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Educators must develop a "computer 
strategy" to cover all potential needs 
of their district. 

The Computer 
System: 
Developing 
a Plan for the 
School District 

by David S. Honeyman and Janice C. Honeyman 

Educators have come to accept the computer as a "fact 
of life" in American society. When confronted with the prob· 
abil ity that by the year 2000 half of all jobs in factories and 
offices in the United States Will be affected in some way by 
changes In office automation and information processing, 
many school districts are beginning to develop computer 
programs for their students. While the business community 
continues using computer technology to streamline operat· 
Ing efficiences and increase effectiveness within its organi· 
zations and develops new information management tech· 
notogies, many educators are only beginning to implement 
instructional programs related to these new, powerlul toots. 

Many school systems throughout the United States are 
struggling with issues concerning the computer technol· 
ogy and computer literacy programs, but most educational 
leaders are unfamiliar with the constantly changing termi· 
nology and technology as they apply computer utilization. 
While some principals are familiar wi th given operations 
and certain uses of the computer, few have a feeling forthe 
totality ot the problem as It relates to the successful imple· 
mentation of computer technology within their schools. 

We have many examples in education where techno· 
fogica1 innovations were introduced into school systems 
without proper planning and sequencing of theirimplemen· 
tation . Educational TV, reading machines, self-directed and 
programmed learning projects were expensive failures in 
many schools. The computer, however, is not simply a tech· 
nologicat innovation. It is rapidly becoming an instructional 
discipline-English, math, computer science, etc. As a 
result, school systems are confronted with the problem of 

David S. Honeyman is an associate professor of ad· 
ministration and foundations in the College of Educa­
tion, Kansas State University, Manhattan. Janice C. 
Honeyman is a graduate student in the Department of 
Computer Science at Kansas State University. 

2 

instituting Instructional programs which will teach ch ildren 
not only how to use this new technology, but how ii works as 
well. 

Models constructed as guldellnes for the development 
of data processing, and information management facilities 
in business (Gibson and Nolen, 1975) can be applied to the 
educational setting In order to help educators visualize the 
process of establishing a computer "system" for their 
schools. The term "system" Is not meant to imply that one 
arrangement, large o r small, one type of computer, IBM or 
Apple, will be the best for all situations. Likewise, use of the 
term system is not meant to imply that 20 microcomputers 
in various school buildings be networked together. It does 
mean, however, that a school district must have a plan di· 
reeled to the total picture of its computer needs for instruc· 
t ion, communication and administration. Educators must 
avoid limiting themselves to single function applications, 
such as teaching computer logic, programming languages, 
or word-processing. There must be a comprehensive plan 
which covers all aspects of intended computer use in the 
school. They must develop a "computer strategy" to cover 
al l potential needs of their school district. 

Brandt R. Allen, professor of accounting and computer 
appl ications at the Colgate Darden Graduate School of 
Business Administration writing In the unpublished mono· 
graph, "Computer Strategy: A Philosophy for Managing In· 
formation Processing Resources" (1982) noted the follow· 
ing: 

This ls the 13th year of business use of computers, 
. . . what accounts for sustained success with com· 
puters In some firms and failure In others? Only rarely 
are technical factors or the brllllanceor blunders of In· 
dlvlduals the explanation; Instead, the primary deter· 
minant of continued success In the use of computer 
technology is almost always the quality of one's strat· 
egy, policies, practices and techniques for the man­
agement of the tech no logy .. . too often businesses 
(schools) simply do not know what a computer st rat· 
egy is or why it's necessary. 

The planning process for computerization within the 
school district should follow patterns similar to that of any 
management control system. Such systems usually include 
consideration of the following: environmental and institu· 
tionat assessments; strategic planning and decision mak· 
ing; and defining the control system to be used for project 
evaluations (Allen, 1982). Whl le the technology and appl ica· 
tions exist which will facilitate the development of any and 
all types of computer systems without a comprehensive 
plan and set of management practices aligned with that 
plan, the Introduction and effective use of computers within 
the organization may fail (Witherington, 1981). Figure 1 sum· 
marizes these stages as they might be appl ied to a public 
school setting. Details of the processes involved are dis· 
cussed below. 

Assessments 
Planning to plan and the decision to implement: During 

the initial stages of the planning process it is important that 
members of the steering committee be identified and given 
direction by° the superintendent. The decision to implement 
programs utilizing computer technology must be made 
early in the planning process, and school districts must be 
willing to pay the price, both in dollars and in effort, to guar· 
antee a successful program. Membership on the steering 
committee should be kept toa minimum and should include 
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three to five persons having ultimate responsibi lity for the 
decisions to be made during the planning process. It will be 
their duty to outline the preliminary steps of the planning 
process. They will establish the management planning 
groups and the specific-planning groups which will have re­
sponsibility for performing the enviroAmental and institu­
tional assessments, developing Implementation sched­
ules, and designing the numerous applications and data 
strategies for the program. The steering committee, which 
sets the time lines for these planning groups, assigns per­
sonnel and receives and evaluates those reports which ulti­
mately form the district action plan. 

