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INTRODUCTION

Authorities in the field of organizational change and renewal con-

y point up the need for organizations to attend to the development

oftheir numa.n resources. The reason is that for an Organization to remain

responsive in a world of constant change, its personnel must-be adaptable

and possess the ability to cope. It seems imperative that organizations

.. become involved in the design of a systematic integrated plan of learning

experiences. Human resource development efforts if they are to make-the

impact.. intended, must be delegated to an individual or a group of indivi-

Auals within the organization whose sole purpose is to ensure that learning

opportunities for employees are so designed and coordinated that the

,-deVelopment of individuals will contribute-to the development of the

organization.

--P,n alert was .- issued recently by educator Terry O'Banion (1972) that

the nation's system of community colleges sliould make a-special effort

-,,to attend to the development of its human resources, particularly to .its

nstructional resources. He urged that attention be given-to this need

at both the local and the state levels: He pointed out,that. his syStem .

t!a unique place in higher education. It is the personification:..enjoys

of the

colleg

nities

,

ideal of democ atized education, and the programs of.this "people's

have been designed to meet the needs of their particular commu-

and to entice a heterogeneous student clientele to continue

education, egardless of entry l_evel behavior. O'Banion and others are

_-warning the keepers ofethis system that its personnel are bringing elitist

sentiments to their In itutions, most of which are contrary to the



expressed purposes of comMunity college education and result in opera ions
,

-
and procedures which undermine its reason for being.

Although the system of community colleges and technical institutes

in North:Carolina is only eleven years old, some of its members recently

-:have been reflecting the sentiments of O'Banion. Consequently, a research

project was conducted in 1973 to determine what systematic development

efforts the North Carolina COmMunity College System was making toward

attending to its OWA renewal (McLeod, 1974). While the results are not ,

generalizeable to other systems throughout the country, it was hoped that

they might have relevance for those who:plan to initiate a development

rt similar to the one operationalized in the North Carolina system.

In the ini ial stages of the research it was discovered thatAievelop7,

ment efforts An the North Carolina system might be characterized as

fragmented. No one individual was responsible for designing a coordinated:-

inservice education program for all members of an institution. However,

---some..institutions had begun to work with the instructional faculty on a:7

systematic basis-. The individual responsible for such functions was

assigned what was referred to as "Education Developmen Officer" respensi-

bilities. These responsibilities and the accompanying Educational

Development,Officer concept had been implemented as a result of a stimulus

:provided by,a_governmental research unit,- the Junior and CommunityCollege

-Division of the National Laboratory of Higher Education located in-Durhani,

--

North-Carolina. This unit developed and piloted a rOle model -ofthe

Educational :Development Officer in several institutions in:the North

Carolina system:: The:major purpose of the role model as envisioned by



Laboratory personnel was to fulfill the need for a learning specialis

Its focus was upon the implementation of the systems approach td-rnSt uc-

tion. The mo required that the Educational Development Officer be

kno ledgeable about learning theory and its application and to apply

-rtise tnrough consultant and inservice training efforts, In

addition, Laboratory personnel.established that the incumbent should be

competent in:research methodologies in order to facilitate the performance

acultydirectly and the administration indirectly through need and

outcome mesu ements. While .the job had been in existence for three

years at the time of the study-, it had not been analyzed to ascertain_

if actual job taks resembled those envisioned by the National Laborat

Consequently-, one purpose of-. the study reported here was to determine.

--hether or not the.job was developing in accordance with .Laboratory

expectations,- another was to determine if the job were developing in

laccordance 4i th suggestions of development authorities,

PURPOSE OF THE STUDY

The ov-rall purpose of the study was to contribute to the institu-

tionalization of the job of the Educational Development Officer in the

Horth Carolina system of community colleges and technical institutes:

The major problem related to the study was concerned with the development

of,a clear concise description of job tasks which might be reasonably

eXPected of the incumbent-, As a by-product, it was anticiPated that 4

job description, would be developed for the Educational Development Officer .

In addition, an important but subsidiary problem of the-Study Was related



to a description of the job as it was actually being performed in those

community colleges and technical institutes which were experimenting

with tne job as well as a definition of job tasks which personnel most

familiar with the jOb perceived should ideally be included in its com-

position. Another aspect ot the problem was concerned with the examination_

of possible reiationships which might exist between the expectations of

those most familiar with the job and such personal and situational factors

as age, level of formal educational attainment, participation in continuing

educati n identified professional content area of expertise, tenure in

the institution, and position group in the institution.

More specifically,- the study was addressed to five questions:

job tasks can be reasonably expected of the Educati.onal Develop-

Officer in the North Carolina system of community colleges and

technical institutes?

What is the order of perceived importan e of job tasks which are

currently being performed by the Educational Development Officer?

What is the order of perceived urlportance of Job tasks which mightH

ideally onstitute the job of the Education Development Officer?

es the order of perceived importance of job tasks which are

currently being performed by the Educational Development Officer

resemble the order of perceived importance which might ideally

el istitute the job?

