaningful? Those schools where funds raised by parents are spent by
the teachers -on a myriad of small invisible items soon lose their support.
Those who blend larger items with small ones. even where the process of
turning single dollars into hundreds is slow. seems to retain their support.
‘for the parents see something for their cfforts. The product -is visible.
and so the persons who “authorize that expenditure become visible. In
our society it is important to have the power to spand- money. For this
reason I am vitally interested in the long-term cffects of the amendments to
the Victorian system. One would expect moge competition for the positions
on school committees as a result of theif increased power.

To the extent that the lack of parental interest lics in the teacher one
must ask why do teachers not scck parental help arid advice. There are
undoubtedly several reasons. but among them is probably the point that
most teachers are idealists. aiming to achicve the . ultimate in pupil develop- .
ment with every pupil. Since few of us can attain this goal with more
than a handful of pupils during an entire, carcer. we tend to recognize and
magnify our shortcomings. Under these circumstances. parcnts represent
a threat to our self-confidence and security. They don’t know that we have
tried our best. ' :

“Ultimately.  part. of "the sofution must be found in better programs
of teacher education -which fdster' better expertise and also a teacher’s

" sensc of sclf-confidence”and %cnse ‘of perfonal worth as well as providing

© he adn'\lnrggtr_a.tive prbcesses by..wl;ich Jocal citizens® cgn b

a

him with the ability to communigate with thg parénts. In the interim, it will
be necessary that schoel administrators provide moral support to the
teachers.  Let both teachers and-parcpts know “that we can’t all be perfect.
More, importarntly i though' is the need to change out attitudes: instead of
posing as all-knog}hg and oompletely effective teachers. we need to approach
- parents as seekers/ of. information about ‘the pupil.. information-which "will
fagilitate our teaghing pf him—to foster the app ch that we are partners
each with our gwn part in the educational proces$¥. ‘ : :

.This ype of abproach thiat I am advocating imipli&s that we must
specify clearly the sort of help we want from our local pafents and citizens.
In the areas of our professional:expertise. such as teachinf method, or modes

,of maintainingy lassroom disgipline. or selécting the .content of $pecific
lessons, the teacher must remain the unchallenged aq‘ﬁlo}ri_ty,..,and lay com-
mi}teemen. lust défer to th_" rofessional.”Parents and others can contribute
mich, to thé educ'ht\ional preﬁ)ess by merely discussing “freely t ir children
ang” the hopss ‘?d “aspirations they have-for them and_by talki
their everyday ‘lives. Much of this information. can “best be
informally. "ty i o LS

-~

.4 Jevels

i provfding_-a _,p[émning for effective education. . are of theee differ

" —(1).leading, to ah 'understanding of the individual pupil. (2) assisting the

""" specific school. and (3), approaching education. from a regional parspzcive.
*

With regard to the first of thesg—the level of the individual pupil—I have

3

fong advogated that at least;dne of the’pupil’s teachers. psthaps the home
roown 'teacher. ought meet the pareqts in their home’ about the same time

that close; relations) are estz}blisl‘i'éd with any p%rticqlar pupil. Thereafter
regular contact ought be maintained. | . : LA

: w . G . .
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[ have two reasons for insisting that these contacts ought be in the
pupil’s home: firstly, we can glean much information merely by looking
about us: cleanliness. and tidiness, affluence, books and artifacts and so on.
Further; and cqually importantly, we're on their home ground and, I believe,
are thoscforc? more likely to meet them in a relaxed manner. Parental com-
ments and questions can be better interpreted with an appreciation of
their situation. The teacher, too. can ask his usual questions in ways that
add to the meanings gleaned from his observations whil: his usual questions
will be supplemented by others prompted by these same observations. As
the contacts continue during the course of the year I envisage the develop-
ment of a complete two-way dialogue as parents and tcacher each share
information about the growth of the pupil.

Recently T have learned that Victoria’s Maryvale High School has
developed a variant of this type of program. One attempt to bring non-
participating parents ‘into contact with what (Maryvale) school is thinking
and doing’ began with a parent who invited some friends and the principal
and scnior mistress to an evening at her home. “There in an informal way,
parents and teachers met. “The main ideas of the school were brought up
and discussed. Parents were able to ask questions freely.” This successful
first house-meeting was followed by others and ‘over 130 families’ have bsen
involved. ‘It is felt that these house groups are an important aspect to the
life of our school. There are sevbral reasons for this conclusion:

* Parents mecting with mefbers of the teaching staff "z_md each other
in a small group feel mor ready to discuss any problems:

* Parents who have not previously visited the school feel more ready
to do so. h

"y

* In many cases the child reacts in a favourable manner after parents
have bzen involved in house groups.” '

At the level of the individual school there are (wo aspxcts to planning:
the particular courses offered within the school and the overall orientation
of the s(:hool. Irrespective of the mannsr in which any school is organized
and of its overall bias or orientation. teachers who have something in
common—they may tcach the same subject, or the same group of pupils,
or the same age or form level—ought join with parents. citizens and repre-
sentatives of organizations in the locality to create a committee. The
program that I cnvisage is for the.teachers to outline their tentative cur-
riculum, making explicit their objzctives, their underlying assumptions and
their overall programme. The lay members would react to thes: proposals
with general discussion, questions and suggestions. Hopzfully the meetings

"Quoted from ‘An Account of Parent Involvement and Practices at Maryvale High
School', Victorian Education Department, Curriculum and Reszarc Branch, Septem-
ber 1970 (AC.70/124 (C. & R.)), pp.29-30.

*". this point I have used the term ‘local’ to refer to the area
be it primary or sccondary. Hereafter, the term also refers to
area. I. use this term in a practical sense, since it refers to a
we understand. However, iJmay be more practical for the 1|
to contain more than one local education area. .

-
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would be of an informal nature. Probably they would only need to be héld
three or four times a year—but the first of these, obviously, ought take place
VERY ecarly in the school year.

/The result of the types of parent-teacher contact that 1 have been

_outlining will be a public informed about what the school is attempting,

why it is doing so and the resources that are available for the implementation
of the programme. From time to tim? it may bs advisable to hold a general
meeting of parents and tcachers to review the goals of the school and its
success in attaining them. Consequent upon such meetings it may be worth-
while codifying the goals in a simple brochure about the school for new
teachers and parents.

LYY

The type of parental organizations that are already functioning, for
each school, should have their tasks made ecasier by the existence of an
informed public. The necds of the schools will be known, as well as the
priorities for these needs, and, something often lacking at present, there
will be a knowledge that the equipment provided will be used. These
committees in ‘conjunction with the principal would have control of funds
for their. own schools.

. L

At the present time, few school committees can raise the cash needed
by their schools. Any form of voluntary contribution scheme seems to run
into a few simple problems. Some parents forget to contribute, and there is
no cffective way of making them remember. Others of them ask ‘Why should
we?” A minority genuinely canng&ﬁord to. Two of the results of my
survey surprised me. One was the™Tiear unanimity expressed by teachers
that local government rates should be raised to provide additional funds
for education. Thg other was the view that the local council has a positive
contribution to make in educational planning for both specific schools and
for the council arca as a whole. .

As most of you will realize, one objection to the use of local govern-
ment rates for educational purposes is that childless and absentee property
owners object to it as they derive no direct benefit from it. When it needs
to be increased they often exert pressure to ensure that the increase is
minimal rather than optimal. I believe two steps can be taken to overcome
these objections. Firstly, I see no reason why this type of rate should
not be Ievie§'on occupiers rather than property owners. Admittedly there

'would be administrative difficulties but surely, if we can levy a dog licence

fee we can strike an educational rate on residents. Secondly, does ‘educa-
tional’ need to be synonymous with ‘school’ and, regardless of the answer
to that question, must schools be limited 1o use by teachers and pupils
for merely thirty hours a week? In both cases, I believe ‘the answer is ‘no’.
Our schooling facilities are in a parlous condition but many of these same
facilities could be available to the general public outside school hours.
Schools and councils both raise funds'to service separate libraries, sports
fields, public halls and so on. While it is nice to have your own, surely
it is wise to rationalize one’s needs when one is poor. Hence, why don’t
we so plan our community facilities that duplication is avoided enabling
the ‘spare’ funds so created to be used in other ways. Thus the state
government might provide library space in each school, but thé council
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- provide the books—for children. the teachers and the gencral public. The
patents. instcad of buying library books could casily find other uses for
their funds. such as free educational tours or additional audio-visual cquip-
ment.

If these comments amount to little more than common sense. let me
jump into a more controversial topic. I would not limit this educational
rate to state schools. or to projscts that would mainly bzn:fit state school
pupils. My suggestion is that this rate would be controlled by a sp:cial
Local Education Committec responsible to the local governmznt authority.*
Its membership would consist of such pzople as councillors (representing
the council and ratepayers), educators (from both inspectors and schools)
and school committe¢S. Other groups (such as the Chambar of Commerce)
might also be repregented permanently. Other members could bz co-opted
as necessary.” This committee would be charged with planning the overall
educational developm he local government area. It would. in this
respect, co-operate with the regional planning authority in the location ef
such facilities as schools and recreation grounds that pupils would use
intensively during the week. It would co-ordinate the programs of the
various schools so that there,was some balance bstween the wishes of the
parents and the courses and typas of school available.” Also among its tasks.
probably its mest important. would be the disbursement of the funds

. raised by the educational rate. To bz effzctive in this rolz it would need to
establish overall priorities for the entire local governmgnt area. As a result,
if it considered that the most urgent priority lay in the provision of some’
facility at the local catholic school—then that is what is first provided.

My, colleague from La Trobe University. Professor Goldman. has
asserted” that Australia’s education is the world’s worst. 1 bzlieve he is
correct. Therefpte, the time has come to forget diffzrenczs and get on with
the task of revitalizing the set-up. The facts of the situation are such that
we cannot ffford, to do without either the classrooms of the non-govern-
ment schoo their teachers. As their pupils are little Australians. too,
we must take those steps which will most quickly yield exc-llent education,
for all. In most cases this will bz achicved by improving existing structures
—not by destroying them or ignoring them.

.

~

It is sometimes claimed that the existence of the indepzndent schools
diverts thosz parents who are influential and _able to express themselves away
from the state system. to the detriment of the latter. As there is undoubtedly
some truth in this, I see no reason why their educators and parental associ-
ations should bz disenfranchized from th: Local Education Committee that,
I have proposed. Furthermore, if the facilities of some of th=sz indepzndent
schools are as excellent as is claimed, then they would derive little direct

7As an example of what I envisage here—a minority of parents might want a -
‘Summerhill’ type school. whil: a majoritv might want practically orientsd vocational
type schools. Left to themselves, each school might try to meet the latter demand,
since it 'would meet the wishes of the majority. 1n this sort of situation the Local
Education Committee would plan one suitably iocated school as a Summerhill
type. and remove zoning restrictions so that all who wished could attend the type

«of school of their choice.
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benzfit in the imm diate future from the suggested educational rgde. Certagnly
they would share in the overall facilities that are provided from it for the
community. In a long-term porepective, onge all facilities have reached
somewhat similar standards then they too would find some of their nzeds
being accorded high priority by the Local Education Committee,

The suggestions that I have mad: to this point are, 1 bzlieve. implement-
abl® now. Some toachers already make a point of knowing the familics of
their pupils. Some schools already nvolve their parents in overall school
planning. Regional committees (although not under the acgis of the local
government authority) have functionzd effectively at diffsrent timas. All that
1s needed is the willpower of tcachers to get them undsrway. The success
of the examples of which I am aware and -the flood of lettars to the pness
on educational matters suggests that the parental response will b: gratifying.

Ultimately, ¥ would hope that the Local Education Committee could
be delegated much of the work of the state departmsnt of education with
respzct to day-to-day planning and administration of education within the
local government arca. This, of n:cessity, would mean the disburssment to
the committees of the funds necessary for this purpos:. Whilz this disburse-
ment should in principle bz on some basis such as so much p=r pupil within
the local government area. compensatory grants would need to bz made
to Local Education Committees with particula#f problems, as in the inner
city suburbs where the return from any rate might well be low in comparison
to the state average. Whether such a comp:nsatory grant should coms from
the state or the commonwealth is a point which need not concern us.

Obviously there are a myriad of practical problems involved in the

‘implementation of the ideas 1 have outlined. Some of these problems are

minor in nature and can be overcome casily if we so wish it. Others of
them are quite fundamental. It has bzen my intention to be provocative,
my aim will have succeeded if you now bzgin to debatthese issuss among
yourselves and seek answers to the quastions and problems I have indicated.
Your answzrs may not bs the same as thos: 1 have suggested—that matters
littlz so long as they are answers. After all. as a critic it beshooves ms not
to merely, belittle and denigrate but to also off>r some alternative. My .
suggestiory is but onc“and there are undoubtedly several other possible
courses of action.

At the present time there are two opposing trends. On the ons hand,
the state governments appcar to be moving in tha dirsction of dscentraliza-
tion. In New South Wales there is a government department for this very
purpose. In Victoria there has bzen the delegation of increased responsibility
to school committees and an election promise of regional officss for the
department. Opposing this trend is that of the central government to extend
its powers and to consolidate within Canberra those which it has long
held. Clearly. in the mass urban society of today many asp-cts of life
that were once purely local are now of national significance. Hence it is
understandabls  that the central government does and perhaps should
become involved. In doing so, #owever. 1 believe it must search for ap-
proaches that do not stultify the localities. Rather. it is esszntial to the
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national interest that some way be found §o overcome the anonymity that
many authorities claim characterizes massYrban_society. One step in this
direction'is to foster processes that cnable citizeff§ to identify with a locality.
I believe that the processes I have outlined for local involvement in
educational planning would provide this sense of identity for our citizens and
simultaneously increase the effectiveness of our educational system.

ab
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CREATING CLASSROOM CLIMATE BY INFLUENCING
. NORMS—AN APPROACH TO F;DUCATIONAL
PLANNING '

. REv. KEiTH D. PEARSON, B.ED., M.A.C.E.

Director, Board¥ of Christian Fducation, Melbourne

ARGUMENT

The word ‘climate’ when applied to groups which meet for leatning
pr other tasks attempts-to describe the ‘milicu’ or internal environment and

#will do so in terms of categories such as: safe or threatening; open or

closed; collaborative or competitive; self-directed or other-directed.

Learning climate is largely determined by ‘norms’ or expected patterns
of behaviour as perceived by members of the group. Norms of one sort
or another will emerge for good or ill in every group; they make for the
possible enhancement of learning, or they obstruct learning and growth.

The wise teacher will take the trouble to analyze the climate of his
classroom and seck to identify the operating norms and assess their value
in relation to his goals for the class. Norms can be changed, and the
best way is usually as the teacher himself sets a model and demonstrates
the values he espouses in his own ways of working with and relating to
the class. Much educational planning takes into account structures and
programmes and omit7 this very important part of planning for improved
learning.

As well as working to establish a growth-inducing climate, it will,
of course, be necessary to provide for a variety of learners. Some will be
able to take more initiative, others will be more dependent on authority, at
least for a time. This paper analyzes a variety of climates and norms
,and makes suggestions about pla t J .'.‘ create them.

PERSPECTIVE OF THIS PAPER’]

* An area of study which has emerged since the second world war has
come to he known as Applied Behavioural Science. It is an interdisciplinary
ficld. drawing on insights of education, psychology, sociology, religion and
other discipines related to what are sometimes called ‘the helping profes-
sions’. For some, Applied Behavioural Science is best known for its work
in the field of human relations. particularly in sensitivity training through
‘laboratory method’.

In its broader contexts it includes research, experiment and inter-
ventions in planned change strategies for persons, groups or organizations.
Amongst the categorics which have developed for the analysis of interaction
in groups and emerging structures are those of norms and group climate.
Their particular relevance to the classroom and other milieus of teaching
and learning will become apparent.
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ANALYSIS OF GROUP AND INTERPERSONAIL RELATIONS

The field of study may be illustrated by an analogy propused by Jack
Gibb.* Imagine yourself coming to a new class and having with yoy 8
photograph of .the class at work. You will b: abl: to make some provisiopal
inferences about class structures and interaction, From facial expressions.
you may infer something about level of motivation of the pupils. from
glances being exchanged between two pupils we may infer something of
attitudes to cach other, from bodily -postures an atmosphere of t.nsjon
or relaxation may be inferred. If a moving sound film were available,
considerably more information would have been available. Such categorics
as forcos, structures, interaction patterns and related factors are the concgrp
of Applied Behavioural Science.

NORMS

Norms. unwritten standards for conduct, or ‘ground rules’, will spon
begin to emerge in any group of prople, large or small. For exampl:, a
norm seems to exist regarding the scat the passenger chooses in a taxj—
a man alone sits in front next to the driver, a woman alone in the back,
two pzrsons of whatever sex in the back, ete. This is not a matter of
regulation like driving on the Ieft, using safety belts, ete.. or a habit which
varics from porson to porsosy It may perhaps be seen as a ‘group habit’
extending the concept from an individual’s personal habits to characteristic
practices for a groyp—usually followed, sometimes violated, but common
enqugh to form a basis for prediction. We are getting close to it if we
describc a norm as a shargd cxpectation of what members of a group
shoulds\lo p,rhaps even of how they should feel or what they should think-

(1f would be a useful activity at this 514 to ldcnllfy norms for. some
of the various groups to. which the, readér belongs, since the skill of
rcc%mzmg norms is an 1mportant one in thoss who would participate
in planned change.)

SOURCE OF NORMS

At times norms szem to emerge in a way which is unplanned. almost
spontaneous. A group of housewives meeting more or less regulafly over
a cup of morning coffee may “soon duv;l'op a norm about what sort of
conversation is acceptable, what gosslp is ‘in bounds’ and what is excluded.
Or neighbourhood couples meeting in cach others’ homes’ from time 8
time will develop norms about what level of intimacy is appropriate. and
with whom (handshakes; pecks, hugs, etc).

Past experience and conditioning ofﬂ members will, of course, be very
influential in determining which norms emerge. In some groups there
will bz almost unanimous acceptance of the appropriateness of some actions
and responses or the inappropriateness of others, described in some circles
as good or t®d form. Members of a grou bring expecidtions which are

e

" *Dynamics of lnstrucuonal Groups (Chapter VI in 59th Yearbook of Natiopal

Society for Study of Education 196‘
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alrcady so widely shared that they become the norms of their group. They
are hikely to remain so, perlaps never verbalized, but still determinative of
conduct until they are brought to consciousness by being violated  or
challenged. R -

In many cases, expectations of members of a new group will be varied,
at times in contlict, It may thke a long time for norms to cmerge, and
then they ‘may still be tentative and represent the influence of a strong
person or sub-group more than group conscnsus. Fhis is to. pass no judge-
ment on the desirability or otherwise. of the cmerging norm it is mbre
an attempt to wdentify its source.

It is apparent that the centres of power and authority in a group,
whether  designated leadership or emetgent power figures, have a large

say in which norms emerge. Thus not only the teacher but individuals and .

sub-groups in a class can exert strong- forthative influence.

[t will also be agparent that in our situation, teachers can assume
quite _erroncously that theip values and the related norms they cspouse
are obviously right and therefore accepted by their class (and all sensible
people). Tt is ull too casy to minimize the effect of other norms within
the group. moving in other directions, at times-dircetly opposed. -

CLIMATE

Rather than procéed by way of formal definition, Ict us approach _the
concept of climate by iHustrating it in the life of typical groups.

When 1 enter a group, 1 come with some basic questions to which at
least some tentative answers can usually be given even after a short period
of interaction with other members, '

What is the group’s attitude to change? Is it a group which encourages
its members to think and innovate or does it prefer conformity and staying
with the safe and acceptable?

What is the group's .ititude to openness and experiment? Can one take
risks in terms of revealing himself and trying new béhaviours or does
suspicion. distrust or threat act as a deterrent? How are deviants treated?
What sorts of behaviour are rewarded, and what sorts punished by the
group? Can members count on support from others in carrying through
projects or is there a- competitiveness which is reluctant to let others get
too far ahead? ' C

“What is the group's attitude to ifself? Is it marked by defensiveness
or a tolerance of evaluation and self-criticism?

Answers to these. questions supply information about the climate 'or
atmosphere of a group. Even a well-trained oBserver may have difficu ty
in analyzing. Climate is largely a matter of fecling responses ifduced y

the group life and interaction rather than specific definable cognitive descrip- |
. tigns. Its reality and power are none the less—perhaps even more becau

of the large mcasure of affect. Feel. atmosphere. emotional “tone. climale;
these terms are roughly syngnymous as .descriptions of this aspect- of gngﬁ;
life. ' T

KA
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When we speak of climate, we are not necessarily talking about the

values espoused by a group—we are talking about the ‘actual, not the ideal.
Indeed, assessment of climate may be a pointer to the operative as dxstmct

- from the stated value system by which a group operates.

We may be getting nearer the concept of clifhate when we see it as a

cluster Qf norms which have emerged and can lead to such general descrip-

tions, om the one hand, as open, trustful, -growth-inducing, supportive,
ot on ‘the dther hand as closed, suspicious, defensive, competitive.

EFFECTS OF CLlMA’&l ON LEARNING"

Jack- R Gibb,* in an article ‘Socnopsychologlcal Processes of Group

Instructlon. 'identifies poles in what for him is the most critical dimension
of climate in teaching-learning groups viz., support as against defensiveness.
A supportive climate, he asserts, is conducive tg a reduction in defensive-"
‘ness and an increase in many dimensions he values.for the learner:

® more initiating behaviour

® more growth : N

® more catharsis r o -.\ ’,V,
@ more percéptiv.eness .

® more acceptance. and empathy.

. T S
By contrast, a defensive climate /results in:

P m’fensiveness .
® m responding behaviour :

.

® less growth
®_less perceptiveness
" @ Fess empathy.

FACTORS .CREATING CLIMATE

Climate evolves from charactenstxc bshaviours or norms in the groups.
Gibb suggests, for example, that four contributing factors to a supportive
climate may be identified as: .

o shared problem solving attitude

® acceptance

® empathy

® sensitive 'iistenipg. ) o o '

e
. g T . k
: s et e

*Article in Human Forces in Teaching and Learnmg (Ed. Bradford') [ L., Washing-
ton, D.C,, 1961 3rd edition "1968. .
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On the other hand, behaviours likely to produce: and heighten a
defqnsive‘ climate a~2: . : .

® advice giving . ® censoring
B
® defence ® persuasion
® controlling : ® punishing.
| . ' . o - dcfens_ivenes;
. . : 4 initiating behaviour
shared problem-solving » + growth
. attitude - R P P i + catharsis
acceptance ¢ - #! Slcx:%%)g;ve l* + perceptiveness
empathy ’ R | + acceptance and empathy -
listening + free communication
o, 4+ risk taking

f

FiGURE 1—The Supportive Climate*

o

advice giving . + cautious communication
gcrf)sonng : ) .+ suspicion 2

efence - N e i + defensiveness = \

; Defensive | h . 3
persuasion -* p # 4+ responding behaviour .
conttolling < i Climate | — growth '
punishing . — perceptiveness
- a . — empathy

"FIGURE 2—The Defénsive Climaté*
_ { N
We have -used the term characteristic behaviours. Another approach
is to look for norms that have emerged with respect to each of these. We
ask, for example, has a norm developed about ‘what response is most
appropriate to a member’s stating of a personaljgxoblem—will others help
the member to identify and clarify the issues and seek alternative solutions,
or will they rush in to give advice and tell him what to do? Amongst other
possibilities is, of course, the fact that no norm has developed about this
question—either it- happens so infrequently or the group as a whole is
indifferent to Wis handled. '

Tt is all too easy for a classroom to shp into a climate or atmosphere
we have described as defensive. Gibb’s comment is still relevant:

‘Because of the nature of our classroog activities, most teachers
tend to engage engage in a considerable amount of persuasional
activity. They give advice, control the activities of the students in
- many ways, try to subtly influence, to persuade and “guide” the

. ;
‘Bascc%n Gibb, J. R. Factors Producing Defensive Behaviour Within Groups, 1V,
Ann. /Tech. Report, Office of Naval Research, Contract Nonr-2285(01), November
15, 1957. - - B .
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behaviours of the students who come under their tutelage. Less
subtly, the teacher may use punishment. cvaluation. and cznsoring
-as mechanisms for keeping the class in line. These b:haviours tend
to produce similar behaviours in the class. Th: total end product
of+ these behaviours is a defensive climate. This pzrsuasional and
selling climate is characteristic of our culture and tends to be carried
over into the schoolroom. Thz dynamics of comp:tition for extrinsic
rewards are suclr as to produce defensiveness. Most of the strains of
the schoolroom tend to produc: defensive climates. Te teacher is
usually under strong pressure from within himself and from those
administratively above him’ tc(:}over a certain amount of ground. to
mould the students in certain prescribed patterns. to reward what is
acccpted as good behaviour. to guide and counsel students ‘who
deviate from accepted patterns-of bzhaving. By administering extrinsic
rewards for confoyming behaviour and by attempting to control the
behaviour of members, the teacher insvitably builds resistance and
defensiveness ‘in the classroom.’*

OTHER POLES TO CONSIDER IN DESCRIBING CLIMATE

In some ways. the dimension of supportive as agajnst defensive climate
can be said to be the basic and determinative one. Some other related
dimensions deserve study as well. These have variously been-describsd as
safe (for risking new behav:our) as against threatemng. open as against
closed,” collaborative as-against” competitive.

Increasing attention is ‘Bemg given to yet another dimension, that of
self-directed as against other-directed learning as the major focus. This has
to do with the observation thdt many classroom procedures result in the
learner’s remaining too dependent on the teacher and for too long. It holds
up the ideal of the self-directed learner, increa$ingly able to diagnose his

- own learning needs, to discover resources to help to achieve his ends and

to be able to move through a variety of postures, sometimes dependent on:
an expert whose help he values, at other times taking the mmanve himself
or with a small group with similar interests. : - :

CONFLICT OF NORMS - . ' C

People owe allegiance of one sort or another to many groups and this
inevitably leads to a conflict of loyalties. For exdmple, in theftase of a
school child. it may be between what mother wants. what friends want
and what the teacher wants. Each group will have norms it wishes to impose.
One attempted solution wHT be for the person concerned to operate by the
norms of the relevant group at a pamcular tithe. but conflict cannot so
easily be avoided. _ 1

There is the familiar phenomenon of the pupil who wants to co-operate
angd contribute to the class activity (the norms the teacher would espouse)
but who faces ridicule from class members who label him a ‘tcacher’s pet’

*Gibb, Jack R. in_article ‘Sociopsychological Processes of Group Instruction in
Human Iurur\m Teaching and Learning, op. cit.
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or in’ today’s jargon a ‘conshie’ (short for conscientious, pzrhaps) for
violating their norm that ‘too much eagerness from onz or two is undesirable
as it leads to greater pressure on the others to praduce’.

This may lead to abdication to the.press,urq"; of the group in many
instances, although it is possible, where the person “is strong enough, that

-he may react more creatively and ‘become. an energy-exerting influsnce on

one group in the light of the wisdom he hasflearnt in other placss.

Situatioris of conflict are so common in the classroom as to suggest
that this is one area deserving serious attention from teachers who ‘wouki
plan to change to a more growth-inducing climate. :

L)
4

SOME DESIRABLE NOREWS » “

What norms are most likely to lead to the growth and development
of the learner? The answer to this question will depend on one%shy
system and philosophy of education. It is a useful “exercise to-o 4
express in the form of norms the conditions which would bs

approaching the ideal. Here are some for a start:

About initiative L,

__ Whilst the teacher, because of his knowledge, experiénce and teaching
skills may be expected to take a major initiative in the selection of content
and the proposing of procedures, suggestions from class membezrs are wel-
comed, taken seriously and where feasible are tried out.

About communication }
Whilst at times the flow of conversation will be directed to and firom

one person (teacher or other in a ‘presenting role). there will bz freedom
to communicate laterally between class members, still in an orderly manner.

About the appropgiiteness of different ways of working ‘

It is recognized that there will be differing levels of dependence/in-
dependence, initiative, etc., among class membzars and different ways of
working appropriate to individual ‘'needs and state of growth are acknow-
ledged and respected. S

About responsibility for- choice
The learning community, teachers and pupils together, will hold up sto
each other the possibilities and advantages of changed behaviour, but will
respect the individual’s right to make his own choice—as far as possible,
and where the rights of others are not infringed. g
! . .

"About dependence

-While depzndence on autherity figures and familiar structures is often
appropriate, ‘members are encouraged to grow in independence and in
taking responsibility for their own learning. while recognizing the inter-
dependence of class members on each other;

75
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About deviant behaviour

The class is ‘tolerant of deviants in its membership and increasingly
able to assess whether occurrences of deviation are due to individual differ-
ences, innovation and risk-taking, or desire to disrupt (or, more likely, a
mixture of these). )

There will not be agreement on all the above. This is not important.
Indeed the above examples probably reveal something about me and my
current responsibilities in educational activities of a particular sort at adult,
rather than at child level. My point is that there is vall'in making explicit

what often is not openly recognized.

* WAYS OF INDUCING NORMS * -

How can one begin to influence norms already established and wérk .
towards the adoption of others considered more desirable?

An important first step is to identify the operant norms. This may be
at first~the responsibility of the teacher, but it will be important to check
perceptions with members of the class for their accuracy. Hopefully,
especially with older children and adults, it is an exércise in which they

. too can share. . .
Then to hold them up for critical review, discussion and evaluhti:;t/

in as objective a manner as is possible, gives- the opportumty to iden
which tend to allow maximum freedom and interaction and which tend to
hamper it, and make for suspicion and distrust.

There may well be no gasy resolution of differences. To /take an
extreme example, the inmates of a detenticn institUtion for delinquent |
adolescents will see their very identity threatcned and see themselves being
co-opted by representatives of the establishment if they move from a norm
of distance and aloofness to one of co-operation and open interaction. My
assertion is simply that there is more hope of change if norms are clearly
. identified, opposing views heard clearly and respectcd as far as possnblc
and dis&ussion encourdged.

his own behavjour the norms he considers desirable as far as he can, to

make known how he feels (as well as what he thinks) about them, to

recognize when he himself violates his own norms and to talk openly about

it, and to assume that class members can, with encouragement, begin too
~ to work by such norms

Perhaps g:lle most powerful approach is for the teacher to model in

A useful methodologlcal approach is for him te 1denufy and encourage
others also to do so, when norms are being proposed, when they begin to
find acceptance, when they are bemg tested, challenged, broken or revised, -
and to involve as many as possible in this activity as a conscious process,
so that the norms are seen as common property.
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PLANNING EDUCATION AND TRAINING FOR
INDUSTRY’S NEEDS

R. V. LAWSON, B.A., M.ACE.
Registrar, The Australian College of Education

Ex-Principal, Leederville and Fremantle Technical Colleges

INTRODUCTION ) .

“There is a terrible snob glement in Australia, people still regard working

With yeur hands as something to be deplored. The-idea of working ’in a

nice suit every day has itsy attractions to parents.’ Brian Tregillis, Depart-
ment of Labour and Natignal Service.l ,

The World War wf 1939545 led to a great development in industry in
Australia to nRet the shortages of munitions and of other imports cut off
by the exigencies of the time. Australia was suddenly made aware of the
lack of workers with industrial training and experience.