The first step in the planning process involves a thor­
ough analysis of the environmental and institutional needs 
as they relate to a computer strategy (Allen, 1982). The de· 
tails of these studies will indicate the types of programs 
that will be required to successfully operate the computer 
system, and generally answer the question, "What do we 
want the system to do?" It Is important that representatives 
from the school system and the community be assigned to 
management planning groups to perform these assess­
ments. Those individuals which will be affected by change 
should participate in this aspect of the process. 

Winter 1986 

Environmental Assessments: Many educators cur­
rently express the opinion that computer l iteracy will be a 
necessary skill for future employment. As seen above, the 
use of the computer is expanding within the business 
world, and our young people have a right to expect that their 
educational programs will prepare them for the future. But 
what will those needs be? Will office employees and factory 
workers need to know computer logic, or Fortran or Cobol? 
Will they need to know about Interactive uses of the com­
puter and artificial Intelligence, or wil l it be more important 
to know how banks produce their monthly statements, and 
how prices are recorded at the grocery store with the univer­
sal product code and optical mark reading equipment? 
School districts must determine which aspects of the new 
technology are important for their students as they enter 
the working world or go on to further education. 

These needs will vary from location to location. Indus· 
trial and urban settings will offer different opportunities for 
young people than ru ral, farm environments. The needs of 
college bound students will differ from students entering 
the work force at the completion of their high school educa­
tion. A comprehensive assessment of such needs should 
indicate the nature of the instructional program for the dis­
trict. 

A vocational education center which began a data 
processing operation several years ago is having trou­
ble placing its graduates. While their students are ex­
cellent programmers in Cobol, many new business in­
stallations use newer fourth·generation data base 
languages which no longer require maintenance pro­
grammers. This has reduced the number of available 
jobs in this field. New technologies have created the 
need for new skills and this center has not kept pace. 

As such, these environmental assessments, which must be 
continuously monitored, indicate the overall needs of the 
students and help clarify the responsibility of the schOols 
to provide for those needs. The resu Its of these assess· 
ments will outline the types of courses needed for the in· 
structional program and the applications which are needed 
to meet those recommendations. This will form the instruc­
tional component of the application strategy. 

Institutional Assessments: As an operating entity, the 
school district itself can benefit from the efficient and ef­
fective use of the computer. Once an external assessment 
indicates those programs needed for the benefit and well­
being of the students, one can look at the school system 
and define its goals and objectives such that the computer 
can assist in its daily operations. Such an evaluation would 
include questions of community and parent communica­
tion, teacher perceptions of the use of the computer for in­
structional management programs, and building principal 
assistance for many of the daily business and record­
keeping problems associated with operating a school. Such 
an assessment would show needed information flows re­
quired to maintain daily transactions an(l detail the types 
and quantities of data involved. An accurate and detailed 
picture of data flows in and through the school district pro· 
vides later planning groups, ie., the specific plann ing 
groups, with information which will form the basi.s for the 
data strategies and administrative applications to be devel­
oped later in the plann Ing process. 

Another large school d ivision realized that the com­
puter could provide accurate and concise data on 
their attendance figures and decided to contract with 
a local computer service center to provide such a ser­
vice. It was assumed that such an arrangement would 
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greatly simpli fy the record keeping and reporting re· 
quired by !he stale. A bright and industriousdataproc· 
essing manager made assurances thal this project 
was basically simple and guaranteed i t success. How· 
ever, there was no plan or time sequence developed 
for this project. The following September building 
principals were informed of the new system and told 
that they would participate. They had not been con· 
suited or Informed and there was measurable antago· 
nism toward using the new system. By Christmas of 
that year, the October attendance report was still in· 
complete and by March everyone was doing his or her 
year's atlendance figures In order to prepare the year­
end report by hand. 

Strategies 
During t11ls phase of the planning process. details of 

the various strategies to be used during implemontatlon are 
developed. This Includes analyses of the applications to be 
used and developed for both Instruction and management, 
the data needs of the organization and the control mecha· 
nisms which wlll be implemented for accountabili ty and as 
measures of performance. In addition, the technology re· 
qui red to do those applications will be evaluated. Herein 
lies the key to a successfu l schoolwide computer system. 
Since most school districts will have varying needs and ex· 
pectations for their system, the planning phase must incor· 
porate as many of these variables as possible. A single, uni· 
fled systemwlde strategy must be developed. 

A school distric t of approximately 10,000 students 
bought 12 microcomputers for Its middle schools. 
Due to a lack of plann ing and control over this project, 
individual bui lding principals received equipment 
from a variety of vendors and simply gave the units to 
their teachers. What followed was an attempt by the 
school division to teach teachers how to use these 
new " toys:• However, few teachers were interested in 
learn Ing how to use lllem, and si nee there was no one 
at l tie building level inleresled in developing applica· 
lions and using them, they were soon relegated to 
storage and used primarily for games during free time. 
Had tllere been a detailed ptan for intrOduclng these 
computers in the schools, the results would !lave 
been different. 