Are there important associations between the order of perceived

importance that should be given te selected job tasks of the job

of the Educational Development Officer and personal and situational

factors of perSonnel most familiar with the joL?



These questions provided the basis for the study. Because the job

of the Educational Development Officer was relatively new, the method-

udy Pio- tory and quasi-descriptive in nature.

Therefore, it did not seem eoropriate to develop hypotheses of causal

,-elationsn ips; but in oraur to guide the analysis the study, hypo-

the based upon the questions posed and relating to association, between

van a blished.

4
The general design of the Study was based 'upon certain concepts

,releted to. role theory.- This perspectivesuggests- that rotes are compoSed--

:of both expected and actual behaviors and that the two might-differ in-

,.both actual and expected performance. Differences are seen to occur

--- because-of variations in situational factors and personal perceptions of
=

role occupants. Role perceptions also are seen to differ because of

iations in the expectaLions of those significant counter position

occupants who comprise a given role-set. Such individuals are referred

to as rol i,e s. Research suggests that agreement among role-defining

groups does not always exist in totality but that general agreement

concerning a range of behaviors or a distribution of agreement concern-

ng a more specific behavior serves to delimit the behavior of an

incumbent. Voniations in agreerlent, or consensus, appear to be attri-

buted to frequency of interacti_- or to similarity in background charac-

In :addition to the utilization of the role theoretical orien

he analysis of th job of the Educational Development Officer, the'

ried within the systems orientation which suggests that all



organi tional components should contribute to one of the organizational

purposes of boundary management goal-attainment, or system maintenance

and dave1opmnt. From this view, facilitation, one aspect of goal-

i_attainment, is seen as a justifiable organization expenditu T and can

best be effected by the attention of an individual or group manage

an organi.zational sub-system, the function of which is to serve as a

manager of learni g and to effect behavioral change through the assumpt on

of three major task clusters or roles: (1) the learning specialist role,:

which involves the ability to apply learning theories for the imprOvement_

instruction and curriculum and is accomplished through the utilization

various methodologies, mul ledia strategies, and materialS develop,-

ment as well as through the conduct of training sessions; (2) the training

administrator role in which he develops a plan of operations and a budget

to carry out plans, a role in which he organizes and allocates resources;

Provides opportunities for the growth and development of personnel assigned

to carry out the inservice education effort, and evaluates outcomes in terms

of planned objectiveS; and (3) the consultant role in which he serves in

the dual capacity of resource person and facilitator through the poses

of advocate, expert, stimulator, and change agent.

The major concepts from the role theoretical orienta ion used in

-this study included role, role consensus, role perception, Position and

the related concepts of JOb and job tasks.

Role was defined as a set of perscriptions which define

behavior of a position occupant...it pertains to the behavior of pa cu-

larized pe ,ons (Shaw and Costanzo, 1970, pp. 335-336). It is seen as



possessing an expected behavior dimension and an actual behavior dimension,'

and the two dimensions may vary.

Role Consensus was defined as agreement upon a range of behaviors

expected of a focal position incumbent by the .incumbent of the focal

position and significant counter positions.

Role perception was defined as the categorization of an actor's

response to a sensory input of a social nature in which the data are

selectively related to the cognitive structure cf an actor and given

-meaning.

Position was defined as a location in organizational space which

has been assigned a homogeneous cluster of job tasks, similar in terms

of duties and responsibilities and levels of difficulty requi ing the_ ,

services of one individual.

Job was defined as a class of positions which are similar in thei

or duties, responsibilities, and levels of difficulty.

Job Task was defined as a cluster of activities assigned to a positiOn

orra class of positions which if performed as designed will facilitate

the accomplishment of organizatiOnal purposes.

_One last definition apprOpriate to this report is that of the

.Educational Develo ment Officer Which was defined as a learning specialfst,i

employed in the North Carolina system of community colleges and technical

-institutes who works in a staff position, reporti.ng te the Dean Of

nstructien. He draws uponYhtsspecialized fxpertise in research methodcfr_:

.logy:and learning theory and its application and relies heaVily upon

consultant skills ,to achieve his objectives. A pictoral representatiOn



_of the rationale underlying the study and reflected in the above state-

,- ments and conceptual definitions is presented in Figure I (See Figure-1).

METHODOLOGY

.The population for the study consisted of those institutions- in the-i

--North Carolina system of community colleges and technical institutes

identified as experimenting with the job of the Educational Development

_Officer and included.eleven institutions: Five community colleges and

s'ix technical institutes. The sample was purposive in that the respon-

dents were.selected because of the contributions it Was-felt they might

:make to --the study. -They were selected because of their organizational

. vantage points and because of their knowledge of the job under study and/or

their knowledge of the staff development function in general terms. The-

sample consisted of 81 respondents categorized into three groups: Those

carrying Educational Development Officer responsibilities of which there

were eleven; representatives of the administration, including Deans of

-Instruction and immediate superiors of Educational Development Officers

if occupying positions other than those of the Dean of Instruction of

which there were sixteen; and faLulty five per institution, of which

were fifty-four potential respon&mts.

