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ABSTRACT .

Auséralxa s public elementary and secdndary education
system lacks avariety of types of schools, so’ some educational ,
administration students are sent on field“trips to _study other school
and nonschool organizations. One unxversxty, for example, sends 'its
students to a ‘hospital, private schools and colleges, and retail
stores. Before the field trips, however, a theoretical understanding
is needed oﬁ\the differences and similarities between. schools and
other organizations. Oﬁg of the most fhportant of these
characteristics conce organxzatxon s degree of control over the
admission of.clxents a clxent s degree of control over whether to

. participa in the organxzatxon. Under. this criterion "one can

" distinguish "wild" orgdnxzatxons, where both clients and-
organizations can choose, from’ "domesticated” organxzatxohgﬂ in which
neither clients nor organizations have:a choice. The field trips are
also preceded by study of systems theory, organxzatxonal openness,

" power and authority relatxonshxps, and Max,Weber's concepts about
bureaucracies. The trips ‘help educational administration students
expaqﬂfﬁhezr personal resources} acquire ‘alternative points of view,

. ?nd)notxce dxfiérences between school and’ nonschool management. oo
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FOR THE EDUCATIONAL ADMHIISTRATOR

«

Ross Telfer

’
Dr. Telter argues "that educational administrators
stand to gain: trom Intormed flrst-hand personal
analyses of organizations other than schools.
Fleldwork of this kind should not alm to trans-
plant practices into educational institutions, but
rather enhance the capacity of the administrator
to view his own organlzation from mulrlple pers-
pectives.

-y’

THE PROBLEM :

. > )
For the outback grazier who tned to caalm stock
depreciation on his hydraulic ram,» the uncoopera-
tiye ta}audn department was not acting in his
best Interests. But then, clients are undoubtedty
the moSt vocal critics of organizations which are
supposed to exist to serve people. Part of‘the
educayonat process for administrators 1s the - de-
velopment of an abnlny to view their organizations
from a variety of perspectives. How 1S It seen by
the client, by others in the community,” ‘by those

. who work in 1t?

A new pergpective frequently provides other al-
tematives, to consider in problefMeolving situa-
nons and_ certamty bnngs other criteria 10 enable
evaluations of strategies and results, Any means

of evercoming narfow viewpoints and parochialism .

i*one which administrators can akploit- especiaily
educational administratofs, The reasons are virtu-
atly cliches. Promotion In education systems in
Australia 1s sull largely dependent upon seniority.

? Most teachers witl have begun training immediately
after Jeaving high school. Most professional éxe
perience of those in promouBns positions will
have been gained in the system n  wh:ich they
have been promoted. These are famiiwar criticisms,
The rejoinders are also tamiliar, . .

. .

Administrators have not been promoted sclely on
teaching ability. -Administrative ability can be
evidenced, to a degree, in subordinate positions.
Further, on-the-job experience provides a means by
which administrators are trained in almost an appre-
nticeship. Principals and thelr deputies consciously
develop staff by delegating decisions and allocat.
ing responsibilities. State departments of education
have also provided a series of in-seryice courses for
school executves. 4

But ali of this traihing and education 'akes pjace
WITHIN the education system. In terms of onéma
tion, this is (deal. ¥n tems of varnety) flgxm.my
and innovation, -t 1mposes unnecessary.consiraints,’
A POSSIBLE SOLUTION :

. . .

Compared to the rangd of types of schoois fcu” 3
the education systems of the U,S,A, and Britair <o
state school systems are relatively homogenecus
We rarely have alternativg,.echools, middle schoots
senior high schools as options for pupils and par
ents. Such options may exist independently, but rar
ely within state systems, Our relatively centralised
state systems certainly have the advantage of main

taining a uniform quality of gducation across dis-
* persed populations. but while this prevents the dis

_ advantaged communities suffering from a lack of
equality of educational oppertunity, it could also be

’ -
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preven our state systems from attaining some of
the-hérght ot achievement by exciting altematives

in eddcation, ,
. \-\ )
Such alternatives afe conventiomally introduced in
teacher education and educational administration
* » courses (n tertiary institutions. Well over a decade
ago, Protessor Bill Walker introduced an interesting
vacation component in the University of New Eng-
land's post-graduate Diploma in Educational Adm-.
inistration the compulsory vists to selected, non
educational organizations tn, Sydney.
- .

This course component 1s cricial ia the introduc-
tory course on educational administration in the
Bachelor of Educational Studies at the University
of Newcastle. A series of visits 1s made to organi-~
zations 1n the region, including (In '1979) a large

" public hospital, a Catholic high school, a Technical
College, a large Woolworth's shopping centre, and a
licensed sporting club. While there are predictable
initiat (and uninformed) reactions of some pnﬁc:pals' .

who are asked o sign leave forms, these are tar
from glorfied school excufrsions. They are certainly,

" not lots of fun and some time off work, In fact, the
visits provide a concrete basis upon which t0 deve-
lop many abstractions encountered in administrative
theory and research. ¢(Incidentally, the visits are
. timed between 2 p.m. and 4 p.m. SO that teachers.
can use'lunch hours for traveiling to the institutions.
Leave 1S aiso restricted to hait a day. The visys
“take place on a ditferent day each week, at weekly
intervals, to avoid absences at the same tme each
week),

»

' THE RATIONALE

.
~

The starting point is a col f of just what it

's that makes @ school' of sghool system ditferent
from other organizations, A cohcise and ipformative
ditferentiation 1s m;de by Hughes (1&.4). ’

Educational organizations have distinctive ob-
jectives as particular types of service ofgani-
zations, ’

1.