Technical Education Departments in all States were co-opted by the
Commonwealth Government and large sums of money were spent in equip-
'~ ping institutions with new machinss and buildings where nzczssary. Staffs
-were expanded and rapid training schemes_evolved. Most of these schemes
were successful and resulted in many workers gaining partial recognition
in many of the skilled trades. In spite of opposition, exparience showed that
these full-time, preliminary training schemes _were successful and the
‘dilutees’ produced from them were in many cases able to take their places
successfully alongside recognized tradesmen after some experience had
been gained in industry. '

The part played by Technical Fducation Departments in training
members of the Services in technical scctions has had little publicity' but
technical institutions with civilian instructors. trained many thousands of
servicemen in the basic skills required for their later spzcialized work’ in.’
the services. ' ’ : '

As the war drew to a conclusion and men began to re-enter civilian
life, the need for training became greater and the Commonwealth Recon-
struction Training Scheme was set up for this purpose. Very large sums of
money were poured into the State Technical Institutions for more buildings,-
more equipment and®to pay for extra staff required. A great expansion of
Technical Education resulted and the necessity for closer co-opzration with
industry bscame apparent. .

Al the ‘tradesman’ level most of the training schemes involved a period

of full-time instruction at a Technical Institution followsd by a subsidized
period in industry with regular -assessment until the trainee was considered

'

AN
N . P
o . ~
€« et

tTregillis, B. Vocational Training—A Look at the Future, The Australian Technical
Teacher, February, 1971. j .
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to have reached the standard of a tradesman. Despi
industrial unions, these schemes were generally successfu!'
thousands of skilled men to the labour force. ’

At other levels much training was done at Certificate, Diploma and
Associateship level with the C.R.T.S. subsidizing institutions and individual
students. Perhaps some day a study will be made of the impact of the
C.R.TS. and the war on Australian Education. Much was learnt, much has
now been forgotten.

These schemes have been mentioned because, at. present, training
methods are being examined with a view to cutting down time taken to
qualify as tradesmen or technicians.

The efficiency of our workforce is a factor which can promote or limit
the industrial expansion which has been so marked since the war. The

* introduction of more complex processes and methods into mdustry means

that the level of skill of the workforce must be raised. There is less need
today for the unskilled worker but more for the so-called semi-skilled
and skilled. The problem of obtaining such workers is complicated by many

factors, some of which will bg discussed in more detall later but should |

be noted at this stage:

(1) The raising of the school age has produced a somewhat more educated
school leaver who is not always content to become an apprentice.

(2) The prestige of ‘white collar’ occupations has led to a disinclination
on the part of many young men to enter ‘manual work’.

(3) The long period of training involved in many trades, with low wages
for much of the period, has bzcome unattractlve

(4) Most trade work is not regarded as a cate;:r because tradcsmcn
generally, do not have any guaranteed contmuxty of employment.

(5) Graduation to higher positions is now more difficult for tradesmcn

- and technicians as more firms now employ University graduates in
positions once occupied by men who had risen through the ranks through
ability and part-time study to gain extra quahﬁcatxons

(6) ‘Over the last century the age of pubarty in both sexes has been advanc-
ing by about five months a decade.” This earlier maturity means a need
for earning power to be achieved earlier. Early marriages, now -much
more common than, say, 20 years ago affect training.

In this papeér it is not proposed to discuss training and education at

University or other ‘technologist’ level but to keep to the training of the '

semi-skilled, skilled tradesmen and ‘technicians’. The relationship pf second-
ary education to industry will also be discussed.
7

2Comfort, A. Maturity, Times Educational Supplement (date uncertain).
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THE PROBLEM

“‘More than 50 per cent of those who left school last year would enter
the workforce to recéive in their working lives no additional training other
than that provided by their employers.™

In 1969 the ages of students in secondary educational institutions were
as under (to nearest IOQO):*

14 years ... ... e e e e 220,000
15 years ... .. e e e ... 174,000
16 y&ars ... oo e e e o 112,000
17 years ... .. oo e oo o 58,000
18 plus years ... ... ... o ... 19,000 . )

When these figures are analyzéd it is obvious that of the 220,000 14-
year-olds, only about 70,000 will still be at school at age 17. 150,000 will
have left. Of course many will enter full-time courses in so-called non-
tertiary institutions which usually have entry requirements of about the
old ‘Intermediate’ or ‘Junior’ Certificate level. Such courses would include
Certificate and Diploma courses at Technical Colleges; Agricuttural Schools

d colleges; armed forces; business colleges, etc. Statistics are hard to

tain but, if we estimate the number entering these as, say 50,000, almost
certainly an over-estimate, this still leaves an intake into industry, difectly
from some kind of school, as 100,000. Of these, many will enrol for part-time
courses at various institutions. Most will have had no preparation for
any kind of employment. ’

Of the 70,000 leaving school in the 17-plus bracket, about 30.000 will
enter universities and about 12,000 will enter full-time courses at institutes
of advanced education.

At the end of 1969, total university enrolments were 105,000, colleges
of advanced education (F-T and P-T) 43.900; technical colleges and schools
(not including technical high and F-T Victorian technical schools) 380,000
teachers’ colleges 30,000. The numbers in other areas are not readily avail-
able but, if we allow, say, 20,000, this would make a total of 580,000 people
being educated after leaving secondary schools. The majority of these are
part-time students. These figures really nced further analysis because many
are adults, especially in C.AE. and T.Ed. However, the number being
directly- vocagionally trained in technical institutions would be the great
majority, eveti allowing for those doipg ‘hobby’ and ‘craft’ classes. The
number/in the 15-25 group who are no} being trained in any formal course
ast equal to the total number &t all educational institutions although
feceive training of one kind or another, possibly on the job.

figures show that far too little is being done for the non-matric-
ula Gdent and that, in general, far too much emphasis is placed on the
education for- the post-matriculant. The definition of ‘tertiacy’ education has

'
A

3T5pgillfs\;) B. op. cit. \
+Commonwealth Bureau of Census and Statistics, Schools, 1969.
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led to many anomalies. Under Commonwealth auspiced the mon is®
‘courses which commence at post-secondary or matriculation lzvel’. This
has made assistance unavailable to many students who have bzen capable
of going on to more advanced levals. Certainly the secondary scholarships
are of help and the ‘secondary technical’ scholarships have also help=d
many students to achieve certificatss and diplomas as full-time students
which would only have been available as part-time courses.

At this point the terminology of levels is introduced. which, jt is
believed. conforms to generally accepted ideas. Areas of employment can
be arranged thus:

Unskilled (labourers)

Semi-skilled (opsratives, as some clerks, shop assistants, bulldozer
drivers, etc.)

Skilled workers (craftsmen)
Technicians (diploma and certificate, teac'hcrs)
Technologist (university or C.A.E.)

Supzrvisor
i#

Management

No occupation is entirely without skill of any kind although psrhaps
in some labouring occupations the body of knowledge may bz almagst nil.
Even the man on the shovel nzeds soms training in the right way to %lgandlc
his implement if he is to maintain maximum output over long pzriods.

The terms technician and technologist in particular, have assumed wider
meanings than the original usage which stemmed largely from the enginser-
ing industry. Today a technologist could bz an accountant or graduate of
some discipline such as economics, etc. Usually the terms are now used

. rather to indicate a level of work—e.g., techiical level, technological Jzvel,

P

etc. 5

The problem of educating and training the large numbsr of school
leavers who have laft school bafore matriculation is the chief concern of
this paper. An even larger problem exists in considering what should be
done to give education to that largz numbzr who receive no formal educa-
tion after leaving school. Pzrhaps more consideration to this will bs given
by governments in the future. One suggestion would be day release for all
students up to the age of. say, 18 to attend some form of education.
Problems of staffing. accommodation. programming. etc. would bz immense,
as was found in UK. when trying to implement the Education Act of
1944. Maybz someone will do some research on this important problem
which will not be discussed further in this paper.
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WHAT INDUSTRY EXPECTS FROM SECONDARY SCHOOL
LEAVERS : )

s

In 1959 a committee of the Australian Industries Dzvelopment Associ-
ation made a report on ‘Training for Industry’® Their report included a
section which dealt with post-primary education. They were careful to state
that they examined the effectivenzss of post-primary education purzly from
the point of view of industry’s nzeds. Post-primary education was considered
at national level so that some of their findings and recomm:ndations may
not apply in all states, some states having already taken action on some
of the lines indicated. w

The committee considered the subject under three (3)-aspzcts:?

1. Post-primary school curricula
2. Teaching methods
3. Guidance and counselling '

The ' committee took the view that post-primary curricula must take
into account the manpower requiremznts of industry. This would not ncces-
sarily mean that spzcifically vocational courses should bz given in high
schools. However, many such schools in U.S.A. and elsewhere do provide
vocational courses for those studznts who ar: not orientsd towards academic
subjects. Much trouble in schools today arises from studsnts who find that
the normal high school academic subjects are not interesting to them. They
are often considegdd by teachers as unintelligent or lazy when. in reality, . |
many of these gfudents are quite intelligent. They ar: bored with normal
school work bt often do well when they find a subjcct which interests
them or when’they enter a new environmznt such as their fob or a technical

) school or college.

: . Some attempts to design classes for these non-academic students have
been made but usually have met with little success. This is dus to two
main factors. (a) the courses are usually ‘watered down’ versions of academic
courses, which the students soon realize are meant for the lzss intelligent
and they find such courses often even less interesting that thz original
academic courses. (b) The teachsrs in such courszs arz.almost always drawn
from the ranks of the normal high school staffs. These. very oftsn. are quite
unable to adapt to entirely new syllabuses. where such are drawn up. and
continue to use old ideas and msthods—the very things from which students
wish to escaps. The teachers in thsse courses are usually without any
industrial expzrience. even in manual arts and gemmercial subjccts.

The A.LD.A. committee does. however. oppose early sp-cialization as
this can restrict students in their choice of carcer and can deprive industry
of workers in areas where a demand exists. The aim should b: to produce

6 Australian Industries Development Association—Training for Industry Report of
- Committee, August, 1959.

Tibid. : #
]2
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[ . .
-students wijth a broad basic education, whether they be male or female,
which should provide for future educational activities whether in university,
C.A.E., technical education, industry or home duties.

Until the age of 15-16 industry states that jt prefers students who have
studied a core curriculum involving—English language and expression,
mathematics. introduction to the sciences, view of world history and
geography. A knowledge of the language of ‘an influential foreign country’
is also considered desirable. It is felt by industry that all boys sh ,
irrespective of their future vocations, have the opportunity to acquife at
least the rudiments of manual skills and to become familiar with materials
and tools in common use. Girls should not necessarily be excluded—in
most schools boys do manual arts and girls, domestic arts,

The ALDA. commitiee appears to have been influenced by the ideas
of secondary teachers, and have made a sweeping generalization, rather
than a real appraisal of industry's requirements at the varijous stages of
the employment levels. It is perhaps pertinent to ask whether a student’s
interest .and progress in social studies or languages is in fact of importance
to employers when selecting .apprentices, clerks, etc. Much muddled think-
ing still exists among employers, unions. teachers (even in technical colleges
and schools) as to the influence of a good general (so called) education. It
is now generally accepted that a good student with an academic background
can usually do well in any type of work and that the old saying that ‘good
with his head, no good with his hands’ and vice versa are not and Were
never, true. The good student at high school level has usually done so
because of (a) high 1.Q., (b) intrinsic or extrinsic interest in the work, or
(c) ‘coaching’ methods of teaching. .o '

All students with high 1.Q.s should be able to do well in any type of
work, provided that they possess the necessary neuro-muscular co-ordination
and an interest in the work undertaken. Tests to ensure suitability of
co-ordination. of eye, brain and muscles can be and should be given to all
entrants to skilled areas. Aptitude tests to determine ability to master the
content of a course should also be given—these should,)if possible, ignore
present body of knowledge. The high 1.Q. student or /the others named
above may or may not do well in the skilled trades or similar areas.

Experience has shown that high 1.Q. entrants to skilled trades either
do very well or lose interest and withdraw or become poor workers. Many
also leave the trades for technician or supervisor jobs. In addition, the
opportunities now offering to the ‘bright’ academic students are becoming
so numerous that employers cannot recruit such people for the trades and

crafts. This situation can only become worse while the present ():onditious ‘
of training and wages continue

This leaves the employer with little other alternative than to find his .
apprentices, etc., from among those classed as ‘drop-outs’. As suggested
above, many of these can prove to be excellent employees when ‘they ‘enter
the new environment which em loyment provides—they have, in many cases,
simply lacked interest in acagemic work. Good testing programmes can
help employers to select the best typés and many agencies, such as the
Commonwealth Employment Service. Education Department ¢ounselling
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services, etc., exist for this purpose and could be used much more than
they are at present. The passing away of public examinations at lower levels
will perhaps persuade more employers to use other, and perhaps more
reliable methods of selection.

Whatever an employer may' do to select and an employee afterwards
do to qualify himself, the fact remains that 100,000 young people leave school
each year in Australia with little real education slanted towards employ-
ment suitability. (The chief exceptions to this would be girls with commer-
cial training.) Perhaps the chief aims of education in schools today can
be stated briefly as: ‘

(a) to give children an awareness of the world around them, including
an appreciation of their culture and of the achievements of science -
and technology;

(b) to make them good citizens of their country (whatever that may
mean) with an awareness of its problems;

(c) to give them a fomation of knowledge that will help them to
earn a living. - -

 The last object is given far too little emphasis and most school leavers
go out quite unprepared for any kind of employment.

‘While early specialization in many instances may be unwise, there are
many cases where young people show aptitudes early in life with perhaps
little interest in the usual school subjects. Something should be done for
these students before they leave school and this could _reﬂlt in fewer
‘drop-outs’. :

At the present time many’ alterations in the content of syllabus
secondary institutions are under close scrutiny. For example, the A.S.E
investigating all areas of science education, However, most of the research
undertaken in.connection with syllabus variation is in the hands of teachers
and academics and still has a good deal of emphasis on preparaiion for
tertiary academic studies, although such an object is often denied. Teachers,
rightly enough, with their knowledge of methods of imparting information
and of the capacities of young people, must-always play a leading part in-
the final setting uR of a curriculum. It is doubtful, however, If assessment
and statement of the aim of that curriculum is best left to the teachers.

In research done on the needs of secondary students there has, at times,
‘been some consultation with representatives of industry. However, the
opinions of the industrial leaders have been more influenced by the teachers
than vice versa. Teachers have ‘sold’ to industry that the matriculant or
the ‘leaving“certificate’ holder is nécessarily the best school leaver to fill any
job from apprenticeship ‘to office work. This is borne out by increased
‘starting salaries, shortened training periods, etc., given to these students.
Many students who have been labelled failures at the levels mentioned
would be at least equal in efficiency to the successful candidates if they were
able to do courses at high schools which suited their attributes and aptitudes.
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In a report entitled ‘Sccondary Education in Western Australia™ it s

. notable’ that a committec of 12. which was chgsged with making recom-

mendations, did not include any representatives from industry but con-

"sisted almost entircly of membezrs of the teaching profession. Of thosz who

gave evidence. there was only oue employer’s organization. and on> em-
ployee’s organization. It would bz of interest’io know whether othér opinions
were solicited or whether industry. in general, was just not interested
enough. The recommzndations of th: gommittee are interesting. in particular
those lab:lled ‘High School Certificate Courses’ (Appzndix 7). Thssz consist
of (a) ‘core’ subjects- -watared-down English, maths. science and social
studies; (b) *Social Education’ which includes library. physical education,
sport. religious instruction. music. art. healih education; (c) pre-vocational
which arc stated to b: pre-vocationally oriented and special workshops are
to.be provided. Included in this drea are ‘office proczdures’. ‘retail ‘trade’,
‘transport’. ‘home handyman'. ‘boating’. ‘other courses’. which includzs home
scienc:. «typing. woodwork. metalwork. craft. community servic:. p:rsonal
development. This apprafs, on the surface. an admirable course. but. in .
reality is largely a rchash of the old M-T courses. etc, Unless some new
thinking b: given to teacher-recruitment from industry. rather than from
matriculants. such courses seem doomed to failure as were the old ‘high
school certificate’ courses. ' ]

Very much more objective rescarch must bz done in close collaboration
with industry to find out just what is the most desirable product that
secondary schools should produce at. say. fohrth-vear level and that such

, rescarch should be undertaken not only at top departmental and exscutive

level in industry, but among people at all levels so that a truly cross-
sectional picture can be obtained. There should also bs some new thinking
abdut teacher recruitment. Entrants from industry. say from sRill=d trades
or officzs. of mature age. should not have to undergo academic training at
matriculation level. but should be accepted for teacher training if they can
pass aptitude tests' for their fitness to be teaches-trained. Many of our best
techmical teachers have not had to matriculate and have donz well in
teacher training. Perhaps the courses undergone and the experience gainad
i bzcoming a skillzd tradesman or technician are ood an indication of
finess for further study as ability to pass exami:zkf)ns at the end of a
secondary school course.

[t is urgent that the needs of the 100.000 young people who enter
industry from schools c.uch year be studied more closely for the benefit
of the students and for the benefit of industry. Secondary education will. in
future. nced to have manyv of its coursee apted for this purpose; not with .
the idea that all whe enter industry early are of low 1.Q. but with_aptitudes
and interests of students in mind. Many of our so-called *drop-outs’ are really
intelligent children: :cademic achievement is not the only manifestation of
intelligence. ‘ :

$Report of the Commitize on Secondary Education (Dettman Report),* Secondary
Education in Western Auctralia,
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.Surely it is possible for our educatlonal authqgri

: 2 ,
At present industry’s ideas of what it needs from school lcavers is
confused and often mistaken. Research alone can help to clarify the position
of schools. and mdustry .

- ]

WHAT INDUSTRY NEEDS: FROM POST-SECONDARY
INSTITUTIONS - S

‘The countries of the world which have made the greatest development
in scignce, and technology have Sponsor.:d twhmcnan training to a far greater -
extent than we have in Australia.’ C. .Gilmour.?

\

. As explained earlier it is intended to dcal‘fonly with training and educa-

Under the Commonwealth classnﬁcatlon these are not genzrally cla,ss:ﬁed as
‘tertiary’ bccause entrance is not ‘necessarily at matriculatien level In'some
states this type of training is undertaken in technical colleges or schools
while in some (e.g., in Victoria) much is done in colleges of advanczd edu
tion at c.rt:ﬁcate levél. Some of these courses at “technician’ level have a
final standard which:is oftefi close to the standard of sonfé'umversny degree
courses and is often so recognized by industry. . -

(R4

The question of nomenclature of courses in the various institutions,
government seml-government and private, is bzcoming reater .importance
with the mcreasmg mobility of the workmg force ‘Oughout, Australia. -
~work ‘out an accepted
system of awards. For exfmple the term. ‘diplo has a meaning which
varies from one ‘state to another as does t ord assocxateshﬁ:) Many
private colleges issue dlplomas which - possibly involve no more content
than that of a single unit in a technical college dlploma Wthh p°rhaps has

Y

" 20-units.

The term ‘cert'ﬁcate’ can cover anything from a’single unit to a course
of several units ancl\ﬂ'\is word should not bz used for §ourses at all but only-
the terms ‘diploma’ or assouateshlp used, with, pe(rFxps divisions; within
each to indicate the level such as ‘dlploma“'advance dxploma or f')erl’laps
the term ‘llccnnate could be given Wlder use. There may be” other posmble

: names which ‘could, be used. . \

~tion in the arcas of semi-skilled, skilled trade and‘ .technician training.-#

-

All thése terms must be most confusmg to employers and othérs who -

oty to evaluate quallﬁcatlons of appllcants who come from different states

and must cause much loss of time in trying to find out just what standafd
each appllcant Actually reached, cf. universities. .

. In’ training people to take their placc in mdustry four elements can
be’ 1dent1ﬁed , .

(@ On the-]ob trammg~often labelled ‘slttmg al

b Olsf -the-job trammg«whlch can be done ei
school. .

e
‘l

RGIImour C The RBSPOHSlbIlI(y of chhmcal ‘%ducauon and the Role it’ mlght

p]ay in the Future, The Austrahan Technical Tdacher Fcbru_ary, 1971.
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Lo THE SPECTRUM PRINCIPLE

: : I
. - bk

(c) Students study in ther, gwn time. s

) P )dugtion; . v o

In app cnticcshlp“and@n many otlg“occupations fon-the-job’ training is

% vcry'imrpq;‘ Jiwi’t 19?’:9“ that skills a¥e mainly developed. In many cases,

owing. to pres ur&"df‘o&cq@pctitidn and consequent necessity to cut costs.
littlektime. is given §o f8rmal instruction and 'sitting alongside Nellie® or,

watchi;&g a.tradésm‘,," ywork is often the only way that an apprentice or
other léarner canw i€ the skills which he tries to put”into practice. In
most workshops* “responsible for training have, no qualifications as
instructors. It is, therefore. probable that in future years, more and more -
time- will be necded in technical institutions for the acquisition of skills
as apart from gaining the requirgd, ‘body of knowledge’. (Also we must
provide training for trwj,ngpﬂicc J

~ The co-ordination ~ ﬁhcse four clements is a problem which has
yet to be solved. Mang: fers in technical institutions maintain a liaison
with employers whosg gre attending’ the school ar college but the
syllabus of work usua y much at variance with the immediate nceds

of industry which govern the work .of an apprentice, subject to the stage

-of his apprenticeship. - . \

THE SPECTRUM PRINCIPLE!® )
" It is possible to define the work ontent’ of any job—we already do
this by the technique of job analysis. Lhis determines what is needed in
terms of knowledge and practical know-how,

=JIt”is possible to analyze all jobs. however they are classified, and thus
create™a job spectrum or job scale. The jobs at one end would have long

“training periods: those at the other. short training periods. In betweeg any

job could have a position on the spzctrum according to the length of the
training period.

o
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Flgure 1. Skill and knowledge at various Ievels,' .
; (ARter Meade)* -
. ‘\ * * { n ) : . N .
10 Wellens, John The Training Revolution. .
11 Meade, J. P. de C. Systemalic Traimug Pays, Report on Seminars, September, 1966.

88

’

’ k - i
—~

ST oes 4



O

ERIC

Aruitoxt provided by Eic:

=
/ ~

At one end the trafning pcnod could be as short as a few. hours. at
the other end several yuars a‘

[

There ar%ﬂhred 1mp0r]alti rcqum,mc,nts in the spectrum principle:

" (a) the"need to* mvesugat; and dﬁnc each job; B
(b) The cstabhshmeAn‘t of a suitable syllabus.
9

(c) The need to getermine the length of the trammg period necdcd
: &
to uhplz.mcnt '(hls syllabus \

This differs from the uSual practlcc at present, where, first of all a period
of time is set. then the sylabus of training sct *t to suit the time involved.
In trade training in pArtxcular. great emphasis -is put on ‘time-serving’ and
few tradesmen willsagree to shortened periods, fearing that their ‘margins
for skill’ will be affected if they agree to shortened periods of training.
Shortened time trage courses are certainly now being implemented but
in these it is usual'to find that the actual time involved in training is not
shortened in*hours.’of class and workshop time. The effect of shortened
apprenticeship on &ill acquisition has yet to bz investigated. There appzars
to be no teal [LBSOH why the old concept of apprenticeship needs to be
retained. There is no real difference between an apprentic: and any other
learner. Surely some better system can be devised to produce skilled trades-
men. . 2 \ '
~ Even in full-time technician | 'u,t's"es the old idea of a three or four-
year course is taken as normal and then the hours per week are filled up
with, first, thé essential gubjects then so- -called anullary subjects ﬂ?t*u.ldﬁ;i
Often these’ subjects bear little relation to the course’s .real requiremer¥s
but load the student with morc and more wotk. Prestige still plays a big
part in the formatiok of- courses as does, sometimes, a desire by heads of
departments to ‘empire build”. , ) -

In all cases where a course is to be established Jdr amended. the
first’ thing sthat should ®e done is to establish a ‘schedule of skills’ and
‘body of knowledge” so that the objects of the couras}sgclearly defined from

“the outset. Semecthing of this nature was done about 10 years or so ago

in several states at the request of the commonwealth authormes ‘Schedules
of skills’ for a number of trades were compiled by teachers”in the trades
with. the helB\)f industry. The f#& of these ‘schedules’ is somewhat of a,
mystery and it seems very doubtful-if they have Hzi Jany real impact on
trade training. - ' o C

'

«

secking /to establish the requirements in trade or profession there
must be activé and realistic cogoperation between educational authoritics- -
and industry. This is usually aofieved thrqugh advisory boards set up by’
education departments which consist of rcpresentatives of employers and
employees unde| the chairmanship of a representative of . the director.
Usually this is 2 superintendent with a college ‘principal: in “attendance.
Sometimes the head of the section in a college or school is invited to
participate. ' )

-
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These boards have done some good work in-the past but have often
suffered because thuaupruumanvvs of employers are too far removed from
the workshop floor and the union representatives are fruquvntly older men,
sometimes retired, chosen more bgcause of their’ services to the union, or
similar organization than for heir l\nowludg; of the requirements of
industry. A further weakness of ‘these boards is .that, unlzss firmly chaired,
ihe‘}'\ tend to. bzecome sparring grounds where. criticisms come from either
side. Such boaids should be abolished or at least maedified into ‘rubber-
stampm;_., bodics to take a last look at the estdBlished requirements. In cvery
casc a piece of objective rgsearch should b undertaken by an inde :pzndent
person or small committee who would geck all claim$ about the require-
ments. This parson or committ®: would then look at the real aims ne >cessary
to enable a student compl:ting the cours: to take his full plac: in the industry i
in the required category. Statements about the amount of mathematics A
science, or other subjects required. should b: chicked with ‘workers on the . °

Rjob and observation made as to whether thes: in fact, are used as claimed or ‘
whether this knqwledge is of real use. Many skilled workers -have means of. 4
avoiding calculations invelving pap:r and4psncil and often hours of fruitlegs: =
teaching of difficult mathematics. etc.. could bz avoilied, if tests were made
as to the real necessity of such teaching. Students have bzen known to
master-many mathematical processes when they have been able to see the .
unmedlatc_: use. The teaching would b: at the poigt where such was essential.

rd

to w the aim is to produce a satlsfactory worker in the chOsen fiel
or w the course is one which would give a qualificatj for promonon
Many instructors of apprentices consnder that any cour trammg ewcn.'
to these students should be such as to engble thdl(l\q bscome forcfpcn c
even to run their own workshops: This is an opinion thh is opag :

her assessment of aims of courses should include consideration as
he
hethé

question. — L X1 ;‘ o
- Technician' courses -are ideally terminal courseé‘ whnch,‘l . n&tfe
-in depth in a limited area and arguments.can £ forjand g ARinist

suggestion that completion of such courses shoud vegxlentry into, tech--
nolognst courses. If such graduates are to. become tlechn\%loglsts ptha
conversion courses of some kind should be taken.’,” .,

.Many techmcnan level'scourses, in regls
right bug are, in fact, portions of longer £0
certificate’, is often an mtegrﬂ part © ’Fa
electricity. This pracuce has some goed pmn
of the qualification is understood

-
-
5
&
"
-
=2
[
o |
4]
&
—

techmcal -education departments. there is stil aN of- Ande.:g
between them. There-is a disinclination by mdu'! rally 3%
large contribution to government education aMtr st to &@t has Hgen
done for umvemtnes Industry will make ot Gpn(pbutxons o

effective tcchmcyl training as it becomes conscto %‘ é nsxb '
u

and of thé benefits w'h‘ could be gained. Th f of a really

effective partnership is a majdifiproblem which ‘shbuld be. ,attacked Hore.

.vngorously now. Some progress has been made m{h y]etghhcﬂ
3 ‘ ¢ : 90 ,
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" of training for industry. Discussion groups

. ‘: $ } . - '
12 Repert of .Discussion G_ivups, PLO.CT.ET., 1966.

v . . . ‘ \
] ‘ ’

Industrral Trairing Act is pow in operation and firms are taxed in® order

to meet costs of trarnm{Thrs taxation or levy can be recovered if they

are training a suflicient number of their staff. This tralnmg -cdn bz donc/

JAn their own workshops. in technical institutions. or. as is mor#: usual,
“both areas: Fhis can mean that those firms which undertake ?0 tralnmg

help to subsrdlze those which do such training,. - . é

Both industry and technical efjacation need ‘tp take steps to ‘cnsurc'
that a really objective analysis.is made of the real needs of industry ‘and

‘of the steps necessary to satisfy thc nieds whijch such an analysrs reveals.

L

nical Educat‘ron and
délivered “on. the subject
posed; of representatives of
many countries bordering on or ad]accnt to lhg lndlan Occan were held |
and rccommcndatnons .wtre made as under R

At~the Pan Indran Ocean Confercncc on T
Training in Perth in Septemb-(, 1966, pa

\

‘Industry should consider the followrng to 1mpr0Ve 1ts contrrputron "z

1. A ma)or contribution would come through 1ndustry clarifying its
needs. It was emphasized that this' required identifying the n_ceds
of the mdrvrdual firm rather than (hf‘ whole industry,

2. Industry should make self- initiated efforts to ‘keep technical educa-
tion up to date in its idcas, literature and‘equipment. This would
probably b: a two-way cxchange with#®echnical education, kecping
industry, up to ‘lc in som: ar.as. This could b: achicved by inter-
change of instruc 3 and through the provision of equipment, dona-
tions of books,/_e‘?é# U

.. ’
¢ N

3. &ndustry should tell technical education what its needs are, and this

; would involve identifying responsibility for training within the firm.

4. Industry should assrst in developing and using sandwich typ:z or
part-time courses in technical institu®s and should bz aware of
use for assessment of staff, etc.. and encouragzstaff to obtain quali-
fications in various fields through the use of these couﬂ;esS

rizes, scholarships. grants ‘and support for projects concerned
-with their industry should-be, ,r> lrded by orgamzatrons or groups
of .organizations. -': , :

6. Va/catlon employment fqr pz0 Volved in technical courses shoul
b pro\uded by industry. It was gerferall}y considered " that thl§4$hou d
entail actual productive wdtk an : should not be a“tour of- trﬁlnbng
4

7. Communication of objectives.. ies. and reasons for these %)ﬁi»a
jgdustry and technical education and within each so t
understood by vels of people mvolved was sgen

hieving all the foregoing points. e

as the key™o
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/“;‘ ~ 8. Industry should undertake in-plant tramu}g in the d ]opment of
highly specialized “skills. The¥basic training in tfc fundamentals
should carried out z lechm.eal institutions.

9. There is}a general . sh ;age of competent instructors for in-plant
training. programmes,: Thfn“emsts at all levels and s should be
taken to Mrain suitablé: p%&ple _ . x

10. Managcment must dcvelop a clearer aqbjgctive of thé needs and
aims ofjin-plant_training- and communic this to all levels within

the orgéhization.

11. Small. firms and pcrhaps larger ones may benecfit from drawing
upon existing resources. It is often possible to arrange for staff from
technical institutions to cor}duct asses, seminars or ‘workshops’

within the plant. )
12. Small firms may find adm;es i group training’ schemes by
sharing the services of a gooc}/traml officer to organize in-plant

training ancl by negotiating as a grou with a local technical institu-
tion to provide an appropriate course. This may or may not include
' arrangements for rotating trainees between the firms in the group.