Data were collected by means of a two7part questionnaire consisting

Personal Data Sheet and a Job Task Perception Inventory. Questions

Vcontained in the Personal Data Sheet were developed to establish the

espondents personal and situational characteristics. The data were

used to,ascertain whether or not such characteristics might be assotia ed
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ith the.perception of respondents and degree-of -consensus among role-_

definers. The number selected was limited to six for all respondents

_z_-,afrd7inclu-ded age, level of formal educational attainment, professibnal--

_- content area of expertise, participation in continuing education, organiza-

--tenure,-and organizational position.

The second section of the-questionnaire, a Job Task Perception

Inventory, was developed to determine the-degree of emphasis respondents

yerceived was currently being given by the Educational Development Officer

institution to each of thirty_ selected job tasks as well as the

-clegree of emphasis which they perceived ought to be given to each of-the

--Joh tasks. The job tasks which were ultimately selected for inclusion _
_

LL in_ the _inventory were the product of several screening stages- util i zed

:research process.- _

The first stage consisted of the develor of an understanding of

;the function or an organizational change agent as well as some degree of

=specificity of -roles which .a generic model might suggest. -The developmentj-

"-'of this understanding was facilitated by an extensive review of the

:=71iteratu e concerning change agents and organizational and staff develop- if

7 The second stage involved gaining an qnderstanding of the concept:

fthiEducadonaL DevelOpment Officer as envisioned by the Junior and_-
_

banunity Colleges Division of the National Laboratory for Higher Education_
urham, N. C., and a comparison of this concept with that of the

ganizatiorial change agent as established by authorities in the field

staff and organizational development.



Athird stage involved developing a tentati-Ve notion of the job in

actice-as compared with the job envisioned_ideally by Laboratory

e-rsonnel. :This was accomplished byconducting exploratory interviews

with selected Educational Development Officers : identified as actively

-
,involved in performingEducational Development Offipe7esponsibilities

-and-knowledgeable about:the job

The fourth stage consisted-of he deVeloment of a structured quest-lc:41-
r_

flaire, consisting of-forty-three.potential job tasks, which was sent to-

, -_-a.panel of experts. The panel-was askecLto ra e'each task as "Appropria e,"

"Somewhat Appropriate; or "Inappropriate" and to suggest changes in

ording, additional job tasks,:and to-whom the incumbent might be accountable

Information obtained froaithe first four stages .;erved as-the basis--

or devetoping the 30-item tJObtask Perception Lnventory. Job tasks items

were designed to ref-r. o behaviors required to Carry out the roles of
r

J-.1.-_-learnig specialist; training admin strator,- and consultant and their

reSpective_sub-roles pf instruction and-purriculum develope", trainer,-

:and research methodologiSt;, planner organizer, stimulator, coordinator,

and-evaluator, -and advoCatd, expert,: facilitatorand change agent.

The inventory waS designed_to determine thertiegree of-emphasis which

espondents perceived was actually being given to::_each of the thirty job

askt by_the Educational Development Officer in'their=institutions and

th degree of emphasis which respondents perceivedpiught to be givenjci

,..,-e-ach of the thirty job tasks Degree of emphasis was reported in terms

of-a_rfive-point scale whereby five referred to a perceived major emphasis-
_

:the:job;-four, to a-perceived important-eMphasis for the job; threei-=-
_ _

14

= 11



to a perceived in ermediate emphasis; two, to _a perceived minor emphasis

and one, to a perceived no emphasis forthe_job

---A ranking methoOlas used to depict thewayin which the total

group of respondents.; the respondents by position and respondents-by
_ -- -

-selected Personal: and-sitUAtioncharacteristics perceived actual as well:-,-

_- as ideal job tasks fo he'rjob---of theEducational Development Officer.

The process consis ed of Weighting each response category, adding the_

_weighted -responses fo: each item, calCulating their means, and ranking

-the mean weighted scores in-descending order from one to thirty._ For

purposes of reportingithe data-, task ranget were established composed of =

six job tasks per range, Those .items receiving.a rank of from one through-
_

six were considered to have major emphasis for thejob; those receiving a

r- rank of from_Seven throUghAwelve were considered-to--be of important-

_
-_emphasis, those from thirteen through eighteen; to _be of intermediate

-emphasis, those from nineteen through twentyfour, to be of minor emphasis;

and those from Nenty-five to(thi ty were'considered not to be a_part!of--

the,job--
1

Although-the study was quasi7exploratory in nature, it was=anticipated
,

,that_some indication of consensus would,:beobtained. Consequently, Ahe_
_ _

-,) was applied to exam,Ine_Spearman's coefficient of rank correlation

consensus between groups in terms..of actual and

betWeen total actual and total ideal=Aasks, and
-_-

lected personal and situational characteristics and ideal job tasks.