-2, Tﬁey have very close relayonships with both é‘
- primary clientele (pupils) and a ?90ndary clie-
. ntele {parents).

. 3. Wheie there are some-gxceptions, such as tea-
cher training Institutions in a tme of teacher
surplus. there s a lack of competition for'clie-

ntele 1n the public sector,
‘ L]

The sta#f consists mamnly ot professionals who
are given — and expect — a high degree ot tis-"
’ cretion 1n their won-g:

. 5.7 The school administrato?laces different expec-
%) tations: he has to be highly vjsibie; easily acc-
E lC essible; and affectively related to the primary

oo

-

l_/chentele. These expectations do not necessa
nly apply in other organizations.

#...  The actual output of the educational organiza
tions cannot be qﬁanu,!atlvely evaluated 1n any

meaningful manneg.

. "

.

This 1solates some of the "'ad)ecuval’t a?eo?s of
educational administration, but 1t also has many
characteristics In common with the administration
i a very wide varety of enterprises. For example,
there 1s a division of labour; a nged for co-ordina-
ton and dlrecuon.; control of personnel (in recruit-
ment, ¥ranster, promotion, dismissals, and retire-

. ments}: and the existence of goals and policies.
Similarly, there are several common pfocesses or
activities such as decision-making, programming,
communticating, and evalua!ing: Visits to non-ed-
ycational organizations thus give an opportuntty "for
analysis on two ieveis “(a) the degree 10 which the
organization has similar design and fupction to an <
educational hstitution, and, (b) the degres to which

. jne organizakon provides evidence of another
“sadjectival’’ fomm of administration.

' . *
in both instances, the ‘‘so what?'' question Is the
ultimate test of observation, insight and analysis;
in what way (or ways) can the visit pmvide some-
thing of value 4or*the educational administrator? °
Before ™ this crucial eiement |Is COnsndeféd, let's re-
tum to Hughes' list of distinctive elements of edu-
cational dTganizations. His third point was that
schools generally don’'t have to coflipete for their”
clients,, This criterion was ofge used In the e-arly
stxties by, Gar!son (1964) who dlsnn‘@lshed bet-
ween four tﬂes of service organlza!fons by using
two criteria. firstly, whether or not the organization
can select Its cllents; and, secondly, whether or not
the client is legally required to.participate In the
organization. oo b

- ¢

Carison’s grid i1s provided below,

Cltgnt Controt over Partlcipatfon
{

s

-~ YES NO
Organlzationat * . | YES/YES | YES/NO
Comrol over ‘YES Type | Type i N
Cllent > =z
‘Admission NO/YES NO/NO .-
. * NO ’ e
g Type 1 Type 1V -
. : .y

. .
Where do we" find public schools? Pupils must an-::
end school betwgen specified agés In each of our?
states, and except for extremely)rnre cases (usually -
requiring e Minister's approvai) schoo}$ can OE

¥choo'se who thelr cllents will be, Schools have e
rathef unfortunate assochates, in the Typge IV cell,

-4n the form .of prisons and mental Institutions,

> N
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And,what of the other typas? In_Type | orgahizatior.s
both clientg and organizations can be selective,
private nprsing homes and independent schools, are
examples., Type ! organizations have no control
over §e| ction, but cHems'may choose;, examples
are evening colleges In state schodl systems and
public hospitals. It is more ditficult to find some
Type Iit organtzations, where thé organization car’
select 1ts clients but the client has to participate.
Pern#ps medical insurance companles, in a timg of
compulsory medical insurance, are examp%&
/ .
The greatest contrast |s between the Type | (Yes.
Yes) and Type IV (No/No) brgam,atlons. Carlson
termed the “former "wild'’ organizations because
they have to fight for.survival, They go hunting for
clients, They hgye 10, because the clients may ch-
oose to wander off in response to a more enticing™
offer., Thus Type | organlzaglbns are very sensitive
to environmental changes and pressures,; and are
car_)able of quick adaptations’and rapid innovation

l

in response to client demands.