~13. T xtension of an inspection function either in association with
a nticeship_or other formal trade training provisions or on some
other basis should be considgred to provide some control of the
quality of trammg in both mjustry and tec‘vucal education institu-
tions. i

Technical education should consider’ the followmg to improve lts con-
tribution:

1. There needs to be a specific requirement that/ s professignal technical -
- :
.~ teachers be required to have completed a period of [ experience in
' industry. This to be associated also with ’provision for refresher
training or some scheme for contmumg contact with industry.

« *2. In addition to teachers, educatlonal institutions should have staff
specially trained and experienced in interpreting information from -
plannifg bodies, identifying skills and knowledge associated with

‘ or groups of occupations and working with  teachers ;

to translatejinto educational programmes information gained frog

surveys of fieeds for trained manpower.

3. Technical institutions should encourage: and assmt their teachers t
visit. industrial undertakings frequently so that they see what My

" graduates are called upon to do in the work: situation; are’ lb‘e 16

gppreciate fully the natufe, especially whére it changes, of: the

work  sitOhtion; may discuss educational - dnd, trammg needs, wi

those in mdtatry who are associated immediately with the g dira o

£ 4. Technical institutions should employ a proportion of# part-tfre
o v teachmg,staﬁ who ate specxahsts in their field or are cpfihected: with -
new developmentsa-m,\ ustry. ‘Arrangements sho be made for

‘ﬁ\ close contact between™ th peop. and ‘the ful),
‘fﬂ w the teachmg staff. -

v..;k_! ; " i % - .
. . . .
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5. Introduction ‘of a systém pfsextended leave to study‘ﬂew develop-
ments which arc diréctly gelated to industry or to conduct research

@ in a particular field. y
6. Provision for summer schools or other short refresher courses to
be arranged at an appropriate time. v . .

7. Provision of some opportunities for staff to: proceed on overseas
postings or on loan to othet institutions. This could be in association
with a system of sabbatical leave. '

- 8. Making available specialized abilities and facilities to help industry
solve its problems. e.g., consultative work, retraining programmes, \
in-service courses.

9. Giying more aftention to the development of teaching aids ang '
. téchniques of instruction which could -both reduce the jcost of
-, providing training.and increase its effectiveness.’ _

As these recommendations were made by experts, both from industry
- and from education, from many different countries, they are very valuable
and should receive wider publicity thah has been the case. One may well
wonder whether such 48 conference ha\ real practical results.

While discussing training, some mention must be made of those goven;- 2
ment authorities which.do undertake full training of many technicians fnd
apprentices and who maintain workshops and staff fO this purpose. 19 way

- departments, the P.M.G. Department, the armed forces schools are excellent -
gxamples and most co-operate well with technical mtitutions. Large com-
“panies such as BH.P,, I.C1., etc., also have excellent training schemes.

7‘ When' needs in any ﬁeid of trﬁining have been ained by industry
“and technical education the implementation of ro%&z.i mes to satisfy
those needs for trained pérsonnel must be undertdken. Yhis is: argely the

‘province of,the teaching authorities with the approval by trigl repre-
- sentatives. . L : _ 0
RmAnymo-’p‘t‘-%_B;srLAqyﬂ WORKERS B
, Changsmdexﬁénd for- products causes mipy old industries, to go
out of existe_ncé@d,nmny of fhe old’ occupations t ome no longer viable.
, - The workers so displaced, qnce classed as skilled, go on to the labour

market without having any Of the skills or "knowledge required by new
and expanding indistries. ' , ' '

 Much lip-srvice has been paid to gthe necessity for chaininngsu;:h 4
displaced Wworkers, giving them dﬁjﬁppro-gynitiy to learn the new skills or

to fain thesnew knowledge required.sLitlle real planning has been do

in this area, largely, I believe, because of the limited amount of factual
knowledge available.. A beginning has® been made in the Commonwealth *
Government’s scheme to train or retrain women-who have been out of :
industry for some years. . i

With the advances now taking fylaCe in industry j ﬁuld be possible
for research to be undertaken to find out the r cRadges anticipated
in industry and the resulting changes in‘manpower\nw_ds. While ‘realizing

» o3 )
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that no accurate estimate of such changes js possible, at least the nature

" " of changes in the near future could be estimated and this' would cnable

industry, technical education, governnent instrumentalitizs, to prepare to
implement suitable courses when the nced arose. The ?inancing of %such

- courses would, obviously, be a function of some branch of the Common-

o~

A

wealth Government such as the Social Services Department.

The Department of Labour and Nationaj Servic: should b authorized
to undertake a Commonwealth ¢nquiry into the probabls changes- in
industry which wil necessitate such retraining and some organization set
up to implement the results of such an enquiry. {

' V2 . * .
DEVELOPING CURRICULUMS FOR TRADE TRAINING AND
COURSES FOR CERTIFICATES/\AND DIPLOMAS :

After analysis has been done to determine just what ars the nscessary
skills. body of knowledge, desired attitudes and habits of trainses it is then l
necessary to distinguish batwecn the instruction which should b: given an &
the job. by technical institutions or by both, The difficulty of co-ordination
has been discussed earlier. .

” Factors governing the formulation of training recommendations’ include:
¥
(@) The typs of éccupation

(b) The educational standard for entry X
Y

(c) The age and maturity of the trainees

(d) Whether the course should be full tims or part time (includiy day
release, block release or }‘;s‘andyvtich,' courses) ' < -

= (e) y_'[_’he%tonomic cost of tra"ing‘ g -
() « The time “to be allowed fo jhe course ‘ '
(8)- The  acceptance by the ‘interéstedqabodies’. ’

When the training to ‘given in techpjcal institutions has bzen decided
the development of the course must be undsrtaken by the staff of the section
concerned. Information will have been gathered from industry and other

sources as to thg aigs and objects of .the course and the nzegamery skills
to be acquired and theoretical knowledge necessary.

. S
., When compti?ng a syllabus. for any course of triﬂ\inggev:ral important
actors need to b€ given carefnl cqri_sidt:ratio‘(not nzcessatily in arder):

La g "] .
(a) Tif}ze—Training Wqﬂich “is too long leads to failure and wa&ﬁf.

Sti'xdeng lose inte t and industry suffers because trainees do ‘not
qualify‘"in"&#? numbers.

(b)‘Degree of Di ulty—¥he course should be able to be passed by
the average type of traince required in_the particular industry or
trade. L T R Y .

©) ‘Confirmation—Industry needs to be siﬁixjc.'that‘-thvc’ course. does, in

~ fact” produce the:skills, knowledge and competency:that are needed.
i} ‘ RN - -
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Purhaps this cannot be done until graduates from the wprSL cnter
industry although as most would be™ part time the effegts of the
training and education should become apparcent rcasom\bly carly.

(d) Changes in Industry--The course syllabus should try to “anticipate

changes which are known to be comlmz or. at any rate. give students

N a basis of knowlcdge which would cnable new duvclopmcnts to be
, understood. ¥ é

b When training is undertaken by industry in mll&boml:on wnth technical
institutions a more systematic approa&.h is needed ihfi has genstally been

"+ the casc in the past. The steps in sctting up such training have bytn illus-
rated by Meade in thc follnwm diagram: .

el W e,

Assessment of [ndustry need -
o
Evaluation of ) o
effectiveness:iof - ) ‘ *Job analysls
-tralning : ’ . .
: +
¥ .. .
. ] 4'
. ¥ “
Selection of - & Detailed planniig
ction o : . of pro me
© traineds - P . gpm JN

AN
. Jralning
"scheme \ (

\ lﬁlam

Technical
institutions

%
Provision of instructors

fﬂ’gure 2. The systematic training cycle.”
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‘14 Gilmour, C. op. cit.

15 Hermann, G. D. Processes " in Currig lu‘;n ent, The Australian Technical
~ Teacher, August, 1970. L T )
S

CURRICULUM DEVELOPMENT IN TECHNICAL EDUCATION

“The tendency in dcsigriing courses is to establish the standard of entry
and very often we are, attempting to keep students out rather than get
them in.” C, Gilmour."

It has been stated by Hermann®™ that “Technical education syllabuses
are often simply lists of subject matter content. 1t is rare to find course
aims or subject objectives, to find a preamble discussing the relationship of
a subject to other subjec® in the course, to find comments concerning the
“depth” at which the material is to be taught, or to find expressed the
structure and integrative themes of the curriculum. These features of a
syllabus arc sclf-evident in few cases. Often the teaching and examining

teachers appointed after the initial implementation of a syllabus) an
examiners may not be able to detgrmine the subject objectives from th
syllabus. Past examination papers do not necessarily provide a reliable
guide. Unfortunately it is always the student who suffers most directly by
being failed for not knowing work he has not been given, or by being fed

an uninteresting course or onc unrelated to his vocation.”
* [

would appear to be invalid for teachers (especially part-time teashers an;

While perhaps this is a rather harsh judgement on all technical
syllabuses. a study of many will show that it is true, too often. Efforts
are made in some states to have syllabuses more detailed. some. for example
Accounting and most apprentice courses in W.A.. are given in weck by

. week detail. This is valuable. when so many students are transferring within
"B State boundaries. ‘Depth’ at which material is to be taught is sometimes

#

<¥-. difficult.to define. Often meetings of instructors. senior instructors, ctc.. from

the different colleges can decide ubon, any points, at-issue-and -the problem

. -

is then one of communication to al¥tejchers in the course.

Where courses” and syllabuses arc designed by advisor’ boards the
problem of cemmunication can become important, because teachers who
are actually engaged in'the work are often not represented on the board.
This can result in courses not always being the same in content and depth
as was/originally”planncd becaus: tdlchers interpretations may not always
be the same as the board..intended. ™

. It is pleasing to note that in most courses of technical ieacher training,
S Ic‘cmphasis is' given to principles of curriculum* construction. It is
probable. however. that at this point. much emphasis is Sost bacause the
trainec teacher lacks sufficient experience. In-service cqurses to- be taken
after. say. five ycars experience. should be given with greater -emphasis
on the aspect of construction of curriculums and syllabuses. .

.

’
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Hermann gives a good example in diagrammatic form of the flowsheet
of the curriculum development process within technical education hercunder:

Determination of )
Need and Demand |
. | 4 .
Statement of Aims - \ _
L - ’ - . ‘
Approval in Principle . e
\l Evaluation of Currigulum
Develop\n&ént of - ?
Curric ym [ ‘

[ —

Approval of "
Curriculum - N .
l PE— ) 2 -’ > . %. '
. implementation of X
. Curriculum . ’ : .
P oL ot Lﬁ ;‘A

Figure 3. Brief flowsheet of the curriculum process.”
i '-" ‘
%‘- f—’-‘“‘;“ff"“'ﬁ

* 16 jbig.

r
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For the construction of a syllabus for a given subject which may extend

s ovcf several stages, Hermann gives a flowsheet as under:

ERIC

Aruitoxt provided by Eic:

LY

<4
Industrial Needs Human Resources

I‘ . _ AV. | | . - J'

- - Aims of Overall Scheme

Determh‘iatiofi of Types of l
"Number of Courses : Courses ' Alms of Courses

N —

For a Given Course

Course Outline

L o
. L For a Given Strand
Suﬁject Objectives
Stage 1
. a " -
' ' bject Objecuves 3 2
- \ %l Stage 2 i o
- . ) . N :
4 \ . | Etc.
* ! ) ., . .
Figu?e 4. Flowsheet relating to the de!ermunatlon of objectives for a given subject.V-
'f?'t ®
Tl astt .
| 93 nﬂ B
17 ibid. * _ : ) : e
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’ those met with later ’lhc course.

]

Ve
Procedures vary in different states as to the aceeptance or amendment
.of a curriculum. a syllabus. -or a course. Usually boards set out the objee-
tives, these are worked out in detail by teachers andsenior statfywho are

actively engaged in tite arca. Prineipals, inspectors or supzrintendents then-

discuss these with the groups and when in final form they are usually spon-
sdred by the principal or other officer for final approval to a board of
studies or some similar body for gyjtimate approval by the director. They

-may be referred back o C‘arca’ committees for further consideration or

amendmen®if required. : .

One \principlc often used in course construetion is that based on
‘credits’This credit system is based on the belief that a cgetdin_ mumber
of unils at a certain level is necessary to establish the “standing of a
qualification. Weightings are given to subjects according to their cquivalence
(real or imagined) to established standards in secondary and tertiary insti-
tutions. .As an example. in WA, the ‘Technical Education Division bascs
its credits on the eqmivalence of 'a subject to the old intermediate or junior
;rtiﬁcalc which has a value of one (1). Subjects at the level of HS.C.
or matriculation have. value 2. subjects at the level of first-year university
have value 4 and sccond-year university have value 7. Weighting of this
kind has led to manipulation of courses to got the required number of
credits and has led also to some most extraordinary estimations of ‘cquiva-
lenceé’. Many students find some of the earlicr subjects more difficuit than

» Such methods of course construction should: bz abandoned and realistic
courses. based on industry’s real requirements substituted. even though the
accepted nuniber of credits be not reached.

The subject is well” discussed- in Hermann's- article which should be
studied by all interested in this aspect of training for industry.  * )

G

RECOMMENI')@;Q%. ) L \

(a) At Secondary School Level . L #
. 1. That sccondary education authogitics kgiv’e grealer attention to
. co-operation with industry in the construction of courses for

the ‘non-academic’ stream of students. This to be undertaken
by an independent committee not mérely by “educationists.

. 2. That more vocational guidance bz given ,in sgcondary schools
: in areas relating to technical education and to the requirements

of industry at trade and technician 1ovels.“Sth guidance to be

given by officers recruited from iﬁ’d'u'stig_{' .

" That Comtmonwecalth Scholarships be given to énable selected
students to’ take the courses that will be dcvclo’p#d in sccondary
schools in the pre-vocational ficld. ' I

:"J.

' . L]
4. That more cfforts bz made at secondary scheol evel to ascertain
- * what aptitudes students, particularly the ‘non-academics® had
: towards Some trade or technician trdining. i '

"N

. 5"-}'{‘-_'_‘»{.
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5. That people enteting the -teaching Nprofession be given full
credit for achievement in areas other than ‘academic’ subjects
and not be required to take further examinations for HS.C,
or matriculation,. before admission to teacher education courses.

* (b) For Industry and Technical Education

‘

1. That a Commonwealth Co-ordinating Committee be set up to
co-ordinate names and standards of courses throughout Aus-

tralia. ‘

2. That technical education authorities adopt a more realistic
approach in constsuction of courses so that the average student
can achieve a qualification in a shorter time than is generally
the cage at present. Courses to include a minimum of ancillary
subjeets., . :

! »

3. That more real co-operation between industry _ and technical
education be attempted in. designing courszs and that training
‘on-the-job” be more co-ordinated with education in technical
“intitutions.

. «{ "rhat the pringiple. of compili;]g ‘schedules of skills® be extended .

.. toll courses togother with a better assessment of the ‘body of
kpowledge. required. .

ore research be undertaken into requirements by indus-
thi$ be done by an indepzndent agency..

6. That a new definition of ‘tertiary’ education be given -to con-
sider th%tyf of a course rather than its entry standard, .

7. That research into the areas in whijch retraining of displaced
workers is needed be undertaken by the Commonwealth Govern-
ment. . ’ ’

8. That some fogm of co Isory education be sgiven to the
100,000 early school lgavers.

9. That the present form of apprenticeship be abolished and that
- it be replaced by some more modern and more flexible system.
ot . - .

-
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.TECHNOLOGY, TRADITION AND TABU: THE
PLANNING OF TERTIARY TECHNICAL EDUCATION

~ - IN NEW GUINEA f
3 P. B. BOTSMAN, B.COMM,, B.ED., T.P.T.C., M.A.C.
Realer in Fnglish Language, P/NG Institute of Technglogy
~—

In this paper I propose to outline the history of the Papua and New
Guinca Institute of Technology which is a relatively new institution, situated
in the Morobe District of NewgGuinca about six miles from the town of .
Lae. ) :

SIGNIFICANCE FOR CONFERENCE

-

N

- The Institutc of Technology was, with the University of Papua an%
New Guinea; the first. fyll-scale tertiary instilution to be established in the
Territory. This simplc fact alone is important, since completely new _incur-
sions into untouched educational arcas are rare enough and one presymes .
therefore, are of some interest .to_educational planners..Second,the-short- - ——
history of the institutc of technology might ‘wejl be seen a paradigm—a :

, 'modecl for the educational planner to ponder. The story of the institute’s
conception, genesis and subsequent growth highlights a number of problems,
not the least of-which is that perennial problem for educational planners
which is so aptly described in T. S. Eliot's words, .

‘Between the idea
And the reality
Lies the shadow’
. —but more on this a Ii.tilc. later. .

Thirdly, in a_developing country educational problems and practices
are thrown into sharp relief by thé very nature of the environment in which
they are found. T .

Finally, there i$ the sheer fascination of the problem itself—so that
if all else fails perhaps this account of the challenge and responsibility of
“planning tertiary education in technology for students whose grandparents,
if not their parents. were of the stone age, will keep you from abject boredom. -

14 .
, - o .
A BOY FROM TELEFOMIN ‘ /

Not.qujte eighteen years afo. in November 1953, two patrols set off
from a small .village on .the northern side of the main escarpment in the
centre of the main island of New Guinea. Across the ridges to‘the south,
the Fly River rises and from there Yrains a huge area of country finally ,
emptying sluggishly into ‘the Gulf of Papua; while to the north the mighty
Sepik runs down to the Bismtirck Sea. The two young Australians who led
these patrols were intent on making a routine census check of some of the

¢
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ncn;?hhourm&, villages. They had been at the small outstation for only tw
maonths and there was much to be done. Neither man ruujmd Thé primitive
tribesmen of this remote arca attacked without warning. Both patrols were
z/zmbushc bu,ausc as was later dxscavurul the I()qu lnghl lt,adt,rs had bun

_/ passd Ld(] aml the two )oun&, mlmmlsu.(lmn oflicers’ were sava&,uly cut
J down. together with a number of their native policemen. This incident.

which took place near the village of Telefomin just cighteen short years
ago. has been recounted to remind you “of the enormous cultural gap that
has te be bridged in New Guinea. By way of conclusion to his aceount of
this incident in his book Justice Versus Sorcery, R. T. Gore had this to say:

"“These people had no knowledge of the outside world: The Adminis-
tration to them was composed of the two white oflicers and a handful
of police. The rule by this small band over so many seemed incon-
gruous. The regimentation of thur lives was irksome to them: they
were not allowed to fight one another: they were. made to clean
their villages and because of a belief that the taro. their staple dict,
was buommb smaller since the advent of the white man, they were
troubled ) This was a war to exterminate the Administration as they
knew it. so they could live the old_life.’ s

P

and this simple. sanc analysis of the situation by a judge who'spent many
years in New Guinea amply underseores this point.

But you might well say that this is falsifying and overstating the picturé

because the Telefomin tragedy emphasizes the sensational and the atypical.
and indeed it does. But | lold this story partly fnr another reason and it
is this.
N ) 4
Two years ago now. a colleague in my own department mentioned that
he was going to take a run into Lae airport to see one of his former pupils
from Brandi .Hi;bh School near Wewak. This lad. it appeared, had a half-

hour stopover in Lae before going on to Port Moresby where he was going

to enrol as a ‘fresher” at the Uhiversity of Papua and New Guinea. This
young man was from the Telefomin arca. Of course there-is stnll no high
school in Telefomin and it is perhaps unlikely that there ever Wwill be. but
* there are over fifty in Papua and New Guinca ndw. where there were none
in 1945."and only one or two as late as 1955. The point is that manﬁ\of
the students who are passing (hrough those schools and entering temary
institutions are not very different in backg:round to the lad from Telefomin

in my story. . a/ \
Now. the boy from Telefomin is not meant to b rcprcscntatwe His

casc is clearly qu:tc exoeptional but there are many. many students in
tertiary institutions in the Territory whose immediate forebears. if got as
bloody. are almost certainly as backward. For instance. of the 330 students
we have at the present time in the institute of technology. qver 75 per cent
give as their parents’ occupation. two telling words—subsistence farmer’ .«

‘I will not dwell on the human environment in which and for which
we_are working because I amh going to. assume that you know something

102 . ot
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N magic key to the whitc man’s secret of success and physical ﬁomfort

»

of the Territory. Rather than conclude with .a depressing catalogue of
problems I merely add my personal cndorsement to an observation made
in paragraph 1.69 of the Curric Report 1964, It reads as follows:

‘But we have found nothing at all to suggest that there is anything
inherent in the mental make-up of Papuans and New Guincans which
would prevent them from grappling, successfully. with the - great
intellectual Lﬂort that they are called upon to make.’

But there yet remains one very lmportant facet of the human cnvnron-'
ment which must be cmphasiZtd, and it is this. The views of the p.ople
of Papua and New Guinea themselves, until very recently, have not and
clearly could ot be sought conurnm;, the type of education they wanted
for their own country. Education, in all its, forms, it is important to realize,
has been unporml and imposed dn Papua and New Guinca.

The faet that cducation has been enthusmstlcally supported by thc
indigenous people of Papua and New Guinea should not be fillowed to
obscure this‘impprtantfact, for it may be that the main reason that education
has won widespread support in the Territory is as Brian Essai has sug,gcsted
in his book Papua and New Guinea: A Contemporary Survey.

=% “Dominiated by an epistomological system which uses mytk and maglc

to mtcrpret rcality., the native regards European education as the

’

It js lmportar)t then that we allow (hc possnblhty that what we are
domg\m the Territory in education may not be understood in the ways that

we would like-it to be understood. Indeed it may even b¢/true that mary '
“indigenous people will become disillusioned. frustrated and bitter when

they come to realize that education in and of itsclf will not bring them_ the-
affluence and.comfort that Europzans in ¢the Territory often so complacemly '
accept as their right. Yet clearly most people expect the local people ‘to

rateful for what we have done and are doing for thenr and let me
assure you. in their own way T have no doubt that they are; but despite
this T want to stress,againfthat they have had no real say about the way that
education in the Territory has developed. particularly at the most advanced
levels. Now it seems to me that this negative facet of the Buman environ-
ment is of cntlc['il importance for at least four reasons. -

I. Social pressure-from, the indigenous people to 1mprove seducation
is unlikely though &nsndcrablc pressure_ to extend it should, be
antncnpatcd ' .

)

advanced socxety are absent.

3 l-whch education is seen as a magical way of acqumng cargo "any
hint! of4criticigm -is likely to be stillborn Because' of the awe And
respdct .that the upmitiated mvanably have for the cognoscenti.

4. " Finally, because of the\rack of irteraction with the local community
in the circunistances T have described. there is a danger that educa-

tion will tend to long remain isolated and aloof from locgl culture °

instead of becoming -an integral part of it.
103
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It is so very easy to forget the human environment, but it is worth remem-
bering the.enormous responsibility we have aceepted in that we are deciding
whatWhey want. ) /

r cducation;

'But to return ) it
o 1963 whcn it-all A/drtud

‘vision and to go
A Commission on Higher Eduultinn in Papua and New Guinea was
appointed in February 1963, by the thgn Minister for Temsitories. the Hon.
Paul Hasluck. It consisted “of Sir :George Curric as Chairman, Dr. J. T.
Gunther and Professor O. H. K- Spate. For our present purposes the most
1mpmt'mt of its terms of_ reference was a ruqummcnt that the commission
give particular attention to: ‘The establishment in the ‘llrntnry at the
earliest practicable date of an institution or institutions, to provide education
at or ncar the university level; and the range of coursese the degrees or
diplomas to be awarded, the standards of entry and of graduation. and the
staff and facilities likely to be required in succsssive stages of the develop-
ment of such an institution or institutions.” The Commission was also
required to make recommendations, concerning the location” of any new
institutions\zmd to produce a timetable for. their -establishment.

;s/tlmc to alter our angle of .

the Minister for Territorics (thén
arch 1964, and released to the

The Commlssmn s report was
Mr. C. E. Barnes, MHR) on th
‘public soon. after.

®  Two .major themes were developed and reiterated again and again in
the Curric Commission Report. The first might bz termzd simply—the sense
of urgency—that all “mzmbers of the Cemmission felt- to exist. For instance,
the very first paragraph of the report refers to the fact that educationsl
developments in the Territory of Papua and New Guinza were lagging ‘very
seriously” behind current needs. and similar comments: are made time af
time. Seven years on, that message is-still worthy of our attcmxon

»The second major theme which is repeated over and over again in
the Curric Commission chort is the need to plan for balanced educational
development. to avoid cxpensive duplication of resources and to establish
< system of co-ordination and control over future developments in higher
education in the ‘Territory. g

-

"But despite the eloquence of the Commlssmn $ plcas and the cogency
of their arguments. present realities only vindicate thgir warnings and the
-soundness of their advice. Not scven years after their r!‘port had been lodgad
in Canberra. the ‘same government and the same ministcr have had to
-announce a further commission of enquiry—-this tlmc. as you are all no
doubt aware. to look into the lack of co-ordination in higher education in
the Territory. This commission, under the chaxrmanshnp of Sir Alan Brown,

is sull cons:dermg “its verdict: ’

But on the othcr hand the Curne Commissioners may have drawn
comfort initially from the fact that the Australian Government did act to_
actually establish the institutions recommended in their report. In the eyent,
two tertmry institutions commenced teaching early in 1967, just two and

——
104

109 - I



O

ERIC

Aruitoxt provided by Eic:

a
i

a half years after the report was lodged in Canberra. In that time the

necessary statutes had been promulgated, Some staff had been appointed, a
site obtained and a building program commenced. '

THE IDEA AND THE REALITY

Earlier in this paper Eliot's lines from The Hollow Men.

~. ‘Between the idea s ’ -

" And the reality
Lics the shadow’,

were quoted and it was suggested in passing that these lines might serve
as an occupational aphorism to be constantly kept in mind by cducational

-planners everywhere. They are particularly relévant in the New Guinzan

context for a wide gulf has come to exist between the ideas which germinated
in the minds of the Curric Commissioners and what has actually come to

v pass as far as tertiary technical education in the Territory is concerned.

THE ESTABLISIIMENT OF TERTIARY EDUCATION IN _PAPUA .
—-AND-NEW GUINEA ™~ — -, ‘

Most of .you will-be aware that following* the release of the Currie
Commission Report, the University of Papua and New Guinca was cstab-
lished in Port Moresby with onc of the commissioners, Dr. J. T. Gunther,
as its first vice-chancellor. However, few will now be aware that ths com-
mission also recommended “that what they called ‘an institute of higher
technical education’ should be established at the same time and in the
same place at Waigant in the Junc Valley. In short, the Curric Commis-
sioners envisaged that the two institutions should be founded on the same
campus. This was so that they could share facilitics and -other costly
amenities such as a library. It was also designed to facilitate the co-ordina-
tion of the higher education that they considered should develop.

But for once at lcast ‘in New Guinea, an arranged marriage did not
quite eventuate, though doubtless solemn vows were duly exchanged. In
fact the two institutions did cohabit for a year in Port Moreslyy sharing what
facilities there were at the timc. However, the marriage was nesver really
‘on’, for in 1966, a Mcmber of the House of Asscmbly who was also at

“that time a ‘member of the institute’s governing council, introduced a Bill
“into the Housec which provided for the physical separation of the institute

and the university. The ostensible reason for the introduction of this Bill
was said to be because- it was felt that New Guinea, which is a United
Nations Trust Territory was being neglected, while Papua, an Australian
‘possession’, was getting all the educational ‘plums’ But in any event, and.
for whgtever reasons, the Bill was passed by the Hous: of Assembly, with
only tééen opposition from the Administration; Canberra then gave its

consent ‘and the diverce was complete. Let us list therefore as our first -

determinant of the pattern of tertiary technical education—political consider-
ations—for there can be no doubt that the argument adducsd in ' the

-"House of Assembly in suppori of the separation of the two tertiary institu-
“tions was a persuasive one for at least two reasons. -
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First, as suggested carlier, New Guinea. as distinct from Papua, is a
United Nations Trust Territory so that what Australia does north of the
Owen Stanley Range is under fairly constant international strutiny. More-
over, there have been in recent years a number of outspoken attacks in
the United Nations specitically directed at Australia’s developmental policies
in New Guincea, 1t is arguable ‘therefore that the case for separation was half
won before it was cven scriously proposed.

Secondly. and althnugh I have suggested already that education. bzcause
it has been imposell on the Territory has™not been particularly subject to
local intluence. by‘l%() the new House of Assembly had begun to operate,
albeit in limited ways, as an arcna for regional pressure groups. Representa- .
tives from the islan{!s .u}d’fhc ‘hightands might well have been seen therefore
as likely supporterq of the move to Ioeate the institute of tcelmolo;_.,y away
from Port Moresby. '

Political considerations then. both th()SL that emanated from New York
and influcnced Capberra. and those that came from within New Guinea
itself, were important factors that helped to shape the development referred

- to. !
-~ et us now imigine an underdeveloped « wniry ‘X' where there are N
two institutions ‘Y" and ‘Z’ to be established at post-secondary scheol level,
* from funds supplicd by country *A’. The two institutions are to be built on
adjoining campuscs at- point ‘M™ and they arc to be the only institutions to
offer higher education in the particular subject areas allotted to them. Let
" us suppose too. that two autonomous but marginally interlocking governing
bodies are sclectdd to run the two institutions., And finally let us suppose
that institution 'Y’ is to pmv:de courses in arts, education, law. science and
medicine. while msmutnon ‘Z’ is to provide courses in technological areas.
in particular, in ﬂngmccrmg and~ -commerce.

Now this prescription gives us- amplc scopc for conjecture but. let us
spice-the mixture just a little more. Let us have the government of country
‘A’ on the advice of a committee of enquiry ‘decide that ghe courses in our
technological institute are to be given at a lower levell Let us say that
institute ‘Y will award degrccs' and institute *Z’, diplgfas.

Here is a perfect]y conceivable and apparently “straightforward educa-
tional stratcgy. But. of course this is only the_idea. As the translation of
this idea into reality begms certain de’vclopments are likely to occur. For
instance it is reasonable to assume that country ‘A’ will appoint to the
governing bodies of its two projécted /nstitutions. persons with particular

v interests in the disciplines to be taught: Thus on the governing council
of the one we would not be surprised to find a lawyer. an educationist
and a doctor while on the other we fwould expect to find engincers. archi-
tects and businessmen. .

Well we could go on and on llk this but we have cnough to develop

several tentAtive ideas at thls point.

First. the members of the profess'ons represented on the council of
the technologically oriented institution will tend to feel that.their professions
have been comparatively slighted. and second. given this basic dissatisfaction
about status, it is}likely that status equalizing Torces will be generated. .
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Returning-to actuality, in the writer’s opinion, a sccond major factor
that has helped to shape the pattern of tertmry technical ¢ducation in the
Territory of Papua and New Guinea has been the influence of professional

occupation groups.

OTHER INFLUENCES AND CONSTRAINTS

The Curric Commission Report makes it clear that (fie Commissioners

had in mind an institute of technology for the Territory having approxi-
mately the same sort of relationship to the university as the S.A.LT. has
to the. University of Adclaide. But three critical differences” conspited to
makg. this analogy.. unpt.rfc.ct first, it was not envisaged that there would
be any course duplu.dtlon in the two institutions planned for the Territory,
(In South Australia ag you are all aware, it is possible to complete a
diploma in the institute of technology or a degree in the univemity in the
same arca of study, say for example, civil engineering.) This meant that the
only institution that could supply professional manpower needs in engineering

—-could not-grant-degrees, only diplomias. Second. although the Curfic Com-

missioners had suggested that in the beginning, entry standards for the
institute would be lower than those for the university, this proved to be
impractical, since. as entry to the university was recommended after four
years of secondary school, this would have meant that students from Form
11l would have formed lﬁlt— intake to the institute. In the event, students
at this level would have been yuite unable to cope with the courses suggested,
since any course with a tcc.hnologu.al bitas demands a thorough grounding
in both mathematies and science. Hence when these institutions began to
admit their first students they cachr dcmanded the same entry qualifications
and standards. ¢ .