.

ideal tasks,-consensus

association between se,-

2



Is acknowledged that the study had several limitations. One

includes the fact that the sample was small and was selected because

of potential contributions respondents might make rather than selected

y_a random sampling technique-. Ai second limitation concerns the se-

-lictiOn of roleuefining groups' While it is acknowledged that a variety

of-role-definingAroups, might have-beenAited to analyze perceptions Of

--'-r_the job", those rOle-defining grou-ps of Educational Development Officers,-*
_administratorsand faCulty Were the oneS selected,-- In addition,- it has

, _been established that-various factors influence perception and consensus,

7.: but-only those,of age level of formal educational-attainment, professional
--= =

-

'content area of-eXpertise participation in continuing education, organi-

,
J:_zational tenure, and organizational position were:selected. Furthermore,_

-
= the'study of many-job tasks:might have,been ihcluded in the analysis of

Educational-Development-Officer-,-but-the-number was--lirnited

to thi rty

PERSONAL AND SITUAT_ONAL CHARACTERISTIC

The findings of the-stUdy are based upon 71

-0F=RESPONDENTS

useable responses or

,lof the sample. The useable sample res-ponse consisted of responses ,

_

_ roWeleven Educational DeVel-opment Officers six een administrators, and

;-- forty-four facul ty

The-personal.and si uational characteristics of the respondents were
=

- ,reporte-d as folloWs. In the-Educational Development-Officer group _the



- _

respondents in eight instaiiceslield a title which indicated the assumption--
2-7

_
of Educational Development Officer responsibTiits While- three respontlents

held titles which denoted their serving in such capacities as Presidential

Assistant, Associate Academic Dean, or-Learning.-ResoUrCes Director. In=

the administrator group sx respondentscarried Dean'Af Instruction duties

-and served as the Educational Development Officer s immediate superior,_ __

five served as Dean of Instruction but did not imMediately supervise the

-Educational DevelopMent Officer, five indiCated that they immediately

, supervised the Educational:Development fficer and S-erved in_such capacitieS
__

as PreSident Vice President; Vice president'of Learning Resources, and

_Director of the Faculty, The faculty group consisted:of four individuals

who taught college parallel students-, fourteen-who taught courses in a

c technical edUcatic program, eight who tabght]courses in a_ vocational

- course of study, and twelve who taught stUdentS-entol led in various educe--
_

_

tlonal programs In additiorG six respondents in the faculty group indicatee_
,

they were involved in developmen-tal studies or in some phase of

learning resources, such as-Media technology or library work. In Table.]

-the number and pe-rcent- of'respondents by poSition breakdown are presented:

_Five of the EducationalDevelopment Officers reported that they-,had,-

served -in that Capacity from six up to e ghteen months-; three, from eighteen

up -to three-years; anci:.threa, from three to fiVe years.. Two administrators

reported-that they had_ served in their present capacities for less-_than
-

monthS; three, from six up to eighteen months, eight from three up to _five

--years; and three, for over five years. Fourteen of the faculty indicated'

-that-they had served in their present -,t.-S-itions for over five year

17

_

14

_

_



Table-1. Number-and percent of resobndentsbypos, onlbreakdown_

-Position

, Educational
_

-J)evelopment 0

Totals_ 11-- 100.00

Administrators

jmmediate Super -Deans 6 35.50

Deans 5 32.25

Immediate Superiors 5 35.25-

--Jotals
16 100.00

College Parallel

Technical Education

Vocational Education

Combination

Other

4 9.09

14 31.82

8 18.18

12 27.27

6 13.64

:Totals



-:febrteen, from-three up to1ive yearsl:eight4: from six up to eighteen

__:6-onths;_arid eight, from eigbteen months:up:to_three years.. -n Table-2,

--Abe number and percent of respondents byposi ion andtenure _in present

_

.positiovare,presented.

Fifty-one percent of the sample was less than 35 years of age while

,-49%-reported thattheY: were 35 or more :years Old,- :In termsof formal

level of educational attainment 77,
-

least_a-master'sAegree while 23% eported that they heldi-either a one,

=_-_-two, or four7year degree, Theariable,,professionalcontent area of

-_-:experti_se,Was=tridhotomized intothe categories of "Curridulum,"

he,sample had bertawarded at _

-."Admilvistratieb," and Academic SubJedt," Eleven percent the sample--

identified .%Orriculum"Has thei-r area of wcpertise, 21% identified

administratitip, and 68%; identified an academic subject as their professional

--content area---of-eXpertise.- =In addition, 83%-of the respondents saw them-

-

--selves as "Almost Always or "Usually" involved in centinuing their own

-education while'17% responded_that they "Sometimes" or Almost Never"

rparticipattd'in sudh activities Furthermore, 25% of the respondents

reported that they,had been affiliated with the organization for le-ss than

-,,..tbreeyears while 75", stated that:they had been employed for three or more
_

'-:-Lyears: The number and percent of respondents by theHselected personal and

7-i-situational characteristics
_

Iment, professional content_A-
-

duation, are and organizat
=

age level_o

ea of expertise

Onal _enore are

ormal educational-attain- ;-

participation in continuing-
, - f

indicated in Table 3.