L)
Type |V organizations, however, Carison labell /

‘'domesticated”’ because they aré regularly

batch of cliem;. Hughes' cnterta (especia{ly num-
bers 1. 2, 5 and 6) provide clues as to the reasons
for such a situation, The roies of Type IV institu
tions are closely ilnked to the soclety they serve
to protect and perpetuate. While soclety depends on

R
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these institutions for survival, the sheer tact of dom-
estication carries impllcauop's aboul response to
thange and susceptibility to pressure. Suspicions
about the relative insularity of Type |V organiza-
tions are reinforced when educational administrators
are asked to make further analysis of the organiza-
tlons they manage.
4

SOME THEORY

| - .
The systems approach provides a gerspective which
enables an administrator to see his role and respon.
sibtllty as a key flgure who affects the exchange
between a scHool and its environment. Although,

there are certainty theoretical aspects to such a4
A

system analysls and systems approaoh, it would be
Inaccyrate to tem it ‘‘systems theory"Mat this
stage. A systems approach, as advocated by Imme-
gart and Pilecki (1973), gives an analytic frame-
work which forces an educational administrator to
look at the sityation in totality, The classic '*black
box'® model of schoo!l organlzation includes all the
inputs, processes (and controls}), output, and the
feedback from the output which subsequently affects
both the process and the subsequent Input. ’

A more detailed systems analysis of educanonal\
organization was made by Coombs (1969) who used
a systems analysis to point to deficiencies in fin-
ance In world educational systems. Top a certain
extent, the control of inputs and the monitoring of
Q “yuts (with its tmplicit evaluation of process) hag
lC‘n a function of the larger education system to

T
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which schodls belong. Increasingly, hoLvever. auth-
ogty has been delegated to school levels for dec -
stons aboyt all phases of the system. The educa’
onal adm/nistrator now raises and lowers the gate
on’inputs, and while this contral may not have the
consequences of his outback equivaier!
in charie of stock marking, the paraiiel (if not tha
metapher) holds 1n terms of societal éonsequences

.

The r¢lative openness of Type | and Type IV org
anizafions, when seen as systems, is a further con
trasy between wild and domesticated drganizaticns.
Th¢ boundaries between enterprise and society
differ In size and etectiveness, Perceptions o*
a-lhty to 1nflyence the operation by both empioyees

d clients are Juite different, Jhis leads to a con
,&ideration of authofity and pow in educaticna

organizations and otherswn the cophunity. .

of

Both power ancd authority are means ¢f influencing
others. but they can be distinguished by the lega
itty of the influence gained through the exercise o'
authonty, Authority 1s' a result of formal positior
and status. Power |s a means of influence which cap
be based entirely o Informal and personal factors.®
The approach to a field study of organizations by
Lutz and lannoccone (1969) 1s centred on a swdy
ot power, For many school administrators used tc
the bureaucratic censtraints 1n public systems
there 15 almnst @ need for the piiot's artificial hori-
zorn  when tha fuli implications of such an analys!s
are realised. for suddenly the traditional view has
gone. Are decisions made in formal manner by those
authorised 10 do so? Who actually exercises ‘the
power? How can the powér ot the work group be
utiiised towards goal attainment? Which, -rfiterest
groups in the community seex t0 exercise power on
spectfic 1ssues? Which pressure groups would work
to the advantage of the schoo)'s objectives? How do
cther organizations respond to such questions and
their implications?

. A further contrast between wild organizations in the
community and domesticated pubiic schools !s ene
of basic organization, The mere mention of '‘bur-
eaucracy'' 1s sutficient to evoke glggles from,some.
Before visiting other organizations, our group of
admintstrators make a fairly cetailed analysis of
the criteria us by the Gemnan sociologist, Max
‘Weber, 1o d8£d|b8 an ideal bureaucracy, Weber
(1947) applied the following criteria to the appoint-

men't and function of administratorg: ,

', They are bersonally free an8 subject to autho *
rity onty with respect to their, impersonal offi-
clal obligations.

2. They dfe crganized in a clearly deflned hier-
archyof offices.

r

3. Each oftice has a clearly deflned sphere of
competence in the legal sepse.
4, The office ts fllled by a free” contractual re-

latlonship. Thus, In princlple, thére |s free
selection, 7
4
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. ‘ . )
Candidates are selected on the bpasis of tech- an administrator's personal experience, Secondly,

nical qualifications, In the most rational case, the common aspeéts of admiptstratiun tcommunica

this (s tested by examination or guaranteed by tion, planning, budgeung, and so onj proyide n-

diplomas cert)fymg technical training, or both, sights Into alternative viewpoints and other

They are appointed, not elected. < thads. |f the first gain was personal, this one is
* ‘professional. Thirdly, the educational admiristrator

They are remgnerated by fixed salaries n ore conscious of the special ways n

money, for the most part with a right to pen-

sions. Only under certarn circlmstances does . This perspectiv® enables him tnmake

the emPIo{mg' authority, especiglly in private fror an establ shes philosophy

organizations, have a right to terminate the

appointment, but the official 1s a|ways tree t0

resign. The salary scale is prlmarLIy graded 'hnd out.

according to rank in the hierarchy, but 1n addi-

tion to this critenon, the res\ponsubmty of the

posttion*éand the requirements of the incum-

bent's social status may be taken into account,
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It is now tmpossible to avoid the '‘so what?"" test. Educationat change. two skyrockets, five

what do educational adminisjrators get out of visits bungers and a jumping jack.r

to other organizations? Fitst, their ‘personal re- Planning and time managemrent keys to effec-

soyrces are extended in the experlence and know- X‘:ee:r?:gﬂggaf' ;eatde§r5had%.
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