Finally, it was soon realized thdt if students were to achieve reasonable
standards of competence in technical arcas the length of the diploma courses
would have to be of five years dygation, since even with a Form IV ‘entry,
they were still ill-equipped in mdthematics, physics and chém’nstry The end

result was that it was decided that diploma courses ip engineering wouldﬂ

necd to be of five years duratiop which was the same Iength of time take
by students entering at Formt IV to gain a degree from the university.

' In the light of the comments just made we must now add a third
factor, for remembering that. ‘education is a scamless robe’ it is clear
that pre-entry achicvement standards were another critical factor.

In addition to the factors of political and psofessional ‘influence and
the pre-entry achievements of the student input, one further factor which
is a little more difficult to define or describe, but which is none the less

- powerful for that reason, should be mentioned. In a colony, among the

intangible .imports from the metropohtan country are included attitudes,
including attitudes to education. And it is this factor, the subsconscious

intangible and ‘rarely identified preconceptions and attitudes that we bring -

all unnoticed to our educatjonal thinking, that constitute the fourth shaping
factor that has influenced the development of technical tertiary educatlon

in the Territory.
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Well the scenario is now written and the actors ready to begin, but at
this point I will notedwell on detail but simply sketch in some of the m.n]or
developments since !'9(\(» .

L. Before the move to lLae actually took place i carly 1968, the
nstitute council advertised for and subsequently appointed a dirgetor
and a PROFESSOR of civil engineering. N

2. The council}'mposcd and Canberra agreed that institute staff should
be placed oW the same salary scales and given the same conditions
of appointment as the staff of the University of Papua New Guinea,

3 In 1968, a sccond school. the school of accountancy and business
studios (the first was engineering) was formed and admitted its first
students in that ycar, '

4. The year 1969 saw the House of Assembly Ordinance amended to
change the institute’s name from the Papua and New Guinea Institute
of Higher Technical Education to the Papua New Guinea Institute
of Technology.

5. 1970 saw the samg Ordinance a>1cndcd again, this time to allow
the institute to award degrees.

6. 1971 —saw two new Chairs created and filled—one in electrical
engincering and one in architecture and building studies.

Which brings us up to the present time when we have in the Territory
two full-scale teaching institutions, each autonomous and each having the
power to award degrces and the story is yet unfinished.

DEMOGRAPHIC DEMANDS AND COURSE DEVELOPMENTS

Because students enter tertiary insfitutions in the Territory after only
four years of secondary school. introductory or pre-tertiary studies are
needed. In the institute. this has been catered for by creating a school of
basic studies which consists of all the departments offering service courses
to the professional. vocational schools. It has been found that students need
to do 1} to 2 years in this school before commchung their undergraduate
studies prdper. The departments within this school are those of English
language. physics. ghcmlstry and mathematics. Now, despite the fact that
we have been successful in recruiting what T consider to be firsg class staff.
all these departments have had very great difficulty in bringing the student
nearer to a stage of achievement where tertiary studies can be confidently
commenced. Failure rates in first year. have been as h}'gh as 33% per cent,
so student wastage has been great. .

Yet the interesting thing is that th‘s high failure fate has tended to

" work as a balancing factor to the vertical aspirations of the institute as a

body ‘corporate.. already discussed. In’ fact. so many «tudents have failed
that the institute is naw offering a twp-stream course. and cven a third
stream has been considered. Hence the institute. though it now awards

- degrees to its top stream of students who will be very few in.number for
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many ycars to come, awards diplomas to a second stream and plans are

currently bemy considered to try to devise progranunes for some students. at
even fower levels,
S : s o

In o country where skilled imdipenons manpower s stll virtually un-

procurable and where the students who are failing represent the very best”

students the Territory schools can pnnluu and where the tiue we have s
S0 xhnrl'\w.nl.uw of manpower talent s quite unthinkable as well as being
uneconomic. This realization has gradually, therefore, led us to the situation
where we have W true polytechnic, in the literal sense of the word. and in
my view' this development is one to be applauded since one implicit theme
in this paper has been concern that educitional organization patterns from
overscas Buve been imported and imposed  too uneritically in (€ New
Guincan situation. ' - .
Another influence factor isi the teaching/lecturing staff, but before
dealing with this sector. some ()f')nu may be wondering about the material
wnputs. including physical plint, etc - Icl me Quickly assure you thyt wé
have been given éverything ‘we need in this regard - noyp cvgrylhmg we
want. mark’ you. but suflice it to say that the institute is housed  angl
equipped according o AULC standards. To return now o stafling. VJc
have been most fortunate in this arca. becanse we_haye been able to

Pa

recruit a young. enthusiastic and extremely well-equipped stafT. but acuté”

problems still remain.

The teaching problems occasioned by the challenge of introducing
pcople from a stone age cnvironment to the sophisticated technology of
our comiplex twentieth century- world. are immense apd they are particularly
so in pre-undergraduate teaching arcas. In the school of basic studics it
has proved possible to recgunit people with teacher-training and teaching
experience in schools as well as the necessary academic qualities; it is much
more diflicult to recruit an engineer or a surveyor with this sort of back-
ground We try t@ meet this problem by running regular lL.lChlﬂ&, seminars,

by using modcrn and at times extremely- innovative lcadnng, approzu.hcs

but the tcachm&, l.nsl;ls extremely u)mpltx and this will remain a problem
area for some time.

However. there is because of this situation a readiness to experiment
and to try completely new approaches. I thereforc have no reservations in
nominating the teaching staff and their attitudessas another potent shapmg
factor which has helped to determine cours;srcnd progcd};ms

In addition, the founding director of the institute. Dr: W. E. Duncanson,

has offered dynamic leadership. wise counsel from his long expzrience in,
veloping countrics and the sort of positive engouagement and example
that .only comes. from one who has what Carlson has. called ‘systemic
perspective’. New Guinea and the institute will be the poorer for his departure

at the end of this year when he is to retire.” Finally. the genesis’and growth’

of the institute has taken place at a time when. very much belatedly. there
has been widespread recognition of the need, to train indigenous people

for high level positions. Independence is very close and in dg'clopmg

countrics it is always later than you think. but it j1as taken a long time for
this message to sink in. The urgendy of the problem is recognized now

and an immediate result has been a scramble to demonstrate this awareness.

4 -
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Accordingly, a host of new trainlge mstitutions have emerged, with an
expensive and unnecessary proliferatign of educational and tramning agencies
Even lip service to co-ordimated plagaing seems now to have Been abandoned.

~ but that 18 another story.

It now remains to wn\ulgr what sort nf conclusions ¢an hc drawn
from the brief case study outlingd. Here it should be understood that it is
not the writer'’s intention to draw conclusions thabpre specitic to l’upuu
nd New Guinca. Rather it is hoped that certain broad general principles
related to- planning for effective education in any ¢ontext might be wdentiticd.
As was suggested carlier, in a developing coyntry educational problems and
issues often appear in sharp relief. Ilopdullv. therefore, it is suggested
that we might be reminded of the following intervening factors. .

I. Educational planning s constrained and influenced by political
considerations, both national and international.

to

Educar planning is’ constrained and influenced by such socio-
logical iactors as the occupational status and aspirations of its
practitioners, professional interest groups and the prevailing socictal
attitudes and values of the population served.

3. Educational planning is systemic. No one part”of the cducational
system is independent of the others.

4. Educatignal planning is influenced . and  constrained by 3ocial,
economic and demographic pressures in the society served.

5. Educational planning is influenced and constrained -above all by
psychological and ceven anthropological pressurces, .

There are doubtless other influcnees and constraints, but this list suggests
that educatiomal planning involves political analysis, psyvchology. economics,
demography, sociology and anthropology. And of couyrse you would have
me add educational expertise. However, it*should be pointed out that in
the example cited in this paper—ithe planning of tertiary technical educa-
tion ‘in Papua and New Guinca—ywhile the work of cducationists is in
evidence. unless [ am seriously mistaken, professional expzrts from other
socjal science disciplines have not played "a significant part. Intcrestinfly

ﬁl\lgh I ha.. not met any such experts or heard their views on educational
planning at this conference. at which point, cnnu;:h I would only add tﬁ'fs
Tradition and tabus are still critically important in New Guinea, however.
technology is being imposed on this souctv and a culture that ‘has existed

" for centuries is disintegrating bafore it. In Western terms we are achicving

success but can we educationists qucrLI\ bplieve that we have really planned
for effective education in. the Territory, and for that matter, what of other
far more famllmr places?
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COMPUTERS IN AUSTRALIAN EDUCATION—-A
COMPLETE SYSTEM

s a

- HOS AMCAHAMS, M SO, DIF LD, MACIH

1OM Awstralia imited

[ wish to state my behief that the use of computers i education is nor
nstificd amless they merease the efhcieney and quabity of the education
process. However, T fiemly believe that computers. together with careful
ﬁ?slcms planming can increase the eficiency and quality of education.

In this paper. T will deseribe as T Ree 1t the applications of compulers
in primary and sccondary education as a complete computer system. What
[ will be saying is pertinent. not oaly to state school systems, but also
to independent schools which conld band  together to share  computer
facilitics. -

The major application of computers in cducation has up to this stage,
beerr limited (o tertiary institutions; their use n primary and secondary
education has been minimal,

A stndy undertaken by the French Government and the French com-
puter mdus(ry has predicted that in thirty years, the amount of computer
usage in education would ¢qual the total of computer usage in both industry
and science. The implication of this staggering prediction is that the rate
of growth of computer applications in cducation will be far greater than

the rate of growth of computing in general.

There are three major arcas of computing applications in education:
1. Egducation department administration
2. School ‘administration v
3.- Computing in the classroon.

) ! -
In practice. there is a considerable overlap. .

1. Education Department Administration

he highly centralized education systems of Australia arc some of its
largesh single ‘industries’. In N.S.W. the education system costs around
,5500.000.000 per annum: it involves, around 35.000 teachers and 800.000
studcnls The problems of admlmstcrmg such a system are immense. Just
as computers have been used successfully to administer large industries.
so computers can aid in.admidistering an education system,

Already the N.SW, Education Dcparn’ncnt and other statt education
departments have been using computers in a wide varicty of applications
" for about a decade. However, their potcntlal use is f3 greater. At present
the areas of computer usage are mainly in lhc processing of public examina-
tions and of teachers’ payroll.

N 111 . .
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. year.

g mager patt of cducation departments” records of 1eachers, schools
and stdents e stll kept by onethoent manual ssatems that are ditheult
o matng and adnnmstes Inoaddigon, these reconds are hept inoa vanety

places and contym a vast amonnt of feprtitive o Cdundant informa
tbon, teachen’ tecopds are Kept an halt o dosen ditferent seqtions of  the
depirtinent, vanvime from sabuies branch toarca othee, while most students’
tecords are hept m schools ’

From these reconds, flow a large pul of the dav ,%\;d.n' admmistering
of the education sosiem, teag hu placement, inspection tansfers, promo-
tions, school bubding, mnn gec, stadent reports, scholvsaps and so on
Al these numlx form ohly bauis for cffective educational research
;de plannmyg

It som the agea of tecord-heeping and s subsequent processing, that
llu u\mpulu has a great futie appheation in gdu\\muu (hu._ Appendix A)

The u)mu\mn from a manual to'a \nmpulu syvstem h\ the cducation
system has nmany amphoftions o the chisstoom” teacher

1 In reference o teacher records, ,
(a) the teacher does not need to i1l as many forms:

~ , Lo

(bY the cducation system responds more quickly to ghe individual
teacher’s request; for example, delays are mnimized in pay-
ment of ssghary following a thansfer (at present, records in
suli'_“/cs bramch may be detaved i their update);

In reference to xl;Acnl records.

2
(a) the teacher has an ctheient means  of (r.um&, his students’
background nn hn subjeet; )
(b} the students’ re,pnr(s are more efhewently generated;
¢y the teacher ‘gu(!ns a broader Knowledge of the whole education
\

. system, ’

J B
Detailed records hept by a computer are referred to as a ‘data base”.
There are many problems associated with the setting up of* an cducation
data base. As yet. no state education department keeps all its records on
a computer. The NSW. Department of Education are currently investigat-
ing at the Systems Development Institute of IBM in Canberra, the practic-

ability and mplicagons of setting up an cducation data base of the NSW.

education system. The results of this project will be published carly next

-
2 Schohl Administration bd

If all of the records of teachers.and the students in a school are kcpl
on a data base. much of the ckerical work of the administrators and teachers

Yis avoided. The central cducation computer virtuatly acts as a service

bureau for cach individual school. The major arvas of application are:

1. Student reports ) , -
- .

"
1]1. »
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2. Term staff returds’

Lt
2

3. Timetqblcs.,!f‘“ ‘ , .

Currently, there ar¢ around fifty seco&i;‘y schools in Australia’ that .
use=a computer in prodycing student reports: These schools have found that . ..
the advantage "of Using a computer in this area is the saving of teachers””

. professional time at each-reporting period., The major time saving is in
the avoiding of passihg reports from teacher to teacher and the transcription
of marks from ope book tguafibther. . G- . ) '

" “The completion_ of, the term staff. return by .the principal is a chore; .
that can take up to a .peek. Much of the ‘information contained on  the -~ |
staff return- is repetitive ’ﬁn{ormation about the school, the teachers and’.
the students—information ‘that the department already knows. In a computer
. system, the.school weuldgpgovide at the beginning of eaéhyear.'information'
- about new teachers and st@fients, the classes in which each student is enrolled -
. "and the classes that- cach teacher takes.” This information is sufficient to
produce class lists and ‘provide the educationdepartment details of class ,
'sizes and teaching loads—all the”information that is required for the staff
. -fetiurn. At the end of each assessment period, teachers would write student
" assessments” on the class lists and ‘any changes would be recorded, student
- feports’ ' would then be printed and returned to the-school. ’

~

“

\

. .'One-of the first questions that teachers ask.- about computing is ‘when

- will there ‘be developed -a computer system for producing school timetables?’
- The design of.a good -séhool - timétable is a difficult task; many schools

. do not produce a timetable until well into first term. However, a really
efficient timetable designer can produce a good timetable in less than a
week. No computer system can expsct to do better than this.

- The timetable problem is as old as computing; the numbgr of com- "
binations of possible timetables “for a school, is” astronomical -and-,even too
.. large for a computer to consider every one. Also, the varidus constraints
placed on the timetable by the school may produce no solution. The best
thit a computer can do in solving the timetable problem, is to produce
a number of different solutions and leave the final choice to the teacher.
I am yet to be convinced that a computer can produce better timetables
more quickly for most Australian high schools, than a good manual
system. ' ’ . ST

- 3. The Computer in the Classroom. o v
The use- of the computer as an aid to teaching and learning in the -
classroom is a very exciting development in education. I wish to distinguish
between’ Computer Assisted Instruction (CAI) and Computer Aided Learn-
ing (CAL); CAI implies the question, answer, branch as in programmed
learning and is particularly -useful in the teaching of basic skills and in
diagnostic and remedial education. CAL implies a greater participation of
the student in the learning process. : - o
The most ideal medium is a computer. terminal of typewriter-type or
visual display. Experiments in many subjects can be carried out on the
terminal rather-than in the laboratory; simulated “‘games can be played.
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%/ In othér words, the computer terminal is the medium for instant demon-
. stration of basic principles of any subject. (See. Appendix B.) ‘

. The means ﬁ;r programming ‘tgese simulgted models and experiments
3,\"_3" can be any higher level programming langiage such as FORTRAN or
Q @LNBASIC;‘ however,'_a new programming_ language callgd‘ APL (A Progro%_

_#" +-ming Language) is the most appropriate language”in’ education. APL

"  primarily a mathematical language faithful to theorems of mathematics; 1"
- - has been develgped as a programming langvage for a computér. but it

contains ‘no ‘key words’ and makes the computer transparent to the user.

» This implies that the teaches can describg a problem or an experiment in
... - APL-and then enter the algorithm into the eomputer terminal; the problem

. % or experiment can be tested by the student Wwho'leatns by doing, and
);\‘ * understanding. - : % ' .

¢ .
» + ‘ ~

It is ‘not necessary for each stydent to be. seated at a ‘terminal. All
- that”is required is a single terminal placed near?the teacher’s desk with a
closed circuit television camera monitored on ‘the ,output of the. terminal
= so that all students can see the résnlts. . s

. APL is already bging used ™, this environment in a number of overseas
schools and universities. At the University of N.S.W. a heat exchanger
experiment in the Department of Mechanical Engineering, has been entered
by APL: rather than take 'a whole afternoon to do the experiment in the
,Iaﬁoratory, and maybe get misleading results due to an inexperienced,
technique, the student takes around eight minutes for the computer simulated *
" experiment. The time saving and’ the .more: dramatic understanding by the

.students has been highly praised(’by both lecturers and students.

~Theterminal is a highly versatile educational tool for the use of the

classroom teacher. Not only can he use it for demonstrating principles in

his subject while teaching a group,’but also, he can use it as a laboratory for

his students; the records of each student’s experiment can be kept internally

! in the computer, thus further assisting the teacher in his classroom

. administration. A :

. . L dd . - .

Another area of the application of computers in the classtoom is in

the testing of students. I do not refer here to objective testing on stare

sheets and marked by the computer. I refer to providing the classroom

' teacher with a set of graded tesf items from a bank of test items, classified

according to accepted educational gbjectives. The test items would be

graded according to difficulty and the rg%t-s of the test could be standard-

ized and compared with the overall studént population. The library of test

items would have previously been written and tested by experienced
teachers. . )

With the possible end of public examinations, this application of the
computer in the testing of students’ pro%(ess, goes a long wgy to ensuring
a-comparable standard of education to all students throughout the education
system. The N.S.W. Department of Education are conducting research in"
this application. o
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4. The Implementation of a Complete Educatiow Computer System

The major corﬁponent of a complete education computer sysiem is the
data base. Problems that need to be examined carefully are:

- : \
1. The collection of data efficiently, and the updating of records.
t
2. The retrieving of "information froh the records without delay.
'3. Security and civil libertiess 4 d

All of these problems exist with present manual methods; it is the spdd
and efficiency of the computef®that "highlights each one. £ :

The most efficient method of collecting data and enferjiig it into-the
computeg syst¢m is the 'use, of the type-written or hand-yf%en_.docum'ent
as the input to_the computer. Optical character readergexist today that
will read hand-written ‘characters-and type-written charggters ‘of a number

© of different fonts. The traditional means of inpit to tha computer, cards
produced from a key punch and verifier, is slow dnd eXpensive and in-

- appropriate for such a largé syskm. Another form -of inpud\ that is very

suitable, is entering the data directly into the computer_from a remote .
terminal. (See Appendix C.) FIE I |
It is no uge keeping up-to-date ecords that cannot be Jaccessed and

processed to afswer day-to-day quest Ons og, teachers and . Administrators.
The data base Must be flexible enough\Yo. prodf’lce answefs, 'not only to
known questions, \but also to questions t may not y€t have occurred.

It is absolutely necessary that an education data base can be accessed
only by ‘authorized people. Some pedple may be authorized to access
 the completquadata base, others only a portion of it, The means -of acgess,
must also cure; for instance, some questions could only be "answered "~
., from a single terminal placed in the Directdr-General’s office. RN .
There is always a danger of misuse of computer data bases. The moral
aspects of keeping records on a computer are necessary to consider~in’ the
design of an education data base. For instance. I believe, it would be an
. ‘infringement of civil liberties to keep secret information about -individuals;
. it would be desirable if teachers were given an annual printout of their file
. so that enors%n be détécted and erased. It is likely that centralized dats
basqg ill ‘be the subject of protective legislation in our parliaments; this
has %ady occurred in the United States and other countries.” .

v . . . .

5. Cos\lx ) L o S )
_ The Bank of NS.W. has ‘equipment to the value of approximately

$10,000,000, Qantas around $17,000,000, the TAB- of N.S.:W: about

$7,500,000. The computer hardware costs amount.to less than half the total

costs - of operation including people and office space. Yet each of these *

enterprises. justifies this large cost with even greater savings. ’

The “education industry in each state is even larger than these com-
panies in terms of annual expense and manpower. It is not easy to measure
the benefits of a more efficient education system in-economic terms. What

. are the. implications of increased efficiency caused by the greater use. of
computers? The following table gives a simplified view: ‘
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" Result - _ D Saving .
1. Higher quality of learning, A more highly trained L’wor force in

. ;h?eommunity \,
2. Léss industrial friction between ore katisfied teachers/)lower resig-*

teacher and gmployer ~ nation rate
) 3.. More efficient Tecord-keeping | Fewer mupdane clerical jobs, bet- -
: S ter, dplanning., '

Consider. the resignation rate of teachers at present in N.S.W., which
has risen from nine per cent h few years ago to thirteen per cent Jlast
year, and is still rising. If this rate of growth can be slowed by a more

- efficient ad‘m@nistr_ation System, say, by ope thousand teachers: each_year,
 then one thousand fewer teathers ned to%:lter the system each year. The

cost savings in teacher -ua.injgg\_and recrui

T A ‘complete’ education system c(»;j,nputer system would have a large
central computer, terminals in Area offices and a:terminal in each high
school; this would be a large system, of comparable size to the three-com-
panies mentioned previously. In such a Wwidespread system, transmission
costs are' high. In total expensg/ the cost”of;,;)perating such a.system could .
be up to $5,000,000 a year for the State of ‘N.S.W. for example; yet this
=’ only one per cenﬁ(xthe present total education budget of the N.S.W.

ent are very large.

education system. ‘
. rF 4 . »

Summary ( .
I stress my belief. that computers are not justified in eciuéation' unless .
they increase the. fliciency and quality of the education prqcess. However,” h

it is also my firm belief, that computers together withycareful systems plan-
ning can increase the efficiency and quality of education, . . o

The next decade yhould show a dramatic
computers in education in: . Ty
1. Education system administration.
2. School administration.. o )
3. Computers in the classroom.

The most dramatic gevelopment of 'cdmputers' in education is likely
to be in the setting up of an education data base in which records of all -
aspects of the educationsystem would be kept.

The costs of: iuiplementiﬂg a ‘complete’ computer system are small
compared with the total cost administration; but the benefits from an
¢ increased efficiency and quality of education are considerable. ha

P2

To the classroom teacher the increased use’ of computers can mean a
reduction. ‘in clerical duties, a greater degree .of communication with the
education department, better industrial relations and more useful inform-
ation. In the classroom the teacher has, in the computer terminal, a powerful
teaching and learning aid. ' -
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UNIT PROGRESS—AN ATTEMPT TO CATER FOR/’
. ‘_ " INDIVIDUAL DIFFERENCES . A

' ‘/—" MARGARET PHILSON, T.H.C,, M\A .CE. .
- Y
Curnculhm Oﬂlcer, WA Dept. of Education

]

'An atterript has been made by’some edycators in Western Australia to \
move away from the ‘graded’ system which fits a child jato & predeter- |
e mined course based on chronological age. It is argued that the needs of
the child, not-ehronological age, should” be the determining factor in
choosing a gofirse.\ i

We accept that each child is unique and thfit background, expenences
physncal features, abilities; interests and perceptloxis differ widely. Do we

- accept that variability of performarge is clearly. apparent in the early
stages ©f primary schoolmg and that this vanablhty increases with increading

grach" ,
. Flgurc 1 shows thc varjability of performance of a group of children
_in matbematxcs after one year at school. . : =
- ., - . N N I ol
L i J
"'ﬁ .I \
{ > _‘ ,
L *Unit 1 | Unit 2 Unit 3 Unit 4 Unit §°
Commencing the unit 20 - 29 8t 485 - Jo
\ Midway through the unit 31 50 . 113 - 16(1):;
Finishing the unit 9 68 .| 728 T °
e bl - 23 re
.- : 60 147 922 |7 | 10
TOTAL — 1,750 Children

* )
* ®*A unit corresponds to a term’s work for _the aVEragc? child.
BleB-25 Unit Progress Schools taken in alphabetical ordel\

A

L)

ogress in Mathematics of 1, 750 children after one year at school.

Source; Curriculum Branch, Western Australian Education Department, 1970.

It may be seen 401 children could not commplete, the first year course.
These children commenced the following year (197%) at the point where
they left off. 621 children showed sufficient ability in mathematics to allow
them to commence work normally set down for second grade or their sccond i

year at gghool.
122 - M
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Figure 2 indicates that many différent reading ‘gradé fevels may be
« found in a third grade class. ‘

’ i | ‘J ' '. . ’

. o © .
s o of."
Meterogeneous class of 30 O @
l, ’ © o0 :
' . ole ©|@© 0]06 10
. o) © © 0| @ Q
. ggg:;or of . 3 ] 12 N 6 3
Menta! age '6 7 8 2 10
< Reading grade R ( 2 {' 3 R :w- 5
- ' C f Fig2 . ' -

!
! Adapted from studies of the normal distribution of intelligence and fts roll.ﬂon

to reading schievemaent. 4
Source: Farker, D., Individual Learning S.R.A. Ghicago (1963).

Again it becomes evident that all children in a given grade should
not be expected to do only the work that'fs set down for that grade. Somer
children néed a more challenging programme. Others benefit from progress-
ing more slowly, with the opportunity of dealing with content and materials
suited to their particular ability in a subject. ' .

"Figure 3 shows the variability of performances in a grade and the
overlap between grades. The two vertical lines on the Grade Six distribution
identify the average group. - ;

* » - "o
15 4 . .
4 5 6 74 ,
——mL em T N Lerttitiee : R
] K /,0\' OK—‘—"’\\ )‘
. - . M ° - .
, ’ o ((-\ N S "
10+ /0 ,," ./ ° ".-' .\\ . .
’ - / R s : e v
s / ° o ‘.'.' N . °, \ ...' o
°. 4 - \. : »"\ e L4 .
A / ) N \v" e N .
L / . ',\ N ° ‘.

A . o - . N .
./ ,,// . N '\‘ \ -..'
. o o 4 “ .

r"" ° .
' L) : 20 aw scone’ 40 50 80
GRADE 4 o—.—r—- =~ GRADE 5s-~--9QGRADE 6 f

» GRADE 7 ed-.-- o

FIGURE 3. Variabl;%\of- performance within and between grades. (Grade
- norms: A.C.E.R. Reading for Meaning, W.A., 1965). .

Source: Secondary Education in Western Adstralia. Report of the Committee on
. Secondary Education (Perth, 1969), p.86.
. -,
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It beqomés apparent from Figure 3 that: .

(@) the above-average Grade 6 pupils are all pérforming .bv.{c:nd the
average level of performance of Grade 7 “pupils. o

(b) the below-average Grade 6 pupils are all perforn below the
' average level of Grade 5 pupils. .

Cot Figure 3 illustrates the urgency to move away*from the old graded—
structure which ispresent in many classrooms in Australia. It détermines
, content fcr a child according to chronological age and not ability. Examin-
4 7 ations are set so that children of the same age are given the same tests
and -are promoted or branded repeats. This often means that a-child feels
a Mailure ‘because he is again located in the same rooni,” often with the
‘qimc teacher, while his friends proceed to new work and ng:;.'s\'urroundings.
many cases it is the latter half of the year’s work t has caused -
difficulty and instead of continuing on he .is faced with covering work again
that he can manage. - .

Dissatisfaction with the rigid graded sfructure, and its restriction in
, catering for inter-student -and intra-student differences, has led to the
development of -a plan in Western Australial known -as Uhit Progress.
' § } . § . . N R
DEVELOPMENT OF UNIT PROGRESS IN WESTERN AUSTRALIA
U::it Progress commenced in one scfiool in- Western Australia in 1963
* under the guidahce ‘of headmistress Miss Jarkt Lindsay. In 1965 the Cur-
riculum Branch became involved and schools which regquested to work on
the plan did so in cogjunction with the branch. Now'in 1971, close to one
hundred schoels and'ZfXQQOQ children are working on the plan. It is note-
worthy that these schools have all come “on to.the scheine.through their own

’

choice. . ’

The Operation of Unit Progress

The term ‘non-grading’ has been used in the United States of America
to indicate progress at an individual rate in a subject. This meaning has’
been assisted in fulfilment by class sizes which, are frequently less than
twenty and’ seldom cfer twenty-five. In addition to small classes and
generous staffigly arrangements there is an abundant amount of material
available incljxng ‘excellent basic reading "and mathematics series with.
associated graded work books and tests. '

The_ situation in Western Australia is #fat most classes coatain about
forty children with a few classes -above forty and*a few w. Staffing

is generally in the ratio. of one teacher per class with very few examples
of an extra teacher or a specialist teacher in the school. There is a setio
shortage of materials in schools and children are often restricted in the
use of appropriate work books because money is not available for their
purchase. Book hire systems, present in many schools, allow basic reading
series to be built up so that a child is not restricted throughout the year
to the reader that appeared on his book list. This system will bé changed
in 1972 when schools "'will experience the benefit of free issue of reading .’
material and teaching aids. :
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Non-grading in Western Australian primary schools had to be adjusted
to meet prcvagms conditioms. The mehasr? on group teaching and
the need for freedom of movement betweefl” groups. The attempt at -a
modified non-graded plan in Western Australia is known as Unit Progress.

The following is taken from a summary of a conference convened by
A.CE.R. in 1962 .in which all states participated. The proposal was used
in developing Unit Progress

“The heart of the proposal is that grades in primary schools should
be abandoned. and be replaced by classes bused approxunazely on age.
In these classes, subjects like reading. mathematics and sp:lling will
be taught individually on- a continuous progress plan and a wide
variety of standard of performance will be expscted ‘and accepted. |
In other-subjects, which lend themselves mote readily to framing a

. suitable ‘course for the whole class, teaching methods - will* proceed

along the more usual class and group lines, although every opportunity

. will_be taken to allow’ fullest expression and development to thc

special interests and talents of children.

"It is reiterated that, in the basic primary school subjccts puplls in

existing so-called graded classes . are already working at-a variety
of standards. The propos#1 merely recognizes, this, but treats it as an

_ opportunity, not as a problem. The opportunity is-to ensure that the

progress of individual children is along a carefully designed continuous
programme (or syllabus) with built-in, self-checking tests that define
mastery in pperational terms, and to ensure that the progress of none
is impeded. by the difficulties of the others.’!

Western Adustralia followed the conference proposal in -the following
ways:?’ )

(a) The primary syllabus for each year in mathcm&tncs -and readmg

twas carefully divided into three sequential units, making a total of
21 units. TeaChers were given Unit Outlines in Reading containing

_an indication of the sequence of skills to be taught together with
placement of appropriate textbooks, supplementaries, useful aids
and teachers” reference books. Slmxlar Umt ©utlines were printed
for mathematics.

(bf Units 22, 23 and 24 were planned Aor above average children in
co-operation with Superintendents of Secondary Education and
Curriculum Officers so that: there would be no cellmg for those

. who progressed rapidly. ‘d

(c) Tests were developed by thg Curriculum Branch to assxst teachers
in assessing mastery of each unj.