16



Table 2: NuMber and percent;of
respondents pY"::.pOs ion and tenure_ in present posi.tion.__

lumb Percent

0.00

Posi ion Tenure

Less than 6 mo

Educational-::: 6 18 mos
45.40

DevelopmentH. 18 mos 3 yrs
7.30

Officer 3. 5-yrs
27.30

Over 5 yrs
0.00

Totals
1 100.00

Less than 6 m s
12.50

6 - 18 mos
18.75

Admini s tra t 18 mos 3 yrs
0.00

5 yrs
50.00-

Over 5 yrs
3- 18.75

-Jotals
16 100.00

_ 0.00--_-
Less than 6 mos

18:18
_

78.18

14 31.82

14 31;82

44 100.00

ty

aTotals

6 18 mos

18 mos 3 yrs

3 5 yrs

Ov-er- 5 -yrs

2 0
T



,
Tabl e Number and percent of respondents by the_ selected- personal _--

and/or situational
characteristics:of age, 1 evel of formal_

educational a ttai nment, professional content area of expertise

participation in conti nuing education, and organizational _

tenure.

NuMber Perce-nt

Age Young
36

Old 35

50.71

49.29

Totals
71 100.00_

:Forma1

Edfica tion

low 16 22.53-

High
55 77.47

71 100.00

ofess 1 onal

-e .ntent

Area

CurriculUm

Administration

- Subject _

8 11.27

15 21-53

48 67.60

_

n ong
High

71 100.0

71 100-.0

,M12.



PERCEPTIONS OF-THEIDUCATTONAL DEVELOPMENT OFFICER'S JOB

With regard to perceptions=of job task emphases the findings and

resultant interpretations indicated that the respondents generally agreed

Von-the order of perceived importance which Educational DevelOpment

fficers were placing upon the Job tatks contained in the inVentory as

*well _as upon the-jorder:pf p rceived importance that they should be placing

theTjWtaks. Furthermore,sthe dat sIgested that con-

--,',---rsensus was obtained;Amang the sample which indicated that the relative
_

,

--.--emphatis being deVoted,,to each of the job'tasksjn-performance was similar

olthat perceived=in the ideal': In 'iaddition; the'Ondings suggested that

regardless of selected personaLAnd situatiorioharacteristics there was--s
= s

,Irconsensus concerning=the:order of perceived:kportance which _should be =S___

'._:placed upon eachof thethirty selected job tasks of the Educational ,

!-Development Officer

The findingsindicated:that:thejducationAl7Development Officen was

'-and should be devoting major emphasis to those Job tasks which symbolize

is_role as a learning specialist particularly.in:the_areas of instruc-_

onal ahd curritulum develooment, The-Jindings=suggested-that his target =

7 population was' primarily:thejatuitY And that he should be performing the-_

Ir_IJobrthrough the utilization of the consultant-role,ahd the learning_specialist

. _

ainer sub-role The incumbent was seen to astist faculty in the use 6_ _

6-systems_ approach to instruction; however, some Of the evaluative_ _

_

F=tasks-involved in the implementation of this approach but which have

traditionally belonged in the doMain of faculty responsibility_were not

2
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perceived to be an important part Of his job. In addition, the findings_

suggested that the EducationalAevelopment Officer should be Wforming_

-the learning specialist research methodologis-Lsub-role in the area of-I-

-evaluating instructional progresStoWard established objectives but that

=other aspects of this sub-role=Were=bot bis.concern. -Percezved as a

5pecialist, he-was envisioned,as'requiring only the minimum skills needed=
_

to perform as a training adMieistrator who sUPervised the total developmeb
_

effort. From the research findings-the following job description was

:developed and suggests those job tasks-which-reasonably might be inclUded
.

in the job of.the Educational Development Officer at this point in time.-

Pro osed Job _LI6E1 pition_y_ he Educational Develo ien Officer

I TITLE. _EdUOational Development Officer

_ NATURE AND PURPOSE=

The job has been established primarily for the purpose of improving:-

the_instructionaYand.cOrricul a develoPMentiprocess and secondarily_

for the provision of a tocirdinate&professional growth and develop7

ment program fo ,persOnnel within the institutlon. The incumbent-

serves in the role-of learning 'specialist to provide expertise-in

_the application of-learning theories, including the use of instruc

--tional methodologies, media technology,:curriculum materials-develo

ment, and classroom teaching in Order tvimplement the systems approac
_

to instruction. Furthermore, to a lesser extent_the incumbent isi
---

called upon to play-the role- f training administrator iriorder- to
---

plan and coordinate the professional growth aid development program=



for institutiorial person
particularly fo

tional personnel.
,--Both roles are -heavily

-dependent Upon Zhe-c _of consultant ski llsand require the ability to _conduct
training setsions. In addition,

,the incumbent-is
called upon to a cercain degree

to consUlt with ad-
mini.stration to:ensure that instructional

curriculum,- and manpo e
,development-needs are represented in the

decision-making-process.The job requires,
further, ri-4-1Tie incumbent be

sufficiint1yfamili ar.tWith research
methodologies in order that he is able to interpret:learning studies and to provide need and

outcome measurement that willbe meaningful -to the institution's
instructional , curriculum,. and-

manpower -development
-programs,

MAJOR-DUTIES AND
RESPONSIBILITIES:

Major dOties,
and responsibilities

are Outlined below and categorized :

-
_

,

as-Job taskS-:under the headings of MAJOR IMPORTANT
INTERMEDIATE,land MINOR.

-MAJOR

'.Consults with,,faculty to facilitate
the improvement of curriculuM::

and-course
development process:'

; Egnsults witb faculty in the
development of

behavioral objectiveS 7to implement
the' systems approach

=to instruction.

Con-sults.with=faculty to improve the
selection and use of learning

activities designed
to tJiable::students to achieve

established obz,Jectives.

-_ Informs facul ty aboUt sources o
crriculum materials in order _that

instruction_al materials are
consistent with-learning

activities and=
-_ course objectives.



Consults with facul y_cOncernin -the
selectiOn-and use of media

technology in order_Ihat
i,ostruCtionaV devices are consistent with

learning activities-and
coUrse objectiVes.

IMPORTANT.

Consults with faoult,vto improve the d velopment, use, and interpreta-

--tion of-criterion-referenced tests.

Plans_and-conducts the
inservideLedUcation program for_instrottional--

,
'personnel to facilltate

the_improvement of the instructional program.-

_- Conducts inservice'echitation sessicios
for the professional

develop- i

-ment of administration
facu ty,,and staff

in his area of specialization

-- Serves as a member of the in itution7wide curriculum
committee in

-

order to contribute.his
expertise far the improvement of the curriculUM

development procesS..

- Keeps adminiStration, facOlty

-1
--_will contribute to their and

growth and development

taff aware of opportunities which-_-,5

the institution's professional
_

_---

:;--Consults-with administration
and faculty in the

development and imple-

- mentation of methods in order to measure the prOgresS of the institutiOn
;7-

in relation to its goals.

, INTERMEDIATE:-
,

Consults-with faculty in the selection of motivation and_reinforcement=-

--

methods-for student
learning in order that such methods are consisten

With

_

cobrse design and ins-tructional technologies.

= Consults with faculty in the facilitation of impreved validation



order-thatitest i ems measure accurately that which they are intended

--to measure.

Consults with groups and individuals, representative of the institution

in order to_coordinate the inservice education-program for-the pro-

iision growth and development of the administration;

--faculty, and-staff and, hence, for the institution.
_

1Consults with administration-Jn ord.er-to facilitate the identification

and_solving_ of a varietyo'r-ins itutiOnal prohlems

-_Consults with administration_in the determination of'-;nstitutional

_goals, particularly as-they relateto manpower development goals

-_Consults-with administration-in order to facilitate the development

of means_for reporting progress of the institution toward its-goals.

OR.

Consults-With faculty inorder that grading procedures for student-

LFlearning-might be developed which are consistent with course design

, and objectives.

=Teaches a course for students in_his area of expertise in order-tha_

_

he remain-familiar with classrbom problems which faculty must solve.
_

-'tollects and provides data cOncerning student learning and community--
_

needs in order that he-might ,prOvide consultant help and/or infor-
-_,7-

maCion wh)ch Will contribute tb the improvement of decisionS by_i=

ministrati-on.and faculty.=

77-..5ervesron committees_concernedwith the administration of the institution'''.
_

der-that manpower development and instructional and curriculum--

e4eloiment needs are represented.
f
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7 tonsults with administration in the idevelopnientof policy, particularly;-

-relates to- manpower development needs.

_V-'.RELATIONSHIPS:

;The -incuMbent Is accountable the dean:of.instruction for the_improve-

-ment of the instructional and curriculum development process, including

Lprovjsion of those development activitie__ which will ensure.:the

implementation of:the systems approach to instruction and the,proviSion

Of information concerning professional development Opportunities to

'administration, faculty, and staff. In addition, he is responsible for

coordinating the inserVice education effort for the institution The

incOmbent is expected to work with moderate or little supervision, re-

Ceiving general or specific instructions as needed primarily in:the

-interpretation a.nd application of institutional policies and procedures.