Tk emphasis in the Unit Progress plan has been on the breakdown of
grade harriers so that groups of children may proceed at a rate suited to
their ability-.in a subject. Figure 4 shows the formatlg_mof three - groups
in a class of children who are normally distributed in s of their ability
‘n a subject. Half the children are in the average group and about one-
juarter in each of the below average and above average groups.

1 Bassett, G. W. Each One is Different (A.C.ER., 1968).
2ibid, p.35. : :
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~20

* handicapped below a‘verag@

[ average

—2/3

above average .

-+

+2/30

- gifted

‘ ’ ‘ o= étaq&ard deviation :
-=  FIGURE 4. Grouping a class for differentiated teaclu’ni; groups with equal
. ability ranges. ) '

Source: Secondary Education 4 Western Australia, Repott of the Committee on
. Secontary Education (Perth, 1969).

+  Figure 5 indicates the way in which the three groups of children in
Figure 4 may vary in rates of progress in a subject. " ’

BELOW ABOVE
Grade| V.1 AVERAGE| AYERAGE | aveRage °
GROUP GROUP
- Stage 1 ' .
- "»\\ 1 ] Stago 1, Unit 1-3 Stage 1 - .
-~ . Stage 2
N 2|7 | stagez| Unites | Stoge?
- Stage 3 !
18121 ° 1 e & unire | 3 )5 '
8 . 9 Stage 4 Stage 4 | £
ol < Unit 10-12 & 4
’ . Stage 4 Stage 5 Stage 5 | &
gl s |10 ™70 Unit 1315 |— £ .
3 Stage 6 tage 6 | & ‘
8 [1]SeS | ynirte1s |Smgev] | °
7 |12 Stage 6 | Stage 7 Unit 21 units
(17 units) ] (21 units) 19-21 Stage 8 )
) r
§ Year_l 13 p— Stage 8 tage 9 ]
a
. ; ! ge Z Stage 10 A
B[ 2 |4 Stage 9 % [ .
A
§ Stage 8 //////// tage 11 g
3 3 15_ age 9 Stage 10 tage 12 (% ’
Percentiles 0 25 75 100

D Primary Curr(cuum %Secondaw Curriculum

FIGURE 5. Variations in Rates of Progress in' a Subject.

Source® Modified from Secondary FEducation in Westersi Australia. Report of ‘the
Committee on Secondary Education (Perth, 1969), p.87.
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It may be seen from Figure 5 that under a Unit Progress organization:

(a) Content varics from group to group. The below average group will
" not attempt some of the units completed successfully by the average
and above ‘average groups. It is fair to assume that most children
in the below average group will move into the ‘Basic’ group (ie.,
g below average students defined as being in the lower quartet of
© *ability in the subject) at high school in that particular subject. The
‘ abilit§ of the child in a subject is the determining factor.

- (b) Methods of teaching vary according to the needs of the groups.

‘ The below average group, for e.;(.ample,“’ may require greater use of
concrete material and more opportunity to consolidate than the
average or above average group.

(c) Materials used vary greatly between groups. What is appropriate
for the above average child may not be helpful for the below
average child. Reading books, supplementaries, laboratorics,
sreference books, concrete materials and duplicated materials will *,
vary according to the needs of the group. - .

<

" Grouping Children ) ot

Tt has been found that many first-year children need the security of
their own teacher for most of the day. In a schodbl where there .is more
.thap one first-year group, it is possible to timetable skill subjects simul-
taneously. This enables an interchange between _classes so that a child (or

... children) may join a group in another room which is working-'on an arca
" more appropriate to his needs. Simultaneous timetabling may .also be, a
useful organizational procedure in other years other than one. This ty

of interchange can only apply to those children who will not react un-
favourably to a -change of teacher. ’

Co-operation in Grgu

There is a tendency in Western Australian primary schools to move
away from the.idea of a teacher working as an isolated unit with one’
class in one room for a year. Many feel that children will bencfit from the
outcome of frequent discussions held concerning

BN

(@) Grouping and flexibility of the grodps- S

(b) Resources—materials, teachers, space

(c) "Eeaching preferences.

123.
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Home rooms —- heterogeneous — - W
simitar chronological ages.

e N
M Year 5 Year 5 ! Year § 1.
40. children 35 chiidren ' 35 children .
N X i
-’ ' .
\ Total | 110 / :
r
Rooms equipped for ' -Groups are flexible.
needs of the groups 27 above average Transfers may occur
6.9. appropriate 56 average after teacher
texts, teaching aids, 28 below average discussion,
laboratories.
LY
\
;4’; :eg'yaeg :verage : .38 average 28 below average '
.
P .

Teaching méthods vary accorql;'lg to the group.
FIGURE 6. Cross Setting in Reading—Year 5.

\

. Cross Grading involves gro¥ping of children in different school years
according to ability in a subject. Many teachers, prefer to regroup over

* two years only so that differences in chronological ages _within the groups

are not so great. v
L 4
- . A . 4
Flexibility of Numbers . SR *
It is important that the ratio of students to teacher may vary according
to the needs of the group and the type of subject being taken. A teacher
may work with five children (at one time) and later with eighty children.

Flexibility needs to be a keyword so that maximum use is made of personnel,
materials and space.

Evaluation
Tests are available in reading and mathematics to 4ssist teachers in

ult of the test, together with the teacher’s knowledge of the child,
detgrinines readjness to proceed. The tests are administered only if the
child has been given the opportunity to -cover all aspects of the unit
and has a reasonable chance of success. . : .

,cva::?f how much of a unit has been successfully mastered by a child.

-~ ~If one area of a test (say spatial kn‘WIedge in mathematics), shows
weakness, it is impossible to advance to ﬁ next unit while giving special
attention to the area of weakness. .

The number of Unit Progress tests in a subject averag‘;e_ out to three
per child in a year. These tests are not done at the same time, as Figure'
7 indicates. > .

= '
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. Below Average Average " . Above Average
-_‘ .
9 children ‘ 18 children 9 children
» M .
JUNE MAY MARCH .

R - Year 2—36 children—Unit 4 Reading

A B J FIGURE 7.

The following is taken from the new Primary School Reportmg and
Recording Teachers’ Notes used in primary schools in Wcstern Australia.

‘It is suggested that half yearly examinations be replaced by regular
evaluations, both objective and subjective, throughout the year. Tests§
to evaluate performance at the appropriate levels for each child -
would take the place of the oftérf irrelevant half-yearly examination
for all. Reporting would be based on constantly accumulating class
records and may then be done at different times in the year for
different pupils. Unit Progress tests assist teachers to provide objective
evaluations and carry out the new approach to recording and report-
ing being adopted in Western Australia.’ .

Unit Progress tests are administered in the following ways:
(a) Individual Testing

Someétimes oral sections of a test requnre mdnvndual testmg The
content of the oral test papzr may b: given in many ways, accord-
ing to the personal chojce of the teacher. It is unlikely that more
than twenty children in a class will be ready for a test at the
same time. -~ -

(b) Tests to be given individually in whole or ‘parg.."
= Many teachers choose to plan ahead and provide the two or three
groups in a room with material to ‘work on appropriate to .their
progress while individual testing takés place. Ll\
Tlmetablmg within a room could allow one group to work on
mathematics (or reading) while the one or two other groups work
on_ a different subject altogether. This allows the teacher to test
a member of .the group while the others continue working.
The ‘ten-minute period before school could be used for testing.
Some heads enjoy participating in testmg because it assists them
in gaining a knowledge of the children in their school. .

(c) Written papers have been carefully de81gned to provide a situation
that is useful for the child as well as to assist the teacher in
evaluation. The tests can be given at more than one sitting.
Vocabulary has been included in the mathematics tests in line
with current thinking that reading and mathematics nced not be
in separate compartments. Although average, readers should not

e/?erience difficulty with the words, help is given when required.

>

’ The written papers are given to help assess understanding of areas
129
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“

pPbligg Mmit, Emphasis is placed on areas such as phonics or

0t cop Number, rather than on marks. 15/20, for instance, does
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unit progress. '

happiest at schogls when they are mceting the gxpecmtion of their teacher
and themselves. The danger lies in sctting unrealistic goals for children
that mean the expectations cannot be met and a sense of failure and

frustration rcsults
/

Unit Progress does, necessrtate a very close Iook at the mdmdual child
and his development It allows far changmg rates of progréss so ‘that a
child may progress in spurls No “child is expected to work at the same
rate in all subjects. 'He may be working at two or three levels in as
many subjects. Ability is the key to progress rather than- progress deter-
mined by a chronological-lock step grade norm. A recognition of basic
differences in Iearmng rate assists in eliminating the repeating of grades.

* Some of the difficulties of unit progress can include those encountered
in the actual mechanics of operating the scheme. Large classes make

organizational problems- fairly se\/el*e It cannot be over-emphasized how

much planmng and discussion is needed before "there s any venture into

l

~The dlfﬁculiy'of informing phrenis of pupils’. progress after they have
been lang conditioned to the normal grade system™is one that can cause
problems. - . . .

There can be a danger of children being pushed too -quickly. The
safeguard here is to use the normal curve as a gurde and, of course, records
of the children which allow ‘a prediction of the appropriate unit groufings
of children.

It has been proved in a practlcal way by schools that these difficulties
can be overcome. The refults are rewardmg for children become happy.
relaxed and feel a sense of achievement and this is what teaching is all
about. : . -
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THE GENERATION GAP IN ADMINISTRATIVE
\ STRUCTURES
M. BEARE, B.A:, M.ED., DIP.T., M.ACE.
Regi(;nul Education O{Iicer", S.A
This paper can attempt little more than clarification of a problem
confronting organizations today, and the formulation of an hypothesis about

the problem. I cannot be blamed for having no answers to the problem of
the generation gap in administrative structures, for if I could solve the

problem then I would be the most soughgafter organizational consultant

in the world! It will also be evident that 1 make no mention of educational
structures as such, since that is a ‘sub-topic, allied to this one, but reguiring
. another paper. c

GENERATION GAP .

Let us look first of all at the, title. The term ‘generation gap’ implies
that a person born several decades ago may have a system of beliefs, or
a set of values, or a bundle of behaviours—what Parsons calls ‘values in
action’'—which may be out of phase with those of a younger person whose
outlook has been moulded only by, the one or two decades the latter
has known. The overtones in the term suggest, of course, that the older
person is more to be pitied; he appears as stolid, inflexible, rather pedestrian,
and in the' contemporary setting a little grotesque and clumsy, like the
alligator, a product of the Age of Reptiles, which has somehow' managed
to survive into the Age of Mammals. For the issue of survival is implicit
in the term ‘generation gap’. The young person, a child of his modern

times, is apparently able to move freely and in harmony with his environ- .

ment; the older person has been snared by rapid change, and his apparent
inability to adapt to a fluid situation causes the gap.

My thesis here is that the samee kind of mismatching appears to be
occurring with some orgamizations, especially with what the literature calls

‘large-scale’ or ‘complex’ organizations.-For one of the problems of the adult

who suffers the generation gap is that he cannot help himself. His own
being has been so programmed that it_secems to push in one (predictable)
direction—and, what 'is more, apparently the wrong direction if one would
listen to what the child of the times says about his times. In the same way

"* older organizations, usually now grown larger and more-complex, thrust

to _[eplié’atc' themselves, repeating process upon process, unwieldy function
added to unwieldy basic structure until they become awesome dinosaurs;

“slow:moving and with very little brain.

Or to be even more specific, older and larger organizations have a-
strong tendéncy-to become bureaucratized, especially as they become. larger;.

and as the articulation of their parts becomes more necessary for survival.
And as they develop, the organization’s managers appear to plan and
add according to the bureaucratic concept. So the younger managers,
instead of inheriting adaptive, self-renewing organizations, find themselves
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inheriting unwieldy burcaucracics. Worse still. the younger managers inherit
all the cumbersome paraphernalia that seem to go with them——‘line and
stafl’, ‘span of control' mechanisms, - ‘organization charts’, * ents’
and ‘divisions’ and ‘branches’ and ‘sectigns’, the complicated regu-
lations, rules and-procedures both inter- and intra-dcpartmcntz;l

It comes as a shock to many that there are other /models /besides
bureaucracy—and perhaps as a bigger shock to be told 4hat % bureau-
cratic organization may find it very difficult to surviv next three
decades. Unhappily, although this is a lesson which 'some industrial and
commercial. enterprises have already learnt, government instrumentalities .
seem slow to learn because, without the profit-making incentive, they can
grow senile in ignorance.

.

ADMINISTRATIVE STRUCTURES

The term ‘administrative structures’ refers to the formal organizational
patterns whereby a system gets its work done, or—perhaps more accurately
—whereby the decisions made within the system are recorded, acted upon,
and then stored in the system’s memory bank. Administrative structures
arc fairly easy: to identify in a bureaucracy, and are usually given a symbolic
representation in an ‘organization chart’. However, from the standpoint of
some modern management theories it may be impossible to draw an
organization chart for some recently created and highly effective business
firms. Their administrative structures are not so easily recognizable nor
as permanent. ' '

It.is basically- this issue which is the message in this paper. For the
fact is that ‘old’ organizations, administered by means of distinguishable
bureaucratic structures. evidence a generatioh gap from the ‘young’ organ-
izations—which have temporary structures and which make and unmake

‘their organizational set-ups to suit the demands of the job.

Without more ado, then, let us take a clearer look at the generation
gap in the administrative structures of ‘old’, ‘middle-aged’, and ‘young’

" organizations.

TIME ZONES BASED ON THEORIES ABOUT ORGANIZATION

. Several writers have shown how, over the past seven decades, various
schools -of thought concerning the natyre of organizations have grown up,
have had their day, and havg beex} superseded.’ E. G. Bogue, in what he

/

1See, for example, the following four:

Faber, Gharles F. and Shearron, Gilbert F. Elementary School Administration:
Theory and Practice, New York. Holt, Rinehart and Winston, 1970, ch. 4.

Yuill, Bruce F. Organization and Management, Sydney, West Publishing Corpora-
tion. 1970,.ch. 1 _

Blau, Peter M. and Scott. W. Rictiard Formal Organizations, San Francisco, Chandler
Publishing Co., 1962, ch. 2.

Campbell, Roald F., Corbally, Jdhn E. and Ramseyer, John A. Introduction to
Educational Administration, Boston, Allyn and Bacon, 1966, pp.66-78.

134

‘

139



, . /I\(/

calls a ‘conceptual synthesis for the cducational administrator’, identities
the following movements:? '

I. The ‘Scientific Management’ School. This was born inh thé late 19th
century, and flourished in-the early 20th century under Frederick W. Taylor.
The school based its beliefs on Adam Smith’s ideas about the economic
man, and on the simplistic notions that moacy is man’ principal motivator,
and that man in an organization is rational and behaves rauonally The -
movement finally waned throughout the 1940s.

2. . The 'Human Relations’ School was a reaction to the scienfific
management school, and rested on the notidn that the diversity of human
necds affected the conduct of organizations. By all means have a formal

sand rational structure, they would say, but at least recognize that informal
" and social networks, man’s irrational bzhaviours, and so on are real deter-

&mmams of orgamzatxonal decision-making and of outputs. The movemont
came to its height in the 1950s.

3.\ The ‘Industrial Humanism' School, which Bogue calls the current
-school /in management theorics, goes beyond mere hu?an' lations. It is
based pn the psychologist Maslow's notions about man*{ hierajchy of needs,
principally his nced to become self-fulfilling or self-actualytf¥* So an organ-
ization| which builds a discrepancy between ‘ins,tin}' al goals and the
individual and personal goals of the pzopl: in’the orgﬁation will become
dysfunctional. On the other hand, an -organization may itself become self-
actualizing as it allows its mcrl;ers to become self-fulfilling.

. . 1

+ 4. The '‘Management St'}' " School could be regarded as a parallel
but complementary movement/and'is described by Mueller as ‘the application
of scientific, systematic, and{ technical app oaches to business problems’3
Based upon empirical rescargh on or&nlzat s, and borrowing from allied
fields—cybernetics, economics®social sciences, anthropology. systems analysis
and so on—the movement endeavours to apply theoretical constructs to -
organizational behaviour in order to devise both a connected theory" about
human organizations and more effective management models for practical
usage. This movement is in full flood overseas. »

-
1

szogue. E. G. 'The Context of Organizational_Behaviour: A Conceptual Synthesis
for the Educational Administrator’, Educational Administration Quarterly, Vo]
, No. 2, Spring 1969, pp.60-64.

3 Mueller, Robert K. ‘The ManagenalVGap—Tradxtlonahsts versus Scientists’, Personnel
46 (6), November-December 1969, pp.8-21.

135 ' -

, 131 |

O

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

) - J

An influential essay by Davies and Iannaccone.* published in Teachers’
College Record in 1958, which discussed the ferment in the study of
organizations over the past half century. identified three time zones in
the development of these movements in the study of organizations.. They
called them:

. The ‘Technical’ Era
The ‘Human® Era
The “Conceptaal' Era.

It is easy to take the next logical step beyond the enunciation by Davies
and lannoccone, and\postulate that business organizations which came into
being during any one of these eras would. at least wholly and still in part,
be patterned by the, prevailing management climate and the kind of adminis-
trative structurcs in vogue at the ‘time. So organizations which grew up in
the ‘Technical’ Era we may call ‘old’ organizations (since' they are the
longest established). Those patterned by the ‘Human’ Era are now ‘middle-
aged’ organizations. and thosz recently born in the ‘Conceptual’ Era we will
call ‘young’ organizations. Albeit simplistically, let us characterize each
of these in turn. o b

The ‘Technical’ Era and Old Organizations

Davies and Iannoccone describe the ‘Technical’ Era as follows:?
The era 6FTaylorism and carlier. in industrial organizations espzcially,
- can be-seen as a pzriod when the technical aspzcts of organization
" were the centre of interest. Organizational forms were justified by
logical factors rather than psychological or sociological factors.
Problems . . . were . . . tackled from a technical and purely logical
angle. -

Organizations which are more than fifty years old. which were estab-
lished before 1930. which came into existence during the period of F. W,
Taylor and the writers on ‘scientific management’, arej:uost likely to embody
the characteristic patterns of that school of thought. What were those
patterns? SR

* The school grew out of the Industrial Revolution which had reached
its height by the turn of the century. For the first time in human history,
people began to cluster in large urban conglomerations after a flight from
the land. The factory replaced the forge, machines took over repstitive
operations once performed by hand (there is something ironical ip our
term ‘manufacture’, which literally means ‘made by hand’), the prodEction
line replaced the village craftsmafnd mass production was made possible

4Davies. Daniel R. and Iannaccone. Laurence ‘Ferment in the Study of Organiza-
tions’. Teachers' College Record. November 1958, pp.61-72, and reprinted in Nolte,
M. Chester An Introduction to School Administration, Selected Readings, New York,
Macmillan, 1966, pp.356-368. The page references in following notes refer to the
latter. - ’ :

8ibid, p.358.

v
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by mass labour. Industrialization meant more than mere mechanization. It
involved the organization of thousands upon thousands of people into
co-ordinated groups who could work together (literally ‘co-operate’) to

“ensurc the output of a product.

The pattern of organization which emerged from the industrial opera-,
tion is now known as ‘burcaucracy’, a terin attributed to the German
sociologist Max Weber, and meaning ‘control by burecaux, or by spzcialized
departments”. Its strength was also its weakness, for burcaucracy is, as
Weber described it. a logico-rational system of organization.® It was neat,
tidy, and it noted cach operation in the chain of production, for its
systematically allocated each operation and cach area of activity to a
specialized group. It assumed that the persons in the organization would
operate like the machines; we still use the analogy of calling a person a
‘cog in the machine’

So organizations born in that era—'old" organizations, we have (Ez'xllcd
them—will probably have about thcm these common features of burcau-

-cracy:

1. Hierarchy of authority. All the power resides initially in the man at
the top. but he mayv delegate-it down the pyramid. Essentially, however, a
burcaucracy“is the outgrowth of a one-man outfit. The man at the top
of the pyramid of power has the final say. The hierarchy of positions in
the pyramid below him give rise to ‘status authority’; onc’s power to make
important decisions depends on the position one occupies in the tower.
So we ¢an assume that the sense of hierarchy will' remain strong in an
‘old’ orgnizatinn.

-

2. I)ivisi(wmkc operation to bz performed by the organiza-
tion is subdivided™ifito logical picces. and these sub-functions are allocated
to the burcaux. Such division of labour leads to spzcialization of functions
within the organization. and one’s value to the organization is increased as
one builds up an opecrational expertise in ong's spzcialist arca. So we can
assume that the old organization will remain departmentalized; few men
in it are -involved with its overall objectives.

3. Government by rules and regulations: The organigation, in order
to integrate and co-ordinate its parts (especially as it grew bigger). had
to devise over a period of time a set of standardized procedures from
which no pzrson could dcpart. So the burcaucratic system generates a mesh
of rules and a network of policies which govern everyone in the organization.
The larger the organization, the more bzwilderingly extensive becomes the
web of rules. We can assume. then, that the old organization will be rule-
bound. and will have a set of formalized. written procedures and regulations

which are binMing on all in the organization.

4. Impersonality: Bureaucracy ensures by its velly nature that the
system will show neither fear nog favour to anyone. The rules apply to every-
one, and are thus a strong guard against patronage. Because of the division

8Sce, for e ple. Blau and Scott, op. cit., pp.27-33.
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of labour. no one person can force the firm to serve sectional or personal
interests, since all in the organization are interdependent. 1t is a self-
checking system. The hicrarchy of authority ensures that every request
has to be passed up the tower, and undergo surveillance at each level.
So we can assume that the old organization will remain impzarsonal, at base
coldly rational in fitting individual clients into categories, and will dispznse .
its scrvices like pzltult.\mcdicincs rather than like individually prescribed

potions.

In short, then, ‘old’ organizations are burcaucracies evidencing a fairly -

high degree of centralization in decision-making, with a pyramidal typz of
organization, clearly defined departments cach performing specialist opaera-
tions, a set of written and quasi-legal regulations to effect co-ordination

and the organization’s modus operandi, a rwhich it is possible to draw
up a fairly ageurate and formal ‘organigation chart’, which. puts. everyone
under the sypervisionsof someone else. a5

Those fifms and organizations which came ‘into existence before 1930
will probabBly still exhibit many of these burcaucratic characteristics, at
least as vestigial traces in the organization. In this group of ‘old’ organiza-
tions would come most government departments, which largel® developad
their strength between the two world wars; some large industrial complexes,
particularly the steel and motor car manufacturers which brought the
industrial revolutigh to its height and also produced the Great Depression
of the 1930s; and some of the long established business houses such as
now opcrate large emporia. These organizations are likely to exhibit a
fairly high degree of burcaucratization, because it was this form of organ-
ization which typically brought them to their present state. '

«Davies and Iannoccone describe the ‘Human’ Era as the period when
organizational-students began to see ‘people as the content of- f&eﬁmzatmnal
study’. -In this period, they maintain, there developed ‘a. more flexible
concept -of organization, with emphasis on people and psychological and
sociological forms’. In the ncw movement ‘human skill is contrasted with
technical skill; working with people versus working with things’?

William Whyte (in his Organization Man) declares that ‘the father of
the human-relations school is Elton Mayo’.? Mayo bcgan with a concern
for rootlessness (anomie) and the lack of belgngingness in the worker in
industry. In 1927, he and his colleagues began the now celebrated studies
at the Western Electric Corporation’s works: at Hawthorne, llinois. Their
progressive findings began to blow holes through the scientific management
principles which had been enunciated by Taylor. According to the latter,
improving the physical conditions at the factory. and even more the addition
of monetary incentives, would improve productivity; but they did not.
Instead the finding suggested the important factors .in productivity were
social, not physical. )

The ‘Human’ §ra, and Middle-aged Organizati(_)ns

> o
4

7Davies and lannaccone, op. cit., pp. 359, 368, 358.
8Whyte, William H. The Organization Man, London, Penguin Books, 1963, p.36.
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I3

In consequence theories on organizations began to concentrate on the )

wariable human’ in the organization— in fact. the box and dice associated
with a burcaucratic form of managgment -went under the hanmmer.
Attention tended to turn to things likg ‘feedback’, informal rather than
formal systemus. . ‘power structures’, “d¥cision-making’. the mcaning  of
-authority’, organizational ‘climate’ rather than organizational form, in
short to the ‘human side of the enterprise’. «

As a result of these explorations. we are likely to find both nouveau-ism
and revisionism in the *Human® Era. Those organizations which came into
existence between the Great Depression and the end of the Second World
War or even up to the 1950s are likely to display less severe adherence
to formal burcaucratic tendencics than the ‘old’ organizations. In any case,
it seems likely that the Depression and the war combined would have
limited the number of large-scale organizations born in the 'thirties and
forties.

Victor Thompson has stated that ‘modern buregucra n adaptation
of older organizational forms alterey to meet the eed%ﬁlizg(ion'.
He says thag we will find modern practices gruftcmw to old stock and so
modern technology and survivals of the Genghis Khan trying to live side
by side. In ‘mf aged’ organizations, then, we arc likely to find complex
modernity added to

living in simpler tines.®

The ‘middle-aged’ organizations, therefore, are likely to be characterized
by a. consensus-typs management. probably a managerial board rather
than a ‘top man’ pyramidal organization. Much of its business would be
bandled by means of committees. There will be a tendency towards demo-
cratic decision-making. Its agencies will be allowed to take decentralized-
action: that is. the local departments and units will be given wider power
and autonomy than is characteristic in a formal bureaucracy.¥And there
will be a strong commitment to in-service and .in-house staff development.

Revisionism Wwould also be apparent in the self-renewing activities
of the ‘old’ organizations, especially those which depend for their life on
the making of profits. However. it is likely that the service organizations
(and here we would have to include government departments) would not
have the same imperative to change, would change late rather than early,
and then only in order not to appear outmoded or quaintly old fashioned
in their operations. The changes in the organizational structures in thesc
cases would be justified by the typically bureaucratic reasons to explain
change, namely to increase efficiency and economy.

But revisionism is a change which affects usually only the surface of
things. for ‘old’ organizations retain in them people with long service in
the same organization, and long association generally implies also that the
person has climbed his way painstakingly and faithfully up the executive

. 9Thompson, Victor Modern Organizations, New York, Alfred Knopf, 1961, p.5.
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cven in basic orientation an ‘old* organization will change radically,
“that is, at the roots level :

?d(lcr. In spite of itself, then. it is unlikely that in style or modus operandi

The ‘Conceptual' Era xM ‘Young' Organizations

Davies and lannoccone argue that the third era s a conceptual dne,
that the teachers and designers in organization are now developing a
substantial body of theory about organizations, and that we are now in
the age when it is possible to use these theorems in the design of administra-
tive structures. The writers were good seers, for thev were making these
predictions more. than ten years ago and at a time when they ditl not have
access to the large number of findings from the studies of organizations
which have been conducted during the last decade.

We ought to be able to find among the organizations operating in the
world, then, some ‘organizational hippies’, that is, businesses which have .

ken the modern theorics scriously and which have buiit their structures
nd their procedures on such acceptance. Just as a breed of churchmen
ave now.grown up who see the saint as a rebel, Christ as the archetypal
radical, and the church as an outdated human artifact: just as we find
a group of intelligent young adults who refuse to take paffiotism, conscrip-
tion, the Establishment, and social conventions as anything more than
historically dated human fads or phases, physical expressions of relative
rather than absolute virtuestso also we should be able to find a group
of swinging managers and business enterprises which have thrown away
the conventions of bureaucracy, with all the paraphernalia of hieratchies,
organizations charts. line and staff. and so on, How do we recognize these

““organizational flower people?

In the first place. the ‘young’ organization is likely to be anti-
bureaucratic: for whereas the ‘middle-aged’ organization was administratively
revisionist, the ‘young' organization will tend to be revolutionary. For the
first time this century it will have become apparent that there are altern-
atives to the burcaucratic model (in any of its old and revised forms), and
that the alternatives may be much preferable to bureaucracy.

For the critics of burcaucracy have made these claims about it. First,
while it makes for efficiency, it is now too slow a process. Not merely
action but speed of action controls survival in today's competitive world.

Secondly, by its very nature, bureaucracy creates groups of people who
are jealous of their area of expertise. When under attack from forces out-
side the organization—or even from within it—the bureaux retreat into
themselves, display ‘bureaucratic defensiveness’. close their ranks, become
secretive (an action very casy to do when only the specialist bureau has
access to its own workings), and fight to maintain the status quo. Bureau-

cracies are therefore maintenance organizations. What we need now are
dcvcloPmcntal ‘organ :

Thirdly, the bureaucratic form is unwieldy ‘and self-defeating. The
larger the system grows, the more complex become its quasi-legal working
rules, until one needs to be a system lawyer to know how to get things
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done through the system. So arise the legends about bureéUqracy like, ‘It’s
‘not what 'you know, but whon you know that counts’, ‘the public service
mentality’, and so on. The product bscomes the victim of the procedure.

Fourthly, because there ar: so many personal investments in the adminis-
trative structure—after all, one'’s ‘power in the organization is depzndent
on one’s hierarchical status—it is very difficult to change the organization
itself. To change the statuses and the hierarchies, or even to create different
patterns of specializations or departments, constitutes a threat to the persons
in -the organization. The.people in the bureaucracy are the real opponents
of change. So in a world of high-speed change, the bureaucracy has an
endemic inability to adapt to rapid environmental change. The ‘young’
"organization will probably react against these tendencies.

Of all the writers on organizatiops, it is probably Warren Bennis who
has most clearly drawn attention to the generation gap between ‘old’ and
‘young’ organizations. He claims that the business world is now ‘beyond
bureaucracy’.1® '

.

It is my premise (he says) that thg bureaucratic form of organization
is becoming less and less effective: it is hopelessly out of joint with
contemporary realities: that new shapes, patterns and models are
emerging Which promise drastic changes in the conduct of the
corporations and of managerial practices in general. In the next
25 to 50 years we should witness, and _participate in, the end of
bureauc¢racy and the rise of new social systems better suited to
twentieth century demands of - industrialization. ,

So the young non-bureaucratic organization will have some predictable
non-bureaucratic features. The new organizati will deliberately destroy
the impression of hierarchy. That is, a member of the organization will be
in a fluid situation, and not frozen into a status role et in a pyramid of -
power. The ‘young’ organization will allow men to occupy a variety of
statuses and roles, being leader in one task, a team member in. another,
in situations which are made around particular tasks and in systems which
Bennis calls ‘temporary’.’® For the organization, chameleon-like, must be
able to make and unmake itself around’ problems to -be solved and tasks
to be performed. ’

The organization, being task-oriented and problem-solving, will function
by calling on the spzcial skills and expertise of the members of the organiza-
tion regardless of things like seniority, status and length of service. So it
will use its labour force on grounds of technological and specialist skills,
rather than by placing them in bureaux, for .the bureaux inability to share

across a range of activities is the characteristic against which the mew
organization will endeavour to compensate. ) :

7 . -
. ° i
10 Bennis. Warren G. ‘Beyond Bureaucracy’, TransAction, Vol. 2, No. 5, luly-
T:August 1965, p.31. . i i
“11 Bennis. Warren G. ‘The Temporary Society’, The Journal of Creativ- Behaviour,
Vol. 3, No. 4, Fall 1969, p.223.
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A bureaucratlc tendency Wthh the new organization will smve to
avoid is the tight mesh of quasi-legal specifications which hamper free-
- wheeling and risk- talcmg executives. So the new organization will pay little
attention to test cases, the setting of precedents, or conformity to the norm.
Rather, ‘cdses ‘will be treated on their merits, and the individual differences
of task or, client will be allowed (as much as is prudent) to affect the organ-
izational outcomes. It will _buy executives ‘who, are alert, innovative, risk-
taking, responsnbllnty grasping, sensmve and courageous and wnll encourage
them to bg themselves.' . :

Whergas the bureaucraqy ‘puts the individual alongside the rule and
judges accordingly, the ne rganization sets out to serve the client, is
und to serve the client’s need and is commltted to take his part.13

The bureaucracy encourages each member of the organization to
develop a technical competence in his job. and in the administrative- pro-
cedures affecting. it. But this builds up a se_p)se of exclusiveness, and gives
rise to the bureaucratic pathologies called ‘empire buikding’, ‘nest feather-
ing’, and ‘running a tight ship’. Thé bureaucracy becomes thén a- cluster of
“empites, an uneasy federation of sovereign states. The new organization
rejects “this notion, and stresses co-operation, sharing, allegiance to one’s
profession rather than narrowly to one’s organization. .

_ This well-known quotation from Warren Bennis is a succinct surﬁmary
of the young organization -we have. described.4

Adapuve problem-solving systems of dwerse specialists, linked to-
‘gether by cn-ordinating and task evaluating specialists in organic
flux—this is the organizational form which. will gradually replace
- bureaucracv as we know it.

To help it in-its tasks, the * young orgamzatron has an array of new
managgrlal hardware and software, many of them the consequence of
computerization. For example, one such is P.P.B.S. (Planning Programming
Budgeting Sysigms). which introduoces the possibility that managerial controls
over spendmg and budgeting can be exercised by the computer.’®* Concepts
like ‘span of control’, for example, could become obsolete under such a
system. In older systems, the control over people had to bz exercised by
people who were subject to the fallibility and limitations of human memory
and . perSonahty A computer, however, can have a much larger memory’.
and"a mofe accurate one, and the constraint patterns can bs mechanically
mapped by the computer. Complex data can be better handled by the
compuyter, and its checks applied over a much wider group of pzople. In
the 3ame way critical path scheduling and computer gammg or simulation

-

12 Argyris. Chris, ‘How Tomorrow's Executives Will Make Decisions’, Think,

. ¥ November-December 1967, p.20. ]
%13 White, Orion F. ‘The Dialectical Organization: An Alternative to Bureaucracy'.

Public Administration Review, January-February 1969, p.32.

14 Bennis,-Warren G. *Beyond Bureaucracy’. p.35. See also Bcnms. Warren G: Changing
Organizations, New York, McGraw-Hill, 1966, p.12. - ’

15 See, /for example, Novick, David ‘Long-Range Planning Through Program Budget-
mg,. Busmess Horizons, 12 (1), Fcbruary 1969, pp.59-65.
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can digest astonishingly large. volumes of specialist data and systematize
it for the decision-makers. In short, the new managers have new tools to~
run their new organizations.

We have not space in a paper of this nature to give a satlsfymg portralt
of the ‘young’ orgamzatxons But we can note that there are some in
existence. - , _ -

EXAMPLES OF THE ‘YOUNG’ ORGANIZATION

1. A Dialectical Orgamzatlon—The Wesley Foundation ¢

In an article in Public Administrafion Review, Orion F. White described
what he called a ‘dialectical organization’, one which takes the client as
an equal, and which prevents the possibility of the organization’s giving up
in the face of the frustrations in taking the client’s part. As White observes,
it is usually possible for the organizational man to use his position, status

- and organizational expertise (his inside knowledge) as means ‘to hold the:

client in a subordinate position’.® Not so the young organization. He goes
on to show what -such an organization looks like through an archetype
organization, a private, church-related social service agency operating in
a poverty area of.San Anton:?, Texas:! '

These are the administfative conditions which exist at the Wesley
agency.-Policy within the ageney is fluid and-is set, as an agency
. document notes, by ‘several bodies (executive staff, area staff, total
programme staff, and total staff) to insure flexibility and some balance
of power within the. staff.” The two areas of policy not subject to
change by the staff are those regarding alcoholic b°verages and games
of chance. Staff relations are explicitly designed on a principle of
‘non-dominance’—i.e.. of not allowing individuals to possess or
develop “truly authoritative positions in the agency. Supervisory or .
management positions are periodically assigned by total staff decision,

and in addition, the agency opzrates with overlapping administrative

roles, so that one person may be over another in one functional area
but under him in another area. While there are job descriptions,
these are general in nature. Ne specific constraints except those
relating to housekeeping activities (reports, records, etc.) are defined
for the various roles. Also, except for such guidance as can be
obtamed from the agency’s social work theory, few Rriteria for
deﬁnmg duties and effective role performance exist.

2. thton Industries :
<“One of the most spectacular growth companies in the Umted States

-(and now the world) is Litton IndustrieS, whose sales topped $1.000 million

after only thirteen years of operation.' The’ president of the company has
sand ;19

16 White, op. cit.. p.39.

* 17 jbid., '
-18.See ..Strogoff, A. Busmess Looks - at ucation’, The Educational Forum, Vol

XXXI, No. 2, January 1967.

19 Quoted by Patton, Arch ‘The Coming ‘Scramble for Executive Talent', Harvard

Business Review, May-June 1967, p.168
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to solve a particular problem. It is composed of people representing
all the relevant managerial functions {e.g.. marketing, manuficturing,~
engineering, ‘and finance). Each member is given equal responsibility
and power to solve the problem. The membezrs are ‘expacted to work
as a cohesive unit. Once the problem is solved, the team is given
a new assignment or disbanded. If the problem is a recurring one,
the team remains active. In many cases . . . the project manager is .
given full authority and responsibility for the complet . of the
project, including rewarding and penalizing team membei. An,
organization may have many teams. ‘ :

_In short, P)am suggesting not only that such young org.nizations could
exist, but that they do exist. And where they do, they serve io demorstrate
how great is the generation gap between organizations born in different eras.

CONCLUSION: THE NATURE OF THE GENERATION GAP

 The generation gap, we must remember, is not caused by the fact that
‘one person has a ‘good’ set of values and the other has a ‘bad’ set.
The older person clings to his value set simply because it has been efficacious
in the past. It has made him what he is, The question is not whether it has
served him well in the past, but whether it is good enough to serve him
through the_ present into the future. And that is the essential question
being asked now about bureaucracies. '

" And it is these kinds of organizations which are chiefly under assault
at the present in the same fashion in which the older generation is under
fire at the hands of the younger generation. The main criticism of these
old organizations is that they are now dinosaurian—ponderous, large, and
slow; they.are huge, lumbering organisms too cumbersome for a pzried in
time when speed, adaptability; expediency, and creativity are the ecological
virtues of the healthy organization.”! '

Nor will mere revisionism do, for the generation gap has becn created |
by radical change. In the normal sense of the term ‘generation gap’. the
" radical differences are shown in the ‘psrmissive socicty’ where the seemingly
age-old conventions relating to sex, courtship, marriage, and customs con-
cerning the place of women and law and orderyare being thrown out. In
the organizational sense, then, the generation gair is seen in the wholesale
debunking of bureaucracy as a viable organizational form. There are, many
in ‘old’ organizations who can neither comprehend -nor conceive How the
organizational world could be any different. But the new ag:(ﬁas a very
different. frame of refcrence, and none of the familiar landm#ks are sure
guides any more. . )

So there appears now to be developing a very clear split between the
.organizational generations as great as that between the ‘RS.L. and the
Moratorium marchers. The older organizations—and the men in them, by
and large—are wedded by experience to the bureaucratic model, in on¢

LY

218ee Jones, John Paul ‘Changing Patterns of ‘Leadership’, Personnel, January-
- February 1967, pp.9-15. )

¢
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shape or another. The nmew generation cannot see the need*for the old
bureaucratic certainties, and are wedded to the idea that a swinging,
adaptive organization which is to be truly a child of the modern times
must reject .most of the:concepts which are derived from the bureaucratic
model. v

This paper does not attempt ‘to prove the unprovable:. I am not trying
to argue that the younger generation is completely right and that the
older generation is completely wrong. As always, then, it seems that we
may have to settle for compromise.2? It seems likely that the old forms will
remain to do what they did so well—the maintenance of routine and
standard on-going functions. But where innovation, development, and
creative driye are needed—and these will be increasingly needed as all
business and service concerns find themselves being affected by the trend
to internationalism—then one of theé new organizational models will have
to be employed. Furthermoré, we may find increasingly that the model of
organization employed for routine and maintenance operations (predomin-
antly the clerical and typing functions) will be different from those used
by the professional and technical psrsons in the organization. So we will find
firms not with one modified structure,” but with two or thrée separate
structures, all necessary to maintain the health of the organization caught
in the maelstrom of the late twentieth century. And that kind of situation
may introduce within any one organization dimerfisions to generation gaps
which we have at present not even dreamt about!- ~

-

22 Argyris gives assent to this view, op. cit. p.22.
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EDUCATI()_N“ HF OR AD_MINISTRATION!I-S NOT ENOUGH

K. R. LAMACRAFT, B.A., M.ED., DIP. ART, T.P.T.C, AFAILM, MACE

Wy Consultant

. Education is the targest business enterprise of each state governmen
and absorbs a significant proportion of federal funds.?- 2 It can be classified

"as a labour-intensive service industry.

‘When the concept of education as a business enterprise is ‘accepted,
it is logical to apply to it the kind of critical examination which we expsct
private industry to apply to itself. As shareholders in the enterprise, supplying
the development and operating funds, we should quite rightly ask, ‘How
efficient is this business which absorbs so much of our resources?” And

“Are .the managers adequately prepared for their jobs?™

As a matter of prime importance, the concept of the admiru'stration'v
of systems of education rather than the management or organizations whose
objectives are to provide. education as a service to the community is chal-
lenged. - ' , _ I
MANAGEMENT ERSUS ADMINISTRATION @

In modern business theory, the principle of the need to invol\gé the
employees in the management decision-making process is well-established.*
In most successful organizations, a major effort is maintained to help the
individual employee to identify with the organization to which he Pelongs.‘

There are . four. fundamental tequirements for this process.® The first
is the freedom to communicate and a well-organized system to; facilitate
communication. The second’is a method of determining the objectives of
the organization which, at the saie time, commits the individual to the
achievement of 'those objectives. The third is the granting of responsibility]

-with the necessary freedom and authority to the individual to plan and to

do his part to achieve the objectives. And the fourth is the provision of
the résources . . . including training, speeific services, plant, equipment, and
money .. . . to do the job.

If the objectjves of the organization are decided without intense inter-
communication between those in leadership positions and those who put the
decisions into effect, the latter will be only partially committed to the
decisions. The émployees then see their role as that ‘of obeying orders.
Another real danger is that each staff member will not fully understand
the objectives of his task, in which case his work’ will inevitably lack
effectiveness. ‘ '

,‘ If the, organization strives to govern every qétion of the individual
by rules and directives, the employee . . . no matter what his place in

~ the hierarchy . . . will be an administrator or supervisor and not a manager.

This view agrees with that of Yuill” who points out that:
S 147 :
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‘Many education administrators are little more- than SUPESIVISOIS . . .
they are not responsible for the full range of decisions which affect
the total entity in which they work.’

No business can be efficient if it does not strive to use to the maximum
the intelligence. knowledge. and skill of its staff. Large business organizations
are making increasing effort to identify. to train. and to motivate this -

“potential. The most effective motivation comes when the employee sees the

aims of the organization as his own aims. But he then requires the freedom

-to use his intellect. total knowledge. and pzrsonality towards the attainment

of those aims. With this. he becomes a manager and not just' an adminis.
trator. .

THE CONCEPTS OF MANAGEMENT

R. K. Brow}x\e‘S recently wrote of the need for a systems study of theories
of administration” which are applicable to educational organizations. It is
felt that sufficient is known already for very significant improvements in
management in education,” although the need for such research is acknow-

ledged. ) _
It will be noted that the concept of management applied in this paper

' is.similar to that defined by Newman and Summer.? in that it is regarded

1

largely as a social process. Management is the process whereby a pzrson
influences. motivates, and co-ordinates the activities of others toward defined
objectives. .

The requirement in management is the study and manipu'lation of a
dynamic social situation towards the realization of objectives which. them-
selves. are changing as a part of that environment.

‘The fundamental problem' facing Australian education systems' is the
need to identify what should be the immediate and the longer-term
objectives of the education process. and to express them explicitly and
clearly. i

Already the idea may have arisen that emphasis is being placed on
‘management by objectives’. A more accurate description of the emphasis
intended is given by E. C. Schleh'! as ‘management by results’. The difference
in the terms is as highly significant as the difference between the thought
and the .deed. - : .

In such a modern concept, it is necessary to challenge some of the
ideas of the past and to employ the most recently-developed relevant
techniques to improve the management process.

Thus, there must be a strong drive to give managers in education
systems the knowledge and training to make the best possible use of those
techniques. Beyond that, there must. be an enormous expansion of co-
ordinated research into problems and techniques relevant to educational
management. : ' -,

One interesting development was described by S. Tanaka.l® He termed
it ‘participative management’ and described how organizations can and
should provide the social environment for self-realization.
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: Ccntrall/z.Aion, which typifies the Australian_plucational systems, com-
bined with rapid growth, tends strongly to develop a complex (of émall
interacting jobs. Persons in such jobs are forced to shaps their personalities
to perform a series of ,“"c@ely-deﬁned almost-routine tasks. This is: true in

" indultry. but even more apparent in governmental organizations.

¢ psychological needs of the individual have. in ‘recent years, risen
beyofid the demands of sheer existence. People increasingly expect that their
work will add purpose and fulfilment to their lives.

In education. we have a workforce which is of above-average intelli-
gence; the employee is also made deeply conscious of the ‘growing dissatis-
*faction of its clients with its products and their presentation. For these
reasons, if for no others, there must bz a deep reappraisal of every aspect

of the organizations controlling -education.
N «

:;Having emphasized repeatedly that management must be concerned with
the ftotality of the situation, .it is now appropriate to consider some of the
modern management techniques used by progressive organizations.

“All private business or public companies are not prbgressive. Nor have
.educationists and public servants shut their minds to the changing
sophiies of managggent. However, it is fair to say that public service

all

philpso .

, orgﬁni%;tions are more stéreotyped, sterile, and inward looking than the
) B

of private enterprises.

&
magr s
! Q‘K‘It;is interesting that Henri Fayol, and his son.’® have both underlined
the inherent management problems .of government operations.””

3

OBJECTIVES, ORGANIZATION, PRODUCTS, COSTS ‘

Australian education has repeatedly been criticized for its reluctance to
experiment. 12 13 Nevertheless, there are many enthusiastic, highly-intelligent,
dedicated members of “the teaching profession. However, the climate for
experimentation is not good. The community is concerned about examina-
tion results and ‘free’ education. It accepts the traditional centralized state

'}[gystems and cannot conceive objectives much different from the traditional
“Bbjectives, which are not fully appropriate to meet our rapidly-changing
: epvironment.
vy . -

;"i OI’)]ectwes ~
'ﬁq ‘Until the community accepts new and precise and dynamic objectives
- for:education. education is not going to change much. However, people are
! going to say education is not being effective and its products are unsatis-
* factory—even if they cannot say in what way or why. They expect education-

ists to give a lead. ' )

S

" Unfortunately, the great majority of educationists are almost over-
whelmed by the,outmoded business methods, inward-looking promotion
systems. and the politics of public, service control. Somehow this has to be
changed. Educationists must give effective leadership by reconsidering the
immediate and long-term aims of our education systems and by the concise
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and clear statement of them. These must be so planted in the minds of
the public that they become.the ideas of the majority of individual members.
Then the changes will occur.

In-the process of managing change,'* the ideal has to be conceived.

" Then the *present situation has to be analyzed and the logical and oppor-
tunistic’> steps from the present to the ideal situation becomes the art of.

the possible—the development, within those involved, of the desire for a
change to be made.

The Australian College i Educatxon has made sxgmﬁcant moves towards

i

constructive criticism and discussion of all matters of education. Perhaps the .

time is now right for planning more radical moves to involve more parents,
more non-professional people, and the young people of the community.

Although the community looks to educationists to give a lead, the
community will have its own values. The immediate objectives must take
into agcount those values and change with them. The expegts must work
to influence the values, progress towards the ideal will then take care of

itself.
The objéctives of education must simultaneously satisfy the parents,

the students,-the employer, and the community generally . . . this must be
recognized by those charged with the responsibilities of the education

process.

Every person serving an'education organization must understand how

his job contributes to the achievement of the objectives. More than that,

‘he must organize his own efforts to ensure that he makes his full contribu-

tion. ”, @

If. this type of operatlbnﬁls/to be achleved structural changes mast
occur in the organization df education.

érganizaﬁonal Structure

Australian education is typically a series of centralized systems. This
has arisen from historical and tradmonal bases. We need to move away from

this pattern.

It might be relevant to note here’ Fayol’s view!® that ‘Competition is
the principle of organization -which leads most surely to proper manage-
ment’. One is not likely to get much competition from within a hxgh]y-
centralized, public service dominated system.

" Perhaps the large centralized, hierarchical systems could be divided
into units, each ‘one entity in a maze of interconnected entities’,!® somewhat
on the basis of the interlocking Japanese business system, although this is
based on a different culture. .

This change would not be so new or radical: Sir Charles Renoid"
suggested it back in 1948. He saw the management problems of large organ-

izations best solved by separatmg each. into a number of internally
complete ¥and operative units, striving mdependently and co- operatxvely
- 150
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towards a common goal. Certainly a move of this type would facilitate
interactipn with some of the small private education enterprises which have
shown, Yproportionally, much more energy and trail-breaking/tendenci

than- the lirge ones.

Structure and organization must be such that the old idea of ‘individual
accountability” is replaced by a multiple credit system, in which- each
person who has worked towards an achieved goal receives credit for its
achievement. This is particularly important in education, in which many of
the aims can only ‘be achieved, by multiple or group action.

Each manager, at whatever level. must aécept that he can only achieve
his objectives through those he manages -achieving their own.

It is well known that there is in;built conflict of interest in organiza-
tions. In" education, as an examplc we have the conflict between the
individual’s demands for free cheice in tertiary education and the fact that
the community may require the educational resources to be used in some
areas more than others. The objectives should resolve such dilemmas.

‘The executive manager will certainly still have to ease friction due to
personality differences in those warking with him.

Products ’ Cn

A very good exercise for an educationist is for him to list the
services or products he offers to the community. An examination of these
will be an examination of the output contributing to the achlevement of
the objectives. .. »

+

. .In busmess,f»*any such study by an organization is made against the
facts of "the objectives of the organization and of consumer acceptance.!®

The main questions asked are: . -
What are our short-term and long term objectives? \
P .
What products are we providing? - . ) ;
At what markets are they dirdcted? . .-

i Dp they satisfy the consumer? If not, why not"

r’hat is the total cost of makmg and- supplymg the product to (h_\,
consumer? . i o

What profit or ofher returns result to -the organization?
What is the pattern of costs and profits for various levels of sales?

What is, the volyfhe of optimum return?

Are changes 1n product, in presentatlon. or 1n consumer attitudes
desirable? Are changes feasible?

Would changes x, y, z be economlcally sound'7 - <

are still available?

What are our competitors doing? ’ o . -
"1st
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What research is proceeding and where is it likely to lead?
‘ What are our own development needs?

What is the cost and cost-justification for needed developmental
research? .

@, o What are our strategies in the present situation?

t'r' | What showdd-pur strategies be in the event of p. q or r occurring
e suddenly" a .

Typxcal ’issocfated questions are:

What are our personnel plans?
. ~ What is the state of morale in the org
*  What is the industrial relations attitude? How can it be improved?

What assets do we have and how effectively are they used" How
are our assets protected?

What is the expzcted cash-flow position and will this enable us to
continue along the planned programme?

As you can see, it is a formidable list. Can and do we, in education,
look at our situation in this objective way? As a simplified exercise, let
us write down some of the established service areas for education enterprises:

< Pre school 'Preparation for adulthood
Infant school . ' Establishment of sets of values -
Primary school Preparation for citizenship
'Secondary' school Preparation for family life
(compulsory) - : -

. . Sedpndary school Preparation for earning a living

Schools for the disabled, . FEducation in the use of leisure
slow learners, etc. .

Vocational education «Education te broaden outlook and under-
§ t standing - .
Tertiary education '

Other aspects were listed by Kemp19 in 1967, in relauon to progrcssnve
education in the USA ;

‘Evziluation

Now let us follow this up with a recognmon ,of sthe problems of
- assessing, firstly. levels of organizational achievement in the areas listed
&Id secondly, the even more- -difficult question . of cost: et’fecuveness

J‘152_ :
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We can accept ‘that there is a demand for more pre schools. This may
not be based on educational reasons at all. Also, in gencral, children szem
to enjoy primary schooling more than in the pastxso there is some cuystomer
satisfaction in that area. . .

However, there are disturbing indications that the ‘customers’ are not
satisfied with secondary education. Part of this 'dissatisfaction ariszs from
a desire by some students to bz finished with schooling, yat comp:lled to
attend school. Obviously, either the product b:ing offered must b: changed,
or the attitude changed. Otherwise the corporate image of education will, for -<_
these pzople, always be a” bad one. The services offered will bz shunnad for, .

emotional reasons. .
i v

It may not be appropriate to changg the product to suit the ‘resisters’.
We might ask, ‘Has the community bzen oversold on thz nzed for all teen-
_agers to continue at school full time?" Perhaps a break from school would -
provide a chance for salutary contact with the realities of life to, motivate
them, to further study. .,

This might lead to the equivalent of gustomer research, test marketing,
and product development.

It would seem that it would be valuable to involve ‘young p:zople who
have left school before reaching their potential level, and who now: fzel
the need to continue their studies, in programmes of product developm:nt.
It is. likely that we have too long regarded the parents and the future
employers as the customers who--have to be satisfied. Those undergoing
training and education are clients, too, even if they art also ‘raw material’
to be shaped! - oo

A Opinions of this typz.arise from and are reinforced by long exp:rience
with vocational, leisure time, and adult education. In thess areas, success
-in meeting the needs of the clients can be measured .to a considerable
extent by the continuity of attendance of the students.

-
-

Cost-Efiéctiveness *
Repeatedly, we hear. questions on the costs of implementing changes,
whereas we should be more concerned with the cost-effectiveness. The ways
- the costs of education in Australia are met do not sezm to bz clzar to
-~ moft_citizens—'The government will pay!" In some othzr countrigs, the <osts
of education are obvious and borng as a special levy on the community.
Unfortunately, the result of this is that the areas most needing good educa-
tion cannot afford it. .

 When one considers cost-effectiveness, many areas—staffing, teaching
methods, teachjng aids, class sizes, and so on—should be studied.

Whilst agreeing with Dr. Walker’s views'* on the difficulties of measur-
ing educationat cfficiency, one can easily see where increasing cost-effective-
ness Is possible. —
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One matter is in legal requirements, such as compulsory attendance at
school to a given age. If such laws are defective and the reasons for them
are no longer present, the laws should be changed. The resources so freed
would enable more effective service to be given in other areas, without

increase in overall costs.

Cost_-eﬁegj’\?gess is highly relevant in the controversy about aid to
non-government schools. From a business point of view, if the allocation
of $10,000 to another organization will achieve more of the objectives of
éducation than $]0,000 spent by a government organization, the alfcation
should proceed. This has been going on for years in New Guinea! This
does not mean that the allocation is a. gift without conditions or some form
of accounting. ‘

Supporters of extension of expenditure on education need to*devise
valid ways of establishing tangible advantages—to the community, and not
merely to the individual.

A~ way to persuade parents and children to value education more
highly and to use its limited resources more earne§tly would be to require
a contribution or fee to be paid to cover at least part of the cost, as is
done in most post-secondary education. '

UTILIZATION OF ASSETS: PLANNING AWMR%

Time and time again, one hears Crili&mme long periods when"
educational establishments are not in use. I‘n Ahe same way, reports are
frequently heard of the inadequate provision df{accommodation for children
required by law to attend school. These twq kinds of comments are
paradoxical. '

.. ‘ \\'\
Utilization of Assets : . ’ N

Assets, such as land, buildings, and equipment, must be regarded as

having, besides their initial cost, inherent continuing costs.

The first matter is that the purchase of that partigular asset has
prevented the use of the money for another purpose, whether it be the
building of roads, an increase in the old age pension, or foreign aid. We
should choose that cours€ of action which will give us the best return
on the investment.*® This is obviously a difficult matter to decide. It is easy
to see that the investment of thé money would bring in an income, which
is foregone when the asset is purchased. What is the value of education
foregone? - ‘ ,

Assets do not keep their value. They deteriorate or they just become out-
dated. Depreciation is an attempt to spread the cost of the item over its
useful life.** Perhaps it is more realistic to think in terms of replacement™
cost,?? in which casewe are providing as well for the changing value of

money.
2

Add to these concepts the cost of normal maintenance to ensure the
optimum life of the asset, and it will be understood that buildings and
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reason, such assets should be in gainful use for as high a'Yroportion of the
ume as possible.

The typical present use of education bunldmgs will approximate to
1815 hours. per year. The possible use might be about 5175-hours pzr -year.

equipment are costing money even whenr they are nV- use. For this

~

Utilization = 1815 Xx_100
5175
" Say, 35\per cem.

Is this good¥ enough?

If schools were to op“rate two shifts per day, the utilization rate would
climb to about 66 per cent. This would. in effect, double sclool accommoda-
tion-at no extra cost in capital charges or increase in land areas.

‘anl a way more acceptable
weeks of the year instead
es in usage, wé would
cent.

Looking -at thc situation in ‘another wa
to many people, if we used the schools fifty-t
of only about forty-two.' and made no other ¢
raise the .utilization rate by about 20 per cent to 44

Planning and Controls

The International Conference on Educational Planning, held in Paris
in' 1968, gave emphasis to a need for a parallel development -in planning "
the objectives and nature of education and in the demands for phy51cal
facilities and their &ypcs =

AN

Buzldmg e

The probable dcmands for educatlonal facnlmcs can be quite accurately
predicted at least two years in advance at most locations, and psrhaps five
years ahead on a state-wide basis. Yet we have in Australia a Iong history
of not having facilities ready when they are requnrcd and of using ‘temporary’
classrooms for a decade or more. :

Much of the confusion over building programmes arises from the limits
of available funds and compzting demands for them, The situation is made
worse by thé already-noted reluctance to break with tradition in the usage

of assets. The ultimate problems are the poor planning and controls applied
to building projects, and over-optimistic time-targets being given.

Private industry applies Critical Path Analysis® to buildings and many -
other types of projects, with Programme Evaluation and Review Techniques
(PERT) to give more reliable time scheduling. The use of bonus and penalty.
clauses helps to keep contractors to their agreed timetables. If these methods,
are in gencral use in education projects, they are not being used effectively.

Planning Change in the System

. v Major changes can be implemented *quickly in a qentrallzed orgamza-
tion, as A. W. Jones-‘ has pomted out.
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New South Wales had one recent major example of implementing change
when the ‘Wyndham Schéme’ was introduced. A well-considered scheme
for a change in educational pattern was evolved. However, the scheme was
implemented without time for appropriate planning and the preparation of

staff and facilities: The results were predictable in that the full intentions

and benefits of the scheme have not been achieyed.
X - .

Equipment .
In business. the question of cost-justification is always a matter of
eoncern. In the public service, it is cost-accountability which prevails—and

you must spend all your Zxdget somehow, or it will be reduced next year!

PERSONNEL: MANAGEMENT "

. Personnel management .is confined. in this presentation, to .matters
relating to staff and the use of staff. : o *

Management of staff is influenced by the organization structure in
which it operates. In education, one must question the continuance of the
multiple roles of the inspector. The role of assessor for promotion is very

. Jmuch a“farce, in that it cannot be sustained that an inspector in a brief

visit can assess performance of a teacher or compare his performance with
others with similar claims for promotion.® That he has this role inhibits

him in his role of professional adviser.

The need for the evaluation of teachers is a real one, both in justice

to the individual teachers and in the Interests of the organization. In industry,

the assessment of performance of subordinates is very much in the hands
of ‘their immediate superiors, who know their work intimately. The process
of assessment of performgnce is being increasingly ofganized and monitored
by a neutral personnel-section officer. The ideal seems to be the mfeasurement
of ‘results dchieved uyainst previously-agreed targets, followed by a con-
structive dialogie betwesn the superior and the subordinate, recognizing
that the aftainmen:. or tr.= reasons for non-attainment, of the targets are
¢i n 1tual concern.

T . ‘ .
Staff Planning L

The dgmand for staff .s just as readily predicted as’ the demand for
buildings and equipnicnt. ‘However. the lead time in preparation may need
to t- greater to allow for the training period, if ‘radition and industrial
pressurss are to .be met. :

Selection and Training ,

community that anyone who passes an

There is an idea current in t
should automatically be able to proceed

examinafion at matriculation

"to a self-chosen university eddeation.” In the same way, and just as

vehemently. it is held that any young person who obtains the minimum

“educational requirements to enter a teachers’ college should be able to

do so—and be paid' for it. The implication is that any such person can, by
attending a teachers’ college, become a satisfactory "teacher.
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This is an unacceptable .lqsumpti()n It is sad to Find this attitude in

the community, as it reflects the opmlon of ;the teaclfing profcssmn

It is most unfortungge and unbusmcssllkc to select persons for téaching -

almost -entirely on their academic results in an exgmination. Although the
reports from headmasters are reputed to be considered, the relevance -and

“bases of these reports are suspect. . &

A . .
- What is perhaps even more distressing is that persons accepted for
teacher training, and then proved during training to be unsuitable .
temperament or pcrsonality, are frequently ‘processed’ and pushed out irto
the schools. Industry has learnt that the cost of employing an unsuitabiv
person is much highcr than the loss of the costs of training up to that time.

The gradual trend towards long academic courses for teachers in
training might well be unwarranted, unless more realistically related with
teaching experience.

To some extent the long courses result from the tendency of educational

systems to concentrate almost entircly on the teen-age entrant to the teachmg .

service. Expenencc has shown that mature-age entrants to teaching bring with
them dedication and maturity.* They have proved very satlsfactory and
effective -staff members. Of course, ‘a careful screening process is essential.

It should be made more easy for these people to become teachers. The
Technical Education Department in New South Wales has had considerable
experience in -day-release in-service courses, but it is most desirable ‘that
part of. the training should be pre-service.

Part-time evening pre-teaching courses could also be arranged to facilitate
the movement of adults from other occupations into teaching. This would
parallel the provisions for people to make career changes to engineering,
accountancy, and other occupations.

Large busmesses have contmumg programmes of training and retrammg
In education, retramm% is very important—so important that attendance
cannot be made entirely voluntat(;»\,\/_,

N .
;

Tertiarj Education .
Lecturers going into tertiary institutions do not” have to show any
training or aptitude in developing the Iearmng process for their students.

. How can this be justified?