-:17he-:incumbent is expected to maintain coordinating relationships primarily

witif-faculty:to provide the resource materials and the technical advice

regui ed to improve the instructional process but also with administrators_

_to contribUte to the Improvement of the curriculum development and

:institutional problerk,solving,process and with all representative groups

within ...-0)R institution to plan and coordinate the institution's professional._

develtipment program.

--:_V.QUALIFICATIONS

a-- Abilities, KnowleOge,'and Skill5

- Ability

- Ability

Ability

to

to

develop

maintain positive pe

and maintain open communications

Sonal-relationsbi

to adapt quickly to ch.anging situations-,

channels.

-



- Abi ity to motivate people.

Knowledge and understanding of the following concepts:

.Cdlture, community, total education, programming oryaniza'ion,

administration, values,needs, curriculum, behavioral objectiv_es,

teaching7learning process, evaluation, power, consultant, group

precesses, renewal.

- Knowledge and skill in the application of a,va ie y of instruc

tional methodologies techniques , and deviceS,

- Knowledge of sources of information concerning current in

tional and curriculum research and development opportunities.

- Skill in the application of the systems approach to instruction,

including the writing of behavioral objectives developing of

packaged materials, developing of criterion-re erenced tests,

.,and validation of test items.

Skill in the uSe of research methodologies, including the ability

to interpret research and to measure program progress toward

establjshed objectives.

'1Education and Experience

- master's de

education.

- Evidence of participati n in continuing education opportunities

dealing with technology, teaching, learning.

- Work experience in the application of educational techno ogy.

e preferably in educational technology or adul

--Fuccessful teaching experience in the formal classroom.

APPPOVAL:

Date Signa ure_o Dean of Instruction
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CONCLUSIONS AND IMPLICATIONS

The fi.ndings and resultant interpretations enabled the drawing

of certain conclusions which lead to implications hopefully of some

value for_those _institutions utilizing the concept df the Educational-

_ Development Officer as Well as for the system as a whole.

Since_it was :_fairly_well_agreed_that_the job of the_Educatjonal_

Development Officer was and should continue to'be primarilY that of

a learning specialist who works with faculty for the improvement of

he instructional and curriculum development process, it was concluded

that the need for the performance of this role must be apparent to

those employed in the institutions in which it is operative. In addition,

it as concluded that the centralization of effort, such as that found

in government funded projects or in staff units at the federal and sta e

Aevgls of government, which are established to bring about Or support

,-

change, are able to make an impaet in intended directions. Consequently,

one implication for the North Carolina system of community colleges and

technical institutes is that if a development need exists throughout the

system the creation of a centrally located_office in.which guidelines

concerning anticipated impacts for the job as well as consultant help

and systematic learning opportunities should be provided to ensure Its

_operationalization

In addition, -ince the findings indicated that-the -Edu a ional

Development Officer devo ed majer-empliasis,,t0 many of those tasks con-

-sidered necessary to initiare the systems approach to instruction but

devoted little emphasis:to:those systems Approach-tasks considered useful[.



as tools in evaluating outcomes, it was concluded that the job of the

Educational Development Officer as developed by the Junior and ComMunity

_College Division of the National Laboratory for Higher Education had

-.not been operational'ized in its entirety. The findings suggested that

such tasks as those dealing with grading, motivation and reinforcement;

and validation of test items were considered generally to be a minor

of the-jOb.- It was conClUded-thatthe-EdOcational Development Officer

does not perform theSe tasks because they have been considered to be

faculty tasks. The implication is that if the Educational Development

ficer began to perform such tasks, his actions might become threatening

o faculty and thus a potential source of conflictfor the institution.

-The findings concerning the structural placement of the job of the

Educational Development Officer indicated that the incumbent should

srvein a staff position for the purpose of instructional improvement

y,and that he should be accountable tO the dean of instruction.

Since the incumbent did not possess line authority it was concluded

that he wes expected to draw upon the authority of expertise.

slirmised-that the Educational Development Officer traded upon

_fidence_that.he-developed through positive personal relationships.

-_Consequently,'it was concluded that evaluative-job tasks were deleted
_

by the :incumbent either _because heJacked the:understanding and skills

necessary to implement such tasks.. or because he found that these tasks

tended to negate the confidence required for theaconsultant rOle, and _

_

more likely because of bOth factors. These_conclusions lead to the

jmplication that the-jobuis performed primarily thrbUgh the role of
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consultant and thus threaten ng aspects of evaluation, while needed by

the institution, might become more effective if designed into another

job. A further implication is that Educational Development Officers

serving as consultants must develop the skill to be able to perform

tasks with evaluative overtones and the ability to facilitate faculty

improvement in a-non-threatening atmosphere.
- ,

-Since the- EdUcational Development Officer was perceived as worki-ng

primarily with faculty for the improvement of instrOction, it was

-concluded that he was engaged in job training and thus was performing

some of the functions of facu ty supervisors, the department chairman.