The teachmg performance of people in tertiary msmutlons seems to
show no correlation with their subsequent career syecess. How can this
be explained? :

From a management-survey point of view, /the ‘acknowledged fallout

after one year at a university is signifi
several areas. is possnble.that next to the greater utilization of assets,

gross inefficiency in one or -

~

this represents t e greatest misuse of funds allotted to education, and a heavy

N

loss to the individuals and to the community.
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Termination

Poor or lazy teachers have a serious effect on the morale and effective-
ness of their colleagues. “Fhe resistances they build up in their pupils are
transferred; to the pupils’ other lessons and upset the work of other students
and other teachers. In a non-governmental organization, termination of the

. services of a poor employee is relatively easy. but it is not so in a public
service organization! :

Before taking the drastic action of termination, industry usually tries
to provide means whereby the person is given more training, transferred to
more suitable duties. or better motivated, so that he becomes a more
effective employee. '

Promeotion

The filling of a management position in an organization should be
essentially on the basis of the ability of the pzrson to meet ths requirements
of the ‘new position. In industry, these requirements are -usually set down
in some detail and include both studies and experience in management as
well as in the relevant technical arcas. -

Outside applicants are frequently sought, even when persons within
the organization may have the requisite qualifications. An internal applicant
then has to measure up to the standards of the external applicants. One
could say that the promotion ladder is an epen one, not one up a tube
which shuts out extern:l contenders.

The implications for education organizations are that management
studies should be required before applicants are accepted for management
positions. Also, if the best management is to be -obtained, those within the
organization should have to measure up to the standards of qualifications
and performance available fgom outside the organization. .

Once the principle is accepted that relevant training is required for
promotion to spscific management positions, the provision of this training
becomes. a matter for urgent mutual interest of the leaders of the organ- \
ization and of the cmployzes. - - )

Of course, this principle negates the naive idea that pre-career training
should be all that is needed for promotion to the highest levels .of the

arganization. This idea becomes more ludicrous year by year, with the
changes in modern technology. knowledge. and environment. -~

‘lnduction and the Use of Staff

Most firms have well-defined “induction procedures for new staff. so-
that the staff will become effective in the new environment quickly.

Because teacher training is_done almost entirely by the employing
authority, induction. to the employing organization in its macro aspects
is most comprehensive. However. induction to the job and to the school is
very often perfunctory. This is one outcome of the lack of training of the
- manager/headmaster responsible .for the induction.
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The need for teachers in the various subject categories can be estimated
some years in advance with considerable accuracy. Why, then, do we have
a shortage of teachers in some categories and not in others? It may be
poor planning or it may be unexpected loss of people with qualifications in
certain arcas. If the latter is the case, the financial recognition of these
skills by the employing authority must be raised to meet the compctition.

Salary Administration

Salaries, fringe benefits, and conditions of service have to be competitive
with industry if the teaching profession i5 to attract and to retain pzople of°
the desired ability and émality‘

. Salary administration must not only provide an appropriate and com-
petitive salary for a job® but must recognize that different people in the
job will show differences in levels of personal performance. Thus, it must
also provide for proper recognition of differences in performance.

In industry, at present, the problems of defining performance targets
and measuring levels of performance are receiving considerable attention.
The public service has long been reluctant to facesuch problems, preferring

_to give an annual increment except for most unusual gross cases of incom-

petence. It has thus gained a reputation for rewarding mediocrity. If the
teaching service is to retain its most able and dynamic staff, it will have
to match industry in this area, too. '

Industrial Relations

The relations between the teaching profession’s industrial organizations
and those in government who employ ‘the teachers on behalf of the com-
munity are generally very p(:px at present. .

There seem to be three special causes. The first is that the adminis-
trators are nat trained as managers and are not free to act.'® (One thinks of
the large Hantlbook™, given to each N.S.W. Government teacher.) They have
little “feeling for personnel management, are largely oriented to an environ-
ment of children, and are gencrally expert in little except classroom teaching.

The second is the constant disruption, by transfers, of dynamic groups form-

ing in.the school staffs, and of the relation .‘(building up between staff,
parents, and the community. The third is the\one which’ affects all public
service industrial relations. It is Ln'gl/dity which is engendered by the tight
authoritarian system and the political problems which intervene when one
party repfesents the government in’ power.

~ A way of breaking out of this situation—and at the same. time making
possible more vital and close relationships between the community and the
members of the education system for the area, more flexibility to meet the
needs of that community, more cohesive action by the teachers—would be
to set up a commission for education, conducting a service business and
required to give supportive action to local, semi-autonomous education

systems. ‘
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Individual Problems

Teachers have individual problems of the same kind and about as often
as other enfployees. Industrial personnel officers find a considerable propor-
tion of their time is taken up in helping to solve these personal problems.
The organization has to be flexible and to show consideration to its em-
ployces if it is to retain their regard. Provision for this specialized service
is required in educational organizafions. '

- .
COMMUNICATION AND PUBLIC RELATIONS.

Education is the transmission of the mores. customs, and knowledge
of the community to’its new members, as well as the development of the
individual to the maximum realization of his potential. It is, then, part
of the culture as well as a major activity in the preservation of the
culture and ig the evolutionary change of the culture.

Under these conditions, the essentials are:
The
The
The

The [organization of the maximum return for the moncy and- cffort

ckpended. . L

tablishment of what values, etc.. should be transmitted;

ecognition of trends in changes: )

o-ordination of the agencies in the education procgss; and
. S5,

s,

. Ca
Communicgtion is the key. Education has to be the concern of _thcrgom- i
dhest?

community has to be' the forum of study for educdtion®Huy
th? have underlined the dangers of. not involving, the com-
munity in t > 1squ§si__§'n of all aspects of educatiph. s ¢

It is recdgnized that in many businesses. - parficularly in service indus;
tries, good puBlicareldtions are: essential to the fprospetity of the business.
Exp:nditure of ‘money for this item of the b get can never bz accounted

X

munity; th

for by tangible arid fuily Identifiable. gains, Af -that, it tesembles allocations -

td education., T .

Ay ) o

A go'oq._gubllic inage will attract more staff, .and staﬁtpf a higher

calibre. Ch%nge/is facilitated, be€ause ‘it is morereadily aceepted as being -

desi{ablc.‘ Vi . : i 5 J r
R S A w7y J W
..+ Thus, -public relations are the goncorn of every member of the orggm

‘It is, by oﬁgg;g/more wyidely recognizéd in business that. speé%alist is
required Yo assiét“and to organize me nbers of, management* to " consider
the' views thepublic is likely to 'M their, word¥.- actions,” and -timing;
Too .often, Austratian businessmen stilk. like };ug]g. .sérvice management,

]

iz‘atio’n,‘ Wi;?c, responsibility heavipst at the top'ﬁevc]s of management.” . -%
N row " I 8 3 s

“

act_with extraordinary disregard for the psychological impact of what tjgc,y )

R 5

say-and do. : 5,

the preparation of their strategy. an& the ap‘tness of)the timi

1 , y “
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Managers in ;duc’éﬁo{:; too. have to be trainéd to’thinlg.-m{‘terms of '
their objectives. and-fo consider how care in“choosing words, of illustrgtions, ,
ng. will help - .
- them to achicve those objectives. =
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THE OUTCOME

Some people are very good teachers and never want to* bscome
managers. Some pzople a’ryc very good teachers and would like to bxcome
managers; however, they ‘'may or may not durn out to be good managers.

ther teachers feel that their strength is in ‘management, not teaching. .~

Educational, management as a carcer should require spzcial training,
some teaching cxperience, and a career progression . parallel with that of
a classroom teacher or lecturer.

This leads to the core of the situation. If education is to bz an effective
service, it must be managed rather than administered, and authority and
regponsibility must reside properly at each level of management.

When this is so, management in education will become a carcer and
management responsibility will go to those who have the appropriate
ability, interest. training, and progressive exparience.

This will certainly contrast with the present policies. It will also
require the reward of -excellence in teaching to be continued in a teaching
situation.

ACKNOWLEDGEMENTS

It is not claimed that this survey breaks much new ground, exgept in
advocating that the Iwhol: spzctrum of commercial management pripciples
should bz applied 1o education as a service industry. \

Some Australian universities and other tertiary institutions have made
notable contributions to the development of educational managers by pro-
viding’ courses at various levels. In many cases these are termed courses in.
educatjonal administration. This is partly bzcause they are designed to serve
the present situation, and partly due to a different use of the term ‘adminis-
tration’. - : . :

SUMMARY AND CONCLUSIONS

The paper advocates the development of management in education,
rather than administration of education. In the survey presented. it is held
that the Australian pattern of education organization nsglects much of what
has been learned in the last fifty years about the management of enterprises.
It is defective in the. 'use of its assets, lacks the will to cut the areas of
low return on effort, is inefficient in communication, often heedless of public
relations factors, weak in planning, lax in control of projects, and very slow
to use modern techniques properly to "improve services and management.

Since the decision making is highly centralized, and administrators
have been what the central decision makers wanted, it would have been
logical to expzct that administratcrs would have bzen selected for adminis-
trative potential and trained appropriatcly. This is not what has happened.

Thus, the way is free to set up traning in the management of education.

- It would also be necessary that the organization of edication be restructured

so that managemegnt is possible! This would carry with it the #consideration,
. - . .
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‘by all sections of the community, both of the objectives of education and of
‘the deficiencies of the present system of government-dominated and central-

ized systems of control.
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PLANNING FOR EFFECTIVE EDUCATION—
FINAL REVIEW

D. A. JECKS. M.A., B.A., DIP.ED.. M.A.C.E.

Senior Lecturer, University of Sydney -

A paper read at the Twelfth Annual Conference of thz)Australian College
of Education, Perth, 20th May 1971. N

INTRODUCTION

~In their General Introduction to the 1967 World Year Book of
Education, Blaug and Lauwecrys state that ‘It is fitting and proper to run
education systems as efficiently and cconomically as possible’. I suppose
that very few would disagree with the essence of this statement. "

In any enterprise the effective use of resources is a first consideration.
Indeed, one of the preliminary papers I received regarding this conference
stressed the ‘importance of .good planning (related to resources) and good
administration (of resources) for effective education’, and foreshadowed the
1972 conference theme-as Educational Priorities in Australia. The combin-
atiﬂo’n of the 1972 theme with that of this conference shows how the college
is?ttempting to highlight priorities and planning in Australian, education.
Add to this the UNESCO Conference on Educational Planning, which was
held in Canberra in September 1968, and Professor Bassett’s subsequent
pubfication Planning in Australian Education, plus the Australia-wide Com-
monwealth Needs Survey, of which the New South Wales contribution is
currently being completed, and the importance of this general area is stressed
even more strongly. N ¥ ' =

Planning requires the prior clarification and setting of priorities and
objectives. These must include considerations of quality as well as those of
quantity. While the provision-of teachers and physical facilities for rapidly
* expanding student enrolmients indicates a commendable administrative effort,
Mr. Fitzgerald has pointed out that qualitative factors are also at stake,
He noted that ‘sound planning requires us to re-examine the aims, methods
and outcomes of the whole educational enterprise’. Coombs has described
the more leisurely pace of educational change prior to 1940, when relatively
simple forms of planning sufficed. At that time, ‘a planning horizon reaching
only to the next budget year was sufficient’. He has contrasted this with the
present situation and claimed that. comprehensive long-term planning is
essential. Coombs also noted the point taken up by Mr. Fitzgerald, with
which I agree wholeheartedly,’ ‘

Most important of all is the lesson that educational planning of the
new variety must be concerned. not simply with expanding the old
education system but also with changing it.

Planning in Australian education has related mainly to the maintenance
and servicing of the existing system. Dr. Radford observed: that *Any form
of social organization including education must rejuvenate itself; be re-
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generated or change with cach new generation”. Mr. Fitzgerald noted that

“ff to “plan™ is literally to devise a new scheme of things, we have had

little use for it in Australia’. e

I believe that in gencral the state departinents have planntd efliciently
at the system level. Forecasts regarding enrolments, teacher supply. sites and
buildings have been made with a fair degree of accuracy. and plans to meet
these nceds designed. Aceeptance of these plans, and the question of what
share of state and federal resources is to b: devoted to education, have been
matters for political decision. Within the system of annual budgets the main
focus has been on the short term. In Australia therc has been no political

acceptance of cither economic or educational planning other than as these

relate to current situations.

1t would be unfortunate if we adopted a defensive position and re-
sponded only to changes which were forced on us. Miss Whitlam made this
point well; stating that ‘too often we have reluctantly caught up with
change’, and concluded that ‘probably we really need a transformation’.
Mr. Hayter referred both to ‘crisis’ and to a ‘dynamic changing situation’.
However, Mr. Fitzgerald claimed that ‘the community has proved loath to
believe that any *crisis” loomed in education, observing that the school
system secemed ‘‘most unlikely to collapge™.’ Mr. Williams noted that since
1945 the energy of top-level administrators in the state departments ‘has
had to be turned increasingly outwards to regulate pressures from rapid and
critical changes in society’.

. . . . ‘ . . '
What is the import of all this? First, we must accept that decisions

regarding the clarification of objectives and priorities in Australian education
are an essential base for effective planning. Mr. Fitzgerald has claimed that
we lack any real sense of priorities. Second. while the propesr concern of

front-line administrators has been urgent attention in coping with problems -

of quantity, the quality of education in the schools and of the system
generally is a key issue. Professor Bassett has pointed out that the ‘whole
planning venture is of little consequence unless it culminates in something
worthwhile happening to children’. Third, we need to plan for effective
education rather than to respond defensively to particular pressures and
crises of the moment. This is not to defiy their importance and urgency;
indeed, they are a normal part of the fday-to-day administrative process.
While recognizing this, there remains af very proper concern for effective
long-term planning. .

EDUCATIONAL PLANNING

The conference theme is ‘Planning for Effective Education’. Before the
conference I expected that both ‘planning’ and ‘cflective education’ would
be defined in the papers presented. This has not occurred. If the statement
of the conference theme. was intended primarily as a convenient umbrella I
can understand why my expectation was not fulfilled. Certaiply, I can
understand why those who presented special purpose papsrs did not feel
that it was their roke to focus on this definition of terms.
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Before procceding toy discuss several matters which 1 feel emerged
during the conference, 1 shall present several definitions of planning in
the hope that these will sharpen our focus on its essential elements.

Dror has defined planning as:

the process of preparing

a sct &f decisions *»
for action in the future

directed at achieving goals .

by optimal means.

1. orientation to the future -
2. orientation to acigion

3. concern with deliberate endeavours.

"

They exclude the element of optimal means from Dror’s statement and give

their definition of educational planning as: v

the process of preparing
a set of decisions
for future action
pertajning to education.

-

Mr. Fitzgerald noted that ‘The term planning has . . . become one of

“the new in-words for education’. I agree. Not only is the word topical, it

also conveys-an important concept. In view- of this, it is important that the
term planning déesn’t become merely a slogan. In their report Training-the
Administrator, which was published in 1963, Dr. Cunningham and Dr.
Radford pointed to the danger of the bandwagon effect which could .attend
the promotion of the study of educational administration. I suggest that
the same warning could well apply to the ‘new in-word’ planning. The
concept doesn’t need any hard sell. Rather, the primary focus should be
on its place in the administrative process and in education generally. Plan-
ning has relevance at all levels and should be seen in this perspective.

Blaug and Lauwerys have stated that ‘Some educationists and adminis-
trators have . . . . displayed some weariness, even boredom, with the notion
of planning’. This viewpoint is quite as regrettable as any.overly enthusi-
astic hard sell. It seems to me that critics of educational planning who
base their attack on its relatlonshlp to economic planning generally, and to
manpower planning in particular, lack some balance Miner has stated the

-need for a middle ground thus. _

. v
_ Granted the necessnty of consistency and the establishment of priori-
ties, proper assessment of education requires modification and some-
times abandonment of traditional methods of evaluation and target
setting. Too much of contemporary target setting has tried to force
educational planning into the mould of planning by fixed-coefficient-
production-function methods. On the other hand, far too many
national education programmes have abjured entlrcly the techniques
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of economic planning. and employ targets set without regard to over-
' all resource consistency. to internal resource or programme consist-
. eney. or to the establishment of priorities” within education. There
is an urgent need for a middle ground bétween economic and educa-
tional planning. \

In Australia, Professor Bassett has stressed the need for decisions regarding
allocation prioritics in view of the fact that resources are not unlimited.

The point of view that planning is an important ¢lement of the adminis-
trative process is well expressed in the Report of the Fifth Comimonwealth
Education Conference which was held in Canberra in February 1971, The
delegates considered that planning should not be regarded as separate from
the administrative process. They felt that planning should be regarded as
one of the administrative skills.gnd not as a scparate function and stressed
the need to integtate planning’ within the administrative context.

‘Planning occurs continuously in administration. Its purpose is the
preparation of a set-of decisions for future action. Without these decisions
the functioning ‘of the organization is impaired and may be scriously dis-
rupted. A lack of planning can indicate a lack of future perspective.” Plan-
ning in the context of organizational behaviour has been widely discussed
by writers in the general ficld of administration, management and organiza-
tional theory for the last fifty ycars at least. Certainly. it is no new concept.

The focus on educational planning which has d *‘(pm::ccnt years
has related to the needs of the developing counﬁ‘c“:wllt has been observed
that the developsd countries. such as the United States which exhibits ljttle
evidence of macro-planning in its own education system. are ready to give
expett advica as it affects the developing countrics. Any slight taint of
cynicism in this obscrvation is regréttable. The developed countrics have
most engaged in planning in times of crisis. In view of the probléms of the
developing countries. it Jis fortunate that the developed countries have been
prepared to contribute the expertise of their personncl to help -with the
problems concerned. ’

OBJECTIVES

Professor Bassett has observed that ‘Planning in education is a «

ratds

. process” of bringing means and ends into effective relationship’.: Planning is

as much the concern of the teache: at the «perational level of the @lassroom
as it is of senior administrators 4t the sysi-m and managcrial levels, even
though obviously the type and content of planning will be: different. He
has noted that ‘If education is to be clearly directed. educational objectives
need to be stated explicitly’ at socicta). svsiem, school and classroom levels.
Discussing planning in its broadest sense he sqmmeg\ up thus:

At present most stress is laid on the assessment of instructional ob-
jectives. There is an obvious need to give more attention to thie assess-
ing of administrative and societal objectives, and to effect a proper
balance between the three, as a good plan is expected to give due
weight to all three types of objectives and-to form them into a
coherent pattern. ’ '
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During the 1969 World Education Fellowship lecture serics which were
held in Australia, Professor Miller discussed educational objectives for the -
coming decade. He argued the need for ‘agreed-upon long-range goals as
reference points’ and urged the clarification of ‘realistic, meaningful object-

.ives’. He concluded that ‘Appropriate broad objectives for Australian educa-

tion would assurcdly be of rcal assistance in planning’.

Recently Professor Miller directed my attention to Alice's Adventures in
Wonderlund to illustrate a point he was making. In the followm&, conversa-
tion Alice is speaking with the Cheshire Cat, .

Alice . . . went on. ‘Would you tell me, please, which way I ought
to go from here?’ .

“That depends a good deal on where you want to get to,” said the Cat.
‘1 don't much carc where - .° said Alice. -

“Then it doesn’t matter which way you go,’ said the Cat. |

‘. so long as 1 get somewhere’, Alice added as an explanatio,

‘Oh. you're sure to do th.lt said the Cat, ‘if only you walk long
enough.’

The question: ‘To-what end?‘ is basic. Clarification of objectives is
necessary if planning is to have direction. In this regard it was epcouraging
to note the discussion of objectives in various papers presented. %lr Brassil
reférred to attempts being made in Melbourne, related to Catholic education,

efine problems and to clarify nedlis and objectives. Miss Whitlani, in
discpissing the private schools, claimed that “The main advantage we have
in teacher training is that we have an underlying philosophical conviction
regarding the nature, purpose and aims of education’. Mr. Hayter asked
four questions which are basic in setting objectives and posed a fifth question
which he described as perhaps the ‘most important. challenging and frighten-
ing of all: What kind of human beings do we plan to produce?’ Mr.
Williams contributed an interesting discussion of Management by Objectives
and summed up that two fundamental concerns were the ‘rational pursuit
of objettives” and the ‘motivation and personal commitment of individuals’.
He suggested the value of the application of Management by Objectives to
education. Mr. Fitzgerald claimed thdt the ‘General failure to set firm goals
and spell out ways of achieving them on a national scale has worked to

‘put our educational services under growing pressures’. He discussed the

‘need to clarify some basic philosophical issues’ before planning resource
allocation and utilization, and concluded that ‘the kind of planning for .
effective education we favour depends very much on our particular concept
of that goal'.

Planning must rest on objectives. To say this is to state the obvious;

it needs to be said nevertheless..Not to have any plan to reach a destination

can mean aimless meandering: remember Alice in Wonderland. It may be
relaxing ‘just to travel nowhere in particular’ but this attitude is indefensible
when we consider the needs of Australian education today.

Descriptions of educational practices need to be stated in relation to a
rationale and to objectives. If we become obsessed with means, we have
no adequate answer to the question: ‘To what end?’ other than to reply
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. - that we are just doing it for the sake of doing ‘it; in this we approach a
statc of cducational hedonism. Means must be closely tied to needs and
purposces. : :

¢ TEACHERS

_ Teachers have considerabl: freedom regarding educational programmess
~+.. and practices in schools,.Mr. Williams made this point well. He claimed
that supervisjon shoWfT aim to free teichers’ ‘full latent powar’. This raquires
} some' shift from past practice. It does not mean that teachers will bz free
- in any absolute sensc, for accountability will not- disappzar. Ncither doss
- it mean that co-ordination within the wider organizational system will not
occur. Indeed. accountability and co-ordination are nccassary componznts
in any organizational setting. '

Mr. Williams described the “tight supervision of teachers’ and put the
point of view that the relationship of the managerial level to the tschnical
or operational level of the schools should emphasize service rather than
control. In spitc of practical difliculties of changing sup:rvisory styles ‘and

relationships, it is an objective which should bz pursuzd. The interplay of
teacher freedom and teacher gecountability is a problem arca which merits
the fulicst exploration and discussion.

Mr. Williams noted that as ‘the aims of education are achieved through
the teacher’, the teacher must b: the ‘principal focus of administrative
effort’. If this objective is accepted, it has significant implcations for planning
at ‘the system and managerial lcvels.

Supervision of teachers at school level may well czntre in helping -#tem,
- to clarify opcrational gbjectives and to devclop opzrational plans. A key
~ consideration is teacher perceptions of ends and means. Their aims and
their planning are very important. If this objzctive is acc-pted, suparvision
relates to the teacher’s pzrceptions and plans rather than to the details of
teaching pcrformance. In practice this means less focus on the details of
content and on the prescription of method. and more on the individual ™
teacher’s appreciation of the relationship of ends and means and. of his
educational planning at classroom level. Tcachers need to b help:d to
specify objectives and to make detailed plans in relation to these. In the
final analysis, an effective teacher is one who has the capacity to conceive,
plan, develop and implement an educational programme -in relation to
particular operational objectives. . : '

The trend towards greater teacher freedom was discussed in :several .
of the papers presented. Miss: Whitlam claimed that ‘We do - not take full
advantage of our freedom® and this viewpoint is probably shared by many.
Mr. Fitzgerald observed that ‘The trend in Australia has bzen to allow.

. the teacher more scope for initiative’ and that the ‘school has come to
enjoy more and more autonomy’. Mr. Williams .noted that ‘Teachers . . .
are seeking more influerice over educational decisions.and can bz exp:cted
to continue pressing for a greater share of power’. He suggested that in .
the transformation of education during the coming decades, ‘the most
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efficient strategy will be rapid professionalization of teachers’ and concluded
that ‘Iniproving -the quality of education depsnds primarily on improving
the competencg,and status of teachers’.

- If the objective of the rapid professionalization of teachers and an
associated sharing of power is accepted, planning to this end is urgently
required. This is not just a simple matter of ‘handing over’ without adequate
planning of new relationships and new procedures. To go ahead without a.
well-conceived plan could result in outcomes which ncilher‘;&r'ems, students,
teachers - nor administrators anticipate or want. ‘

“  Mr. Williams noted that ‘Much of what is now happzning in educa-
tional supe[visio'n seems to bz wnplannad and unco-ordinatzd’. He clalmed
that principals and”teachers could bz granted a kind of autonomy ‘which
could quite easily lead to dispersion of effort and lower productivity’. Mr.
Williams concluded that ‘the problém is to.combins professional autonomy
for teachers with thg co-ordinated pursuit of cducational goals’. Mr.
Fitzgerald asked ‘whether ‘tcachers are competent to make what amounts
to final decisions on coursz content and methods’, and ‘obszrved that ‘Their—
limited professional training gives much cause for doubt’. Mr. Fitzgerald
3 also noted the position of parents where they ‘have little recourse should \
. they find the service unsatisfactory’. L. '

Dr. Radford also discusssd this matter. He rais=d the problem of ‘those
who deny -the authority of others but then ¢laim it thems:lves over thoge
;in no position to “eppose it. or to qusstion it. or to removg  themszlvés
~ from its effects’. He stressed ‘the danger of teachers ‘sstting themszlves up
‘as sole arbiters of what is good for others’, ointed out that ‘Nzither

-« have we a right to autonomy in our methods urriculum, our organiza-
~; tion. our evaluation, whether by class. or school, or system. save by direct
.delegation constantly renewed by those whose nzeds are served by our
“activities’. To plan or to procesd otherwise, he described as ‘a travesty
- -of the true -role of the professional teacher’. I do not doubt Dr. Radford’s
" deliberate ‘purpose in stating this foreefully. It is a basic issue to bz con-
sidered concsrning school and teacher autonomy and fresdom. as thess are
always relative. To discuss absolute autonomy or absolute freedom is to

be "unrealistic. - ) '

As I have alrecady observed, accountability and co-ordination are
nccessary components in any organizational setting. Planning regarding
teacher freedom and accountability may well be one of the most urgent
* priorities related to the organization and administration of Australian
education. There is need for full exploration and discussion to clarify
objectives, opportunitics and constraints. In spite. of inherent difficulties
there is need for planning and for action. It would bz regrettable if ad hoc

= decistions and developments ‘prevailed. Professor Bassett has commented

thus: . . -
) . .
One that is especially important is the use of authority to create a ¥
stimalating environment for teachers. principals. supzrvisors, - inspzc- .
ors and others to work in. with ample opportunity and encouragement

for them to keep in touch ‘with new ideas and new materials. and ~

‘ fbe genuinely opsn to new practices. In such a situation there is
I : 169 o .
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the possibility of some me(ﬁcxency, and an e!:ment of indeterminacy;
but both are probably inevitable in an enterpnse involving such
complex relationships. Planning an educational system so that pro-
- fessional development is offered to all who work in it is a bold use
“of power; but it may well prove to be the best ‘way to promote
learning and teaching, and to guarantee progressive renewal of the
“system. Indeed it may prove to be-the only way.

It is obvious that any planning related to the educatjonal programme
is the proper concern of the teachers who have to.implemeny, it at the
operational ‘level. Their involvement with, and their commitment tq, a plan
are critical factors. Teacher perception and receptivity affects the implement-
ation of a plan quite as much, and perhaps more, than the pzrception,
plannmg and support of senior administrators. It is not too much to say
that just as change rests in a large measlre ‘with teachers, so does planning.

Teachers are ame inost important resource of any educational system.
- They represent a significant investment. Their salarigs are the lafgest budget
item. The educational programme depznds upon their-attitudes afd skills.
No-amount of stimulation, co-ordination or control can ‘lift’ the educational
programme. above the level of teacher competence. As Mr. Williams has
noted the teacher must therefore remain the principal focus of admmnstrallvc,

cffort’
*3-L-" . -
DEVELOPMENT ‘ : 8
. I was glad to note thait Mr. Hayter urged that individual teachers

should proceed ‘to try out promising idehfe without waiting to remake  the

whole school”. One of the advantages of the North American school system -

is their capacity to accommodate ‘growing edge’ teachers and to allow

‘lighthouse’ school§: Indeed, there is g much greater focus on action research,

even though this may relate only to one or two teachers in a particular

school. Mass conformrt/’and mass change have tended to be the norm in
« Australian schools.

L/

., . During this conference we have had proggammes and practices described .
to us such as team teaching, Sesame Street, teaching machines, independent
study, video taping, teacher aides. modular scheduling. information retrieval,
and organizing large lecture groups .and small\diseffssion groups—to mention -
only a selection. It is encouraging to know that there is some ferment and
» action research in Australian education. It is stimulating to know that
‘approaches are being examined and developed with the. aim of 1mprovmg
educatxonal practice. -

There should be a. fair deggee of tolerancw ¢owards new practices and
programmes. It is tos*easy to play the conservative ‘armchair critic. The
important consideration is that these approaches should relate directly
to some area of need. that their in;;%’nen,,tation is- planned and that their

rationale {is critically examined. Thisbrings us back to the -question: ‘To“
what endX I suggest that this quéstion can best be considered at the
opcratlonal evel of the school and classroom, where needs and objectives
ecified wnthm a bounded and comprehensible unit. )
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Dr. Radford noted both the need and the problem. Clalmmg that we
should do what we can ‘to reduce present avoidable inequalities’, he stated:

But £ to what to do, we are not so certain. Many of the social
action programmes that come so quickly to mind are, of course,
unproven. There are some of us who are convinced of the need for
such programmes, who though accepting doubts about their eﬂicxency.
nonetheless believe that some action must be undertaken and that
now. . :

Later in his paper he observed. ‘Faith may move mountains but it m}st
begin by moving little more than a grain of sand’. Provided that it is based
on. ieeds, that its rationale is consistent with these needs and.that its
implementation is planned. a greater amount of action - rescarch could
help ‘lift’ Australian educational programmes. :

While an approach may be unproven, it may have apparc.nt potential
in relation to some specified need; while there may be some doubts related
to it, some’ action in relation. to the specified neced may be necessary, ‘and
that now’. It is the-role of the professional teacher o consider needs and
objectives, to plan, to' decide and to act to improve educational practice.
Cyr of Columbia University, once observed that if we always waited for
the optimum moment or for the final proof, we would never make a decision
or a move in our lives. even though commonsense indicated that decision
and action were necessary and that there were some promising avenues to
explore. N

»

EDUCATION FOR ADMINISTRATION

. Administration sets the conditions for teac ing and learning in the
schools In this sense each administrator occuples a key role as his attitudes
and performance affect education profoundly Yhe interest of the Kellogg -
Foundation in educational administration in ‘North America resulted from
their awareness of the impact of administrative’ behaviour on the school.
The administrative role can relate to adaptation and leadership.”An altern--
ative is limited service and maintenance of the existing structure, but this
is a role which many Australian administrators would consider too limiting
for their personal task satisfaction.

In his book Admmzstratu)n and Policy Making in Education, Walton
described the administrator as the ‘safe, prudent, pracucal man who exem-
plifies stability’. He argued that the administrator is not a determiner of
policy, but that he ‘tends to conform to the established purposes of the
organization of which he is part’. The aspiring administrator should appreci-
‘ate the message contained in Walton’s assertion that administrators are
not remembered as administrators, but rather as professionals—academics,
engineers, scientists or teachers. Is the administrative function so concerned
with stability and the survival of~the organization that this creates ‘a sterile
passivity’? The question which Walton raises may well trouble those
Australian administrators who do not dismiss the 1mphcatlons too lightly.

I Australia there has been no tradition related either to education
for administration or to qualifications in educational administration. In
1963 Dr. Cunningham and Dr. Radford observed that it was ‘not uncommon

[ *
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-their focus on the importance of concepts derived from the social scieples.

to encounter scepticism about the possibility or need for training adminis-
trators’ and noted that ‘one even meets hostility . . . to the idea that certain

- people should be assisted in learning how to “manage™ others’. Whether

the latter point relates to a stereotypz or to reality I leave an opzn question. .
Dr. Cunningham and Dr. - Radford supported .the study of educatlonal‘

. administration and recommended possible lines of development.

Last year,-when preparing a paper related 'to the study of educational
administration in Australia, I surveyed the sixteen universities and the sixteen
colleges of advanced education listed in Education News. 1 also surveyed,

the six State Education Departments. I found that eight of the sixteen

universities were offering courses ineeducational administration. and that
by 1975 it was possible that twelve of these same universities would be
doing so. Two of the sixteen colleges of advanced education were offering
courses and two more planned to do so in the near future. All of the six
State Education Departments were conducting in-servite courses. The overall
impression was that there had been strong growth during the sxxtles and
that this could be expected to continue into the ’seventies.

There is expanding interest in the study of educational administration,
in Australia. The issue for the coming decade may not be one of quantity;
I believe that a considerable number of students will flow to coutses.
Rather the issue may be one of programme quality and relevance within
the Australian context; this is a problem which merits the fullest consxdera-_
tion.

Professor Walker and Mr. Thomas have discussed education for adminis-
tration. I agree with their rejection of the ‘how to do it’ approach, a

ThlS is not to deny the 1mp0rtance and relevance of practxc W ourses.

It is fo deny that there are five. or six. or seven rules or steps, which. if

applied in the given sequence. result in good morale, supsrvision, communi-
cation. or so on. It does highlight the point of view that an understandmg
of concepts related to authority.. power, responsibility. work satisfaction,
leadership. informal organization. and so on. can be a valuable component
of education for administration. It is not so much an either/or choice. but
a need to place various elements in relationship.

The importance of organizational theory in illuminating the process
and context of administration. and in assisting the administrator better to.
perceive and to comprchend problems and issues. should not be denied.
The “situational nature of administration always exists, and the problem of
generalizing in applying organizational theory is soon apparent. However, -

- when I consider the altemanve approach. I do not feel that these difliculties

should divert attention from the need to base educational administration
in the social sciences. In the United Kingdom. Peston. a professor of.
economics at London University, has commented thus:

Educational administration has for too long lacked- a firm founda-
tion of social science. and has proceeded on a basis of hypotheses
tested at best by common experience rather than by serious research.:
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In the United States. three leading profcssors have commented thus:

There are those who argue “that l\nowledge of prganizational  and
administrative theory and research is a burden rather than a help to
the practising administrator, and thosz who asszrt that the practice
of administration must be founded dn theoretical understanding and
resecarch ‘however imperfect these may Be. or it will be founded on
myth, emotion. and unquestioned recipe.

Professor Walker and.Mr. Thomas have pointed to the need for one
or two-year programmes for non-graduate administrators. They suggested
that the colleges of advanced education and the teachers’ colleges might
be able to provide these programmes. Certainly. the teaching of educational
administration needs to go forward on a broader base that the universities

. can provide.

A major thrust in providing courses for educational adniinistrators must
come inside the education departmcnts As major employers of educational
manpower, and having interest in the professxonal development and com-
petence of their personnel, each department is conczrnéd with administrative
behaviour at all levels of the system. While other orgamzatlons and
institutions may assist in educating administrative personnel, a major task
rests with each department. Professor Walker and Mr. Thomas discussed
the difficulties and weaknesses in a situation where a departmcnt is too
dominant in training its own p.rsonn"} The ‘closed shop’ is well known in
Australian education and there is a need to widen contacts and expzriences
in every way possible. It is unfortunate that more use has not been made
of courses such as those offered by the Australian Administrative Staff
College at Mount Eliza. Dr. Cunningham and Dr. Radford recommended
this in 1963 and I pointed to the possibilities again in 1969. When, compared
with business. industry and other government departments, the partlcxpatxon
of educators has bzen surprisingly smali. N

There aré several contributions that the .Australian universities can
make. Obviously there is a need to extend the research and publication

‘base to increase the resource materials available for the study of educational

administration in Australia. It is also important that a growing numbsr of
good level graduates who have studied educatidnal administration at higher
degree level come from thg universities to assist in educating for adminis-
tration in the colleges and the state departments. The alternative will be
too heavy a reliance on personnel who are Ilmlgd in- their knowledge and

reading base.

Fortunately, the departm“nts already employ officers who hold doctoral
and masters’ degrees in educational administration. Fortunately also. the
universities are graduating increasing numbers of higher degree students °
who have completed courses in this area. For example, in March 1971 of
the 49 students at Sydney University who completed pass and honours level
Master of Education and Master of Arts degrees. 22 (or 45 pzr cent) had
included graduate study in educational administration. Further. of the
400 students currently studying for masters’ degrees. almost 100 were
studying educational administration this year, and by the time all of these
studénts complete full degree requirements, we may expsct that at least
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. ’é per ‘cent_ will have studied’ in this area. %'bartlcu] lmportance will, - .

_ }hc honours level masters’ and doctoral gradu wgo grve part;c,ular ]
< attentmn to the study of admmxstratxon : .
: O

o - While Id6 not wish” to oversfate the ] poki 'n, cons,tdermg thé totalr o
psof * the Qn- gomg prograxjimes oﬁa,the A strahan umversxtus, I feel that a
promlsmg start has ‘bcen~ mhde '

Lo FlNAcco MENT- 8 o

’I;pe Ameérica A&ﬁuthon of School Adm}gystraters has]deﬁqe‘d\ad- E
mmlstiauon as: ?3 Y ‘o T

¢ The tbtab’ off tha processes throug Whlch a$°P’13‘° h“ma“ and,
érpr

matenalqle(s jurces’ are .made av € ahd mz}ge eﬂectwc for a.ccom-

-éphshmg e purpose of an . ,
Plannmg is one of the processes mvolVed It 1s necéssary not only to plan
. to make IESOUICES . gvallab]e bt algp~"to to make .thesc resources
effective. The 'theme “of this conference has: Planning’ for Effective

Educatxon and this corresponds well with the above definition. -~ *

Since: ]945 growth in Australian education has necessitated substantial
administrative efforts to provide the quantity of human and material
resources required. Evidence of the scope of the problem has been, is,

- and will be, constantly before us. The challenge is more than this. In
preparing sets of decisions for future action, considerations of quality as
well as of quantity arise. Planning for Effective Education is impsrative;
students and teachers in schools are a proper focus, and the clarification
‘of objectives a primary need. I remind you that Dr. Radford in commencing
his presidential address, delibsrately began with people and placed planning
last. I conclude by reminding you of his statement that we should not forget
‘that at the heart of every worthwhile policy and every effective plan stand
the persons for whose good they are intended’.

e/
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THE USE OF MATHEMATICAL MODELS AS AN AID
TO EFFECTIVE PLANNING IN EDUCATION

H. W. S. PHILP, M.A., PHD., F.B.PS.S., FA.PSS., FACE.

School of Education, Macquarie University, Sydney
AND T
J. N. JOHNSTONE, B.SC., M.A.CE.

Senior Tutor, Macquarie University, Sydney

Over the past ten to fifteen years, attempts have been made within
various research institutes to develop mathematical models: to help in
educational planning. Recognitiorr of the - potential of models as planning
tools has grown enormously over this period. In a very brief survey during
1969 of twenty member countries, the O.E.C.D. found 123 mathematical
planning models with a status of either ‘finished’ or ‘in progress’—and not
all educational planning models within each gountry were listed. This
emphasis reflects a combination of faith and despair—despair in the effective-
hess of current methods of planning, and faith in the mystery and magic of
computer aided mathematits. Whether the faith is justified is a moot point:
certainly the models can do no worse than the by guess and by God .
techniques -currently employed. - : '

The purpose of this paper is. to describe the principal types of models
which are most in use; to demonstrate how they may be applied to.the
Australian situation and. to indicate the d}ectlon of current research.

Such models can, for purposes of dxscussmn, be classified into three
broad groups which overlap to some extent. These three broad categories

- are:

(a) Models related to one or more specific aspects of an education
system. We will refer to these as ‘ad hoc’ models since they are
marginally concgrned with analysis or prediction to help in the
solution of a specific problem or set of problemsg

(b) Models related to description, analysis and/or predlctlon of the
- features of an entire education system or a significant part of it.
These we designate ‘education system’ models.

(c) Models which attempt to relate the education sy\stem to- the socio- -
economic system. As a rule they are concerned with manpower
needs, both in terms-of numbers and skills. Qur shorthand refer-
ence for them j (\;/ anpower related’ models, or, to indicate their
coverage qc P hensxve ext,emally -linked’ models.

een developsd to assnst plannmg within one
a set of institutions with comision and intet-
related goals or to assis nnmg as part, of a total system (e.g., teacher
numbers). In such situations, data i$ easier to collect and less complex in
scope; external influences cause less vdTiation in forecasts than. when con-
sidering a whole system or-an economy.

i -

purpose and wh h-hi
particular instituti or\(
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Gani’s ;1963 study is typical of efforts in this domain. He tried to
timate total enrolments in Australian universitics and also the total
number of rees to be awarded in the future. His task was made difficult
the rapidly changing number of ‘first enrolment’ type students.

He begins by describing thfeeneral and basic pattern of seven years
which a’particular cohort could follow—three years for a bachelor’s degree
at pass level, an extra or fourth year for the honours award, a fifth year
for a master’s degree and then two years for a doctorate. Gani looks at
the transition proportions between each level and the numbers repeating.

From this he develops a system of simple equations such as

o0
S = z Ql(“Nt-J
=0

where S;; = number of students at the ith level in year t 4
Q" = proportion of the initial cohort enrolling at level i after j years
N:-; == number in initial cohort on entry j years ago.

~ His system of equations is easily expressed in matrix form and this
helps development as well as general expression.

-Final results are calculated for a’period of six years and compared with
the actual numbers of bachelors’ degrees awarded at pass and honours
levels. The largest error is 7.2 per cent (estimated 3,876, actual 3,615) while
the smallest is 0.8 par cent (estimated 3.048, actual 3,025). Errors tended
to bz those of over-estimation. To reduce these. however, the model could
be refinad and ‘Gani suggests that this would not be a difficult task.

There have bzen ‘many attzmpts along similar lines in the development
of mathematical models within one particular institution. Keeney, Koenig
and Zzmach (1969) deal with this fzature and its accompanying advantages
in general terms. Judy (1969) describes the CAMPUS model of the University

‘of Toropto which attempts to interrelate all-aspects of that university. In

Australia, Macquarie University is one institution at present developing a
model to forecast enrolments, staff requirements and total costs.

Another example of such models with a limited ‘parspzctive is provided

"in the Report of the ‘Scott Committee’ which investigated class sizes and

teaching ‘loads in government secondary schools in New South Wales. The
committee used a draft mathematical model to consider the various factors
influencing class size. This model we would deem ‘ad hoc’ because of its
focus on only one particular aspect of the education system.
The model was ‘ '
C=E xK
MxT
where C = average class size »
E number of children in a form to be taught a particular subject
K = average numbzr of time units of instruction received by each
pupil ' .
M = average number of time units of %instruction given by each
T

teacher Fa
= number of available ‘teachers 7
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The model was used by, the committee to investigate which variables
could be manipulated ‘in order to.achieve smaller classes’ (p.56). It was not
used to forecast class sizes in the future. although it could very well have
been used for this purposc. It illustrates well both the power and the short-
comings of models of its type: for example, if total enrolments rise, then
in order to maintain class sizes. constant, the alternatives are to increase (T)
the number of tecachers, increase (M) thz number of hours taught™by each
teacher or decrease (K) .the numbzr of hours of instruction for each child.
It will be recalled that early in 1971, to meet just such a problem. where T
was constant and E rising. the New South Wal:s Department of Education
proposed first to increase M and then. after discussion with teachers, to
decrease K. Moreover. by substituting exact values, which were known.
for C, T. E. it was relatively easy to calculate a series of possible values for °
M and K. , :

This is the essential stréngth of ad hoc models: they are easy to use

.

- and good data are usually available. The weakness is also apparent—

the effects of and on other parts of the system cannot readily be seen or
measured. In this example. for instance. there is on the one hand a cost
restriction if the decision is to increase M—teachers must bz paid for extra
work and probably a building restriction also. to assume but two effects.
Similarly, a decrease in K may have an cffect on output, in terms of quality.
More generally. an increase in T—with which the committee concerned
itself—has implications for teacher education, and for the balance of univer-
sity enrolments, and these in turn have costing and building implications.

‘Ad hoc’ models are obviously those most commonly in uss and educa-
tion ministries and departments the world over have used them for
centuries—without, as a rule, dignifying them with the title of ‘model’. Their
severe. limitations have bzen too apparznt to us all. not lzast to those who
use them. and it is largely for this reason that the impstus has bzen given
to the investigation of models of broader scope. Further stimulus has bsen

. given by the relative success of econometric models! for the analysis,

description and prediction of the economic system.

The second category of models are those restricted to the education
sector. These offer a complete: description of the education sector by en-
compassing all levels of education as well as the many different facets,
e:g.. student stocks and flows. teacher supply, costs, building requirements

and so on.

It is in this area that niost developpfent has taken place. Some of the
work has been quite promising, but $6 far ng model has achieved even
the descriptive success that some of

™y

1See, for example. tf modcl for Gross State Product by L'Esperance, Nestel and
Fromm (1969) opf the model describjng the U.S. Textile Industry by Naylor,
- Wallace and Sasser (1967). . , .
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of students flowing from one level of education to the next. The other .
approach is based on trends of the total numbers of students enrolled at
each level, year by year. -

Perhaps the most promising amongst these education sector models is
the Markov chain model. Thonstad (1969), for example, used such a model
on the Norwegian, system. -

The theory underlyflg the model is as follows:

Cu Cio ..... "~ Cu
LetC=Cs Coo ....., Ca
- L. P .

Cot Cuz . ... .. Cun

be a matrix of transition proportions where 4 _ m/j
Cy, = proportion of students moviné from grade i to grade ji
one time period. ‘

‘ LA
This is not an alternative formulation of an age-grade table. The C matrix
focusses on the proportions who move to (or remain in) various grades
rather than on the stocks of students who aré enrolled in those grades.

Now probability theory shows that if this C matrix is raised to the nth -
power, i.e. C*, then the general element C;» represents the proportion of
students moving from grade i to grade j in n time periods (i.e. n years).

ay, . :
With a modification to allow forecasting of enrolments, this Markov
chain model was applied to N.S.W. Government Primary schools for the
- period 1947-1961. Two estimates of transition proportions had to be cal- ¢

culated because N.S.W. data concerning flows is not available.

The first riethod—to be termed method A—calculates the -proportion
by taking the average number of students in a given grade in one year as
a ratio of the students in the next lower grade in the previous year.

The second method—method ‘B—is- more complex. It takes a cohort
of pupils in a given grade and looks at their age distribution. At the same
time, it examines the age distribution of children who are one_year older
than those in that grade over all grades but in the following year."Comparing
these two distributions, a transition proportion can be estimated by cal-
culating the number of pupils of various ages who"move from grade to
grade—or who repeat.

Two matrices will now be presented. Both apply to boys for grades
I to 6. They are referred to by the letter appropriate to their method of

calculation. : 4 »
‘ 178 f
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Transition Matrix for Primary Boys—Method A

0 .8394 0 0 0
0 0 .9805 : 0 0
0 0 0 9928 0
0 0 0 .0 9865
0 0 0 0 0
0 0 0 0 t 0
. Transition Matrix for Primary Boys—Method B
2377 7593 0 0 0
0 .0858 .8929 0 0
0 0 0792 9175 0
0 0 0 0672 9234
0 0 0 .0 0674
0 0 0 0o 0

[= N Nl

9144
.0866

Diagrams 1 and 2 on the following pages are included to show the
comparisons between the two estimates and the actual enrolments for grades

2 and 6 respectively.

Diegam1. N.SW. Primary Enroilments-grade2 boys
’ -19475196

(5000)




[}
Diagram 2. N.S.W. Primary Enroiments-grade 6 boys
- -1947 -1961

- Two features staEd out in each of these diagrams.

Firstly there is reaspnable agreement between the two sets of forecasts
and the actual enrolments. The actual-forecast agreement is - promising but

. the forecast A-forecast B aBreement is somewhat surprising—especially con-

sidering the differences in the two transition matrices above. On analysis
(see Johnstone, 1971), it“appears as if the data, rather than the method aré
working to achieve this agreement. A similar result would probably not
have been obtained if total enrolments in consecutive grades were rather
more unequal than they are in NS.W. Government_Primary- schools. A

Secondly, the predicted values are ‘higher than the actual values for
the first half of the time periods‘and lower for the second half. This. is

. ausc the values in the transition matrices are based on average yearly

es and it does appzar that the promotion rates from which the averages

" in the matrices were calculated are increasing. However, this trend cannot

ERIC

Aruitoxt provided by Eic:

be positively identified: nor, if it could have been identified; could it be
properly incorporated into the Markov Chain Model.

Modt;? of this KInd can be useful to educational administrators- in
planning the development of their systems within given financial restrictions
and l;l?vn social demands.- However, from a broader perspective, they
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‘was developed by Professor Jan Tinbzrgen and Hector Co

do not enable the government in general to plan social and economic develop-
ment in terms of the production of manpower with the appropriate range
of skills and knowledge and in the desired proportions. For this reason
attempts have bzen made to produc, models-which have this all-encompass-
ing aim. These models. comprise the  third Latuzory——the ‘comprehensive
externally-linked models’. They-attempt to link economic plannifig with both
manpower planning for the total workforce and planning in the education
sector. Through this total coverage. their developers hope to account for
the inter-relatedness which nzcessarily binds these sectors togz.ther in reality.

One such model is the Tinbe rezen-Bos-Correa model. The ongmal model
a in-1962 at
the Netherlands School of Economics (see Correa and :l"inb?:rg . 1962). It
was later modified by Tinbergen and Hendricus C. Bos, a Resefirch Fellow
at the School (see OECD. 1965). Applications of the model fhave so far
been mada to Greece. Spain and Turkey (see OECD. 1965) §nd to Italy
(Correa. 1969). :

The model is basically of the input-output tybe Tt aggregates all
economic activity together. It encompasses the educational or through
considering both second level and third level education as s*ﬁ‘ate entities;

pnmary education. because it is assumed to be the only compulsory educa--
Oﬁn is not inc¢luded. Direct relationships are assumed by ¢ \he model between

total future volume of production in a country and the number of

“—persons with secondiand third level education in the workforce. From' the

educational vxewpomt the importance of the model lies- in how well it
predicts enrolments in second and third level education.

The model consists of six linear, non-regression type equations. There
is one exogenousl variable and six endogenous! variakles. The exogenous
variable is the total aggregated production and is represented by the symbol
V.

The endogenous variables® are:

n®* — number of students in second level education

n? — number of students in third level education

N® — the total number of people in the workforce with second
level education

N* — the total number of people in the workforce with thxrd level
education _

m® — those who entered the second level workforce within the
present time period

m® — those who entered the' third level workforce within. the .
present time period N

.

1An exogenous variable is one whose behaviour is not, influenced by the model -
being discussed. Its behaviour can be regarded as having an independent influcnce on'

the model. ‘

An endogenous variable is onc whose behaviour is being explained by the model.
- This explanation may be in terms of a combination of cxogenous: variables and
other variables endogenous to the mode\l.

2The superscripts arc not powers but educational level indices.
- ~
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-The first equation of the model imposes the restriction that people with

no more than second level education can be used exclusively.for production
work. It also requires that this Jabour forcc must develop proportionately
with the volume of production in the corresponding time pefiod.

Symbolically the equation is expressed:
, = Y ' ‘ 1)

(y? is a multiplicative constant; t refers to. the timelperiod t) ®
The *second equation is ‘
= (1 — AN, + m?, 2
And the third equ'-n is
' =0 = AN)Ny +m®, 3
(A%2-and A3 are attrition rates for the second and thlrd level work forces

respectlvely)

These two' equations show that the number in either the sécond or the
third level workforce is equal to the number in that force in the previous,
time period. corrected for attrition, plus those who have, joined _the force

during thc present time period. .

The Iabour force which has been added is summarlzed by the fourth
equation: =~ . .

m? = n%_.; — n% e _m-_;,,,(i).,_,
This shows that those who enter the second level workforce during this
periad (t) are those who were in second level education durmg the last time

period but who dxd not proceed to third level educatlon A

The fifth equation of the model is: ';.,‘

m? = n%_, - 5)

s
.

level workforce durmg the present time period were all third level education

. students in the previous time period.

The final equatlon relates to the third level workforce:
N3, = ¥*v; + 7*n% + mnd, 6) «
(y*is a multiplicative constant)

The number in this force is proportional to both tke total national produc-
tion as well as to those active in both second and third ievel education (72 and

73 are teacher-pupil ritios). »
Apart from the obvious advantage of providing a framework for inter-

- and (hlS simply expresses the observation’ that those who enter the “third

relating education system, the workforce and economic growth, this model

has two principal atdvantages. , .
' 182
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Firstly, the Tinbergen model allows provision for «the very necessary
time. lags. During these, graduations from "either the second or third level
of the education system can accumulate. For example, increases in the third
level workfarce must await increased enrolment in third level education which
in turn depznds heavily on increases in second level enrolments. Hence the
model reproduces the hierarchy of reality and does not allow possibie external
forces (for example transition from one workforce to another) to influence
‘or dominate the natural flow, .. -

Secondly, the’model permits the simultanéous calculation of enrolments .
at-each level as well as the numbef of teachers needed at that leggel during
the same time period. This is a particularly significant advanfage. Sqme *
models, *for example, determine the enrolments required for necessary
development during a particular period independently of the teacher numbers.
.Then, when teacher numbers are calculated, these increase the calculated
enrolmcnts during - the prevrous pcrrod and so the calculations must be
altéred. '

However “as -would be expected with such a simple structure, this-
model has several drsadvantages-—qurte apart .from the over-srmplrﬁcatron _

" inherent in its ba.sw form

" The main problem stems from the assumptron of thc direct and' sig- -
_ nificant relagonshrp between the volume of national producuon (or the level
* of natronal‘mcome) and the educational structure of the labour force.
Education-output ratios are far from stable "and this in itself raises- a
difficulty. Causality is-ngt implied between the two factors—simply a rela-
tionship. But the model assumes that the education structure affects the
" volume of production whereas, in actual fact, the srtuatron could quite
°' reasxly be the reverse.

N
2
PO

A

. . A §econd problem is- that the socretal demand for mcreased educatlonalﬁr
' opportunity is not provided for. The only criteria for enrolment is that deter-
mined by thé economic needs-of the country during that particular time,
period. Although societal demands cannot bz.ignored by the planner, the
Tinbergen model prevents such a provrsron bzing made. Only the sufficient
_ numbers necessary to attain the desired rate of economlc growth are allowed
toenrol Lo o S .
A third problem is that the model does not 'drﬂercntrate (ype of educa-
- tion needed—simply the level. At the thrrd lcvel for example, it does not
separate technical education from teacher education, nor the -training_ of
engineers. from thg- trammg of scientists, Obviously” type of education is
©a very real.factor to consider in determining. future economic grewth. A
surplus in ‘one field arid a deficit in another within the same level .can be jus
' * as damaging as a gross rmbalance b"tween the sccond and third level work

forees.: - : - : N

i . . \

The Tinbergen. model will now be applied to .Australia during tlre period x
1954 to 1966. This involves both the calculation of the values the endogenous -
varrables should have taken in 1954 ih order to attam a given rate. of
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economic grqyzéﬁ as well as what their valpes should

. time ‘p2 riodsi

be parallei ¢ n&oghe'l accordrpg"}(o mh@‘th.«

H
“Where Z=s any of the vanables in' the model

)

: . Q= - desired ratc. of cconomic growth in one tlme period

-*.‘ £

The length of the time periods will be taken as four years. During ong_period,
according to: Tmbergen all those individuals who are in_gither n' or will
move to, their next state. g )

The foll;ﬁvmg definitions are necessary for this apllf
Tblrdilevel workforce (N*) : all those ‘in the worl§

versity degrees plus tedthers at the 'prl-

u

sities

: filyirxre undergraduate students?!

§econd l;vel educatlon' (n®) : se ondary education . ‘ grk

“’ <P desued fate of economic grb\\gth will bs.taken as 19 p..r cent per
four-yea&’ penod Australia in -fact ]ust exceeded this growth rate over the

ugerval 1)°mg\ consndered . : ‘a
L fThe vhﬁu*s chosen for the coeﬂ'cnents are:
' LY

) h~—0956 2 = Q.05 ¥® 7.0.641
W= 0056 wn® =011 ¥ =0.011

-‘—'.';‘ By subsmutmg these vaiues into equation’s 1 to G\Te followin lmtlal

' cbn,dltrons are found:, _ > ; * j
N 064‘1%, N, :o.ol98vo; net 20, 1635v°:/go3—00049v0,
‘;.0,1325vo, m3 = ‘0.0041vo

. ““Each varlab‘e is now cxpressed in terms of the 1954 «Gross Natlonal
Product (i.e. v, for t = 9, 1954). The values they should now. take in the initial
time period if a balanced growth path is to be attained can new be calculated.
Subsequentgalues are calculated by letting @ = 1.19 in equation 7 and apply- .

,"mg that eqfition to each of the initial conditions. The values fag_the ﬁrstgree

time perlods are given in table ]. N g

A
.

LAlmost all other university students would ‘be included kin the workforce statistics.
. p - : [ 4
184 . . , . )
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966. It is assumed that-a]l variables wgy grow %) *‘fo' '

mary and secondary levels and at dniver-

: workers not -included at the third level
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TaBLE 1. The basic Tinbergen model

for bqlanéed‘%(f‘r/th.

T

Variable o, 1954 1958 " " oasee
, Actual Estimated Estimated Estimated Aéﬁﬂul. Esﬁm:{tcéﬁ
[ v 55860 SS860 66473 79103 ?égé?o 94133
Ne 3ss29 Tassos o 42600 so705  4pHa2 6033.0
No /'119.1 106 - 1136 1566 - 1828 1864
.< 3289 9133 1086.8 12033 | §oo8 15391
n 212 27.4 32.6 388, . 560 462 -
m*  na. 740l 8807 10481 X na. 12472
M. s na, 22.9- 273 324 ‘ na. 386
n.a. = not available o

:,GIIJP in millions f’f £ (I959:60‘priccs)', popuillat{(;h“ in:OOOs
"’?'S‘Buﬁ:es: v—Vernon Report, p.465; 1968 Yearbook of the Commonwealth
of Australia ' ,
’Nﬂ, N:E._calculiatcd from 1954. 1966 Census Rppopts
AN nﬂ—Scl1ools_ 1954, 1966

n’—Univcrsity Statistics 1954, 1966 | *

!

T
"ty

= A numbsr of featurcs are to be noted from this- table: Firstly, the

-~ initial* conditions have not been met. There wdre many more_workers in

"' the third level workforce than were required and*lzss than half the desizable -
‘number of second level school enrolments. From the actual 1954 values, and

giver _ons;‘amvm conditions, Tinbergen would not consider it- possible to
a'chira 19 :per ccnt growth over ‘consecutive four-ycar periods.

g .',Théés.,di’scregancics age magrified in. the third time period—1966. The
four comparablg éstimited valugs ip that period are’very diffcrent from their
actual countcrparts—only the’ third level woglforce showed a closg approxi=" -
ma\sion to . its actyal-value. However, the number in the se_congi level force -
was very diffcrent from the. calculated numbezr. This would be attributable to
increased productiv:‘ty"“qﬁ workers: espccially at the second level.” (See for

_x_i«tf(_epdrt._ p.548.) There arc similar digcrepancies in the
r

“example, the Verng
education .s’ystén@

@

gimated enrolments in the secondary schools reached

impossible valuc re. wére only 1.063.554 children agsd 12-1% .in 1966.

owever, with_third level education the reversz occurred with much smaller®
enrolments being estimated than actually wete obServed.

* ~ The table demonstrates that it is: the manpowcr stocks and not the- -
education -system which is of central importance to the Tinbcrgen. model. . The
“enstancy assumption underlying the technical coefficients intimately ti€s
‘together the G.N.P. and the ‘manpower stocks. Hencigfor the economy to
" expand 2f a given rate, the stock of manpower must manifest a paralic] growth.
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The source of new manpower to fill both the number of new positions and to

replace those workers who die or retire during the time period must come from -

the cducation system. So the number of cnrolments in one. time period is auto-
matically determined by the size of the work force in the next period, and this
is an-obvious pohsense. This is got the direction in which the emphasis should
lie—particulafly if education is a universal goal or if education is viewed as a
consumption and not only as an investment. This focus of the model is shown -
very clearly when, for example, N3, and n?, are compared with N3,,, (for any
t=0, l,.2). - -
The alternative formulation Tinbergen could have used was to focus
upon the education sector and determine from there the likely number of
entrants to the Workforce. He could then estimate the likely rate of economic

~ growth. @

~In.an"attempt 1o obtain better estimates of the initial values from ‘thck
Tinbergen model, two modifications were made. Firstly, the model .was cbm-
plicated so as to allow drop-out from the education system before gradu-
ation; secondly, the time period for each cycle was shortened from -four

+ . years 1o one year. The results of both modifications are presented in table 2.

S TABLEe 2. Initial (1954) condir%ns‘ for the modified model.
v Y

Varicsle | acya i S, o it
v sssho 5586.0 55860 5586.0 =
N2 3582.9 3580.6 3580.6 35806
N 1o.1 - 110.6 1352 - . 107.8
n? - 32 913.3 1363.5 : 8630
n? 212 274 559 369
m? na. 740:1 - 7401 1989

Clearly these modifications do. not allow the Tinbergen ymodel
1954 data for Augtralia in a way which would indicate a fu:m%m
of approximately 4.4 per cent per annum.- But as this growth rate was '

achieved, the validity of the model must be-seriongly questioned. Similar

objections ‘may be shown to’ be relevant to all model3~of this character 50

far developed. :

. - o, ' .
It is clear, both from our analysis and from those conducted overseas,.
that mathematical models have great potential_value.for educational plan-

ning: it is equally clear fhat none of these=so-faf ‘developed, with the possible ™

exception of some of the small scale, specific putpost g@odels, has real use
in Australian conditions. On the other hand the data gathered e, although
far from perfect and not always effectively collated, are to a great extent

more comprchen%ve and more reliable than the data which have been used

A
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The work we have so far completed at ‘Macquarie has teaded to demon-
strate the weakncesses of current models. Rcsearch is in progress on two new
approaches. The first s in the Tinbergen-Bos-Correa tradition: it is concerned
with education and manpowgr. The sccond is closer to the Thonstad type v
in its intentin: it attempts to find a series of relationships which will
pormit the amalysis. descriptivn and prediction of the total education system =
or significapt;segtions of -jtisln thé first case the approach is thrqugh*ncar

.

Ny

programming;’in_ the second it is through regression theory.

At this stage i is'too carly to forccast success. but we are convinced .
that given the complexity of modern education systems and the cyen greater .

complexity of the relationship of edtcation to the socio-ecopanic. system,

the effort must be made. Ad hoc planning. like ad hoc rhodels. ‘does’ nofis
setve us well:-we need a comprehensive plan for education—wc hope “that.«*
a cgmprehensive model‘can be. developed which will assist,in this planning. . .

- v

f _ad
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