__ was further concluded that he might be perceived as a threat to

supervisors And conseluently, a second source of potential Conflict for

the institution.- An implitation from this conclusion is that if the

learning specialist role is needed, perhaps the incumbent should spend

--e time enabling department heads to work with faculty forthe improve-

Ilent of instruction rather than spending major time with faculty. This=

further an emphasis upon the consultant-to-administrator and the

training coordinator roles. It implies his ability to see the organiza-

tion as a set of resources to be tapped in order that imp ovement in

instruction and curriculum development occur.

--Since the job,tends to focus upon instructional and curriculum

improvement and upon those aspects of the systems approach to instruction

=

---_ which must be lrmly implanted,priorto: the implementation=of:other

-. aspects, it was,concluded that the youthfulness of the system'Of community-,

colleges and techniCal institutesjnAorth Carol ina_andthe newness of the



job creates an overattention to those tasks designed to facilitate

ins_-uctional and curriculum improvement. The implication follows

that a position unique to an institution might be designed with these

asks as the currently important focus but with the vision that the

job should be expanded,

The findings indicated that the job incumbent should spend only

:=.an-intermediate-portion-of-his time-in-,-coordinating the inservice

_HedOcation program,for..aTl-institutional oersonnei. Since a basic:issuMp-

his stOy was that development efforts are fragmented .wi hin

thesystem,-. it was concluded .that overall development efforts.will

continue-to-be fragmented. This conclusion suggests the impliCation
.

that.present-.efforts designed .to fulfill personal growth -needs will

hot:necessarily meet institutional needs,

- n.addition, since it was-- found that-the incumbent was-pot perceiyed

as a consultant administrators in a primary sense_and did not_spend-.4

--major portion of .hisYtime in the provision of a professional .growth and:

development program for personnel within the institution, it was con-

aS the Job is presently constructed, the incUmbent lacks

.7= the stattlre to be nerce.ived as helpfuljo..administrators. Administrators -

tend to,look beYondtheir local institutions, end., at times, beyond the _

_state system,fortheir own growth..and develOpment needs. It was con-

L--_cluded that were the Educational Development Officer focusing upon a

larger target population and-possessed -greater:visibility, he wOuld be

_in a better-position to recommend 'a variety of effective learning

.-opportunities suited to the needs of the institution and to the needs 0



-..;lts personnel. Since the manpower development job is not being

,systematized and since national authorities point to thit need, an

_implication for the institution is to enlarge the job of the Educational

OevelOpment Offfcer to include as major responsibility the attention

al-manpower development needs with the knowledge that the job'

:might be composed of several positions containing job tasks designed

77tAx-meet-,the-unique-needs-of7individual-institutions.-:_ln-ithis way=tuch

constra.ints as institutional maturity and budget allocations for:_the

development effort can be taken into account. This further implies

that the Educational Development Officer might be more effectiVe if he

had line responsibilities.

Sinoe,the findings indicated that the Educational Development

Officer does not have line authority, the conclusion was drawn that he

_needS to have,support of positional authority.to be effectiVe.in addition

to his authority:of expertise Should he be seen as a development

facilitator forthe total organization, the implication is that:he should

be accountable to the president rather than to the dean of instruction_ -

In addition to the more practical implications for the North'Carolina:

system:of community colleges and technical Anstitutes which the conclusions

_

tuggest, implications for further research became apparent. Questions

prompted by the conclusions which might lead to further research are list:

ed below:

Is-the job incumbent who draws- upon authoritative power_ more or less

effective than the one who draws upon the power of expertise?

Is the job best accomplished as a set of specialist positions com-



prising a development sub-system within the institution, including

such positions as institutional and instructional research positions,

instructional methodologist, turricUlbm Specialist, organizational '

development:specialist, etc., or as an individual developmentAffficer

-job?

11 a development effort coordinated at the state level:be more

effective than one coordinated independently at the institutional

level?,

Will an individual with administrative responsibilities and/or

exPerience be perceived as more helpful to other administratorS

than one who is perceived primarily as a specialist, In addition,

individual possessing classroom experience be perceived:by

facUlty as more helpful than one who has not had formal classroom
,

experience?

CenclUsions from:the-findings and the resultant:implications indicate

-that unlessthe state system becomes committed to a mehpewer development_s

'Office the job Will not become a viable force. The job=at present is a

_potentialesource of,conflict Indications are that once government

funding ceases, the job may become defunct. Consequently, if the job

_ is to become meaningful for the institution, its impetus will necessarily

_ -

=_---have to ceme from the State-level. In-addition, if the Job is not given

momentumCat_thiS-leVelit'is concluded here that expansion in the 60's---

.7mav,not be followed by refinement in the 70's, and the potential ability

_
TT:to'anticipate the future and to search for innovat ve ways to meet its

7mission may remain a broad institutional goal.
_
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