Appllcatlons Strategy: Following the guidelines noted 
by the environmental and inslllutional assessments, the 
school system planners must Question applloalions; for 
what reasons will the compu1er be used and how? Here the 
specific planning groups asstgne<l by the steering commit· 
tee must Investigate the thousands o f uses to which the 
computer can be applied. Decisions must be made concern· 
ing which applications wi ll be usect for (1) instructional pur· 
poses. and (2) operations and management . 

1. Instruction: How will we design our K· 12 instruc· 
tional program? Do we need to develop scope 3/ld sequence 
charts for the new computer curriculum in order to avoid du­
plication and allow teachers to monitor the effectiveness or 
various aspects of the program? Do we want to teach pro­
gramming and computer logic? Do we want to play games? 
Do we want teachers to include computer use In lhe regular 
classroom, such that the teacher sets up an "answer sheet'' 
and students feed In data from science experiments, math 
problems, or questions of English sentence structure, and 
process the numbers to get a result? Are we concerned with 
delivering courses covering computer literacy to all s tu· 
dents and, if so, how do we define li teracy? 

4 

These and other equally Important questions musl be 
resolved before computers are in lroduoed. Do we teach how 
the computer works or how 10 work wi th the compuler? 
Many leading educators feel that one must teach program· 
ming and logic to students in order for tllem to know how 
the computer wor1cs. This, however, is time consuming and 
allows only a few students to work with available computer 
resources at a given time. Other educators say that all slu· 
dents should be taught to use commercial application pro· 
grams such as word processing and data bases which can 
be applied to a variety of instructional situations. It Is the 
Instructional strategy wh ich defines these needs and out· 
tines a course of aclion to be taken by the school district. 

2. School Operat ions: usually the benefits of micro­
computers in assis ti ng with the dal ly operation of lhe 
school go unrecognized. Word processing can facili tale the 
preparation ol announcements, newsletters and attend­
ance lists. Accounting packages and spread sheets can as· 
slst in the maintenance of general ledger and fund ac· 
counts, and the various reports for pupil enrollment, 
transportation, etc., can be generated, stored and updated. 
Trends in test scores and other measures or "accountabil· 
ity" can be developed and used for analysis or student per· 
formance at the classroom, building and d istrict levels. 
Again, the school sys tern must decide what it needs and the 
plann ing groups must detail those expectations. 

Data Strategy: The needs for a data strategy is apparent 
when one considers the number of reports which must be 
processed by the school distric t almost daily. Some of 
these were mentioned previously, and i t is important that 
the computer system be able lo meet these user needs. If 
the production of designated report s or the generation or 
certain student records is done easier by hand, obviously 
the computer will not be utilized. Likewise, if the lnforma· 
lion generated is r><>t constant and relevant, it will be of lit lie 
use to those who will receive It. A school district planning to 
au tomate its admin istrative functions must perform a thor· 
ough investigation of all possible sources of dala being 
generated within lhe school district. Such a "data audit" 
would Include detailed descriptions of the data require· 
ments from each of the districts functional areas including 
attendance, student records, food service, bus scheduling, 
student and athletic activities, personnel, purchasing, etc. 
Following the definition of these data descriptors, the flow 
of information for the district can be mapped and appropri· 
ate computer applications designed. 

Organizational Strategy: The organizational strategy 
must answer questions similar to the following: If the com· 
puters will be purchased by the school system, who as· 
sumes ownership of the equipment? How will the equip· 
ment be con figured and how will financial support be 
allocated? Who is responsible for hardware maintenance 
and expansion (new d isk drives, modems, printers, cards, 
expanded memory, etc.). Who is responsible forrenovat ions 
to existing facilities? Will the district purchase existing 
commercial software, or wilt custom software be devel· 
oped? If custom software Is toe developed, who will do the 
Job, and who wil l write the software specifications. In addi· 
tlon. questions must be asked concerning room schedules 
and the location of ll1e computers, how many students will 
be using them, and what uti lization rates should be ex· 
pected (hours of computer lime per day). How will the dis· 
trict train its administrators 3/ld teachers? How will I he dis· 
trlct adapt to the changing role of the teacher? Will 
di fferentiated staffing plans revolve around computer tech· 
nology such that the master teacher becomes the manager 
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of a technological classroom with 30 to 40 students partlc i· 
paling in computer assisted instruction? These and other 
questions must be answered by the organization at strategy. 

District administrators must be made aware of the ex· 
penses associated with the development a computer sys­
tem. The need for intensive planning is obvious when con­
sidering the purchase ol a $200,000 IBM system 4300 lor 
business operations and financial analysis. However, buy­
ing li ttle "Apples" for the schools appears to be a relatively 
uncomplicated project . They cost about $1 ,000 each, and 
most high school principals could afford to purchase sev­
eral from general funds without going to the central admin­
istration of approval. Bui the purchase of the computer is 
just the beginn ing of me expenses associated with its oper· 
at ion. It is qu ite easy to spend an additional $5,000 to S8,000 
on add-ons: pacKaged software, a printer, a plotter, addi­
tional memory, etc. II is not uncommon to hear stories of in· 
dividuals with l imited computer experience who have pur· 
chased a basic computer for $2,000 and within six months 
have spent an additional $5.000 on the system. Proper plan· 
ning and a detai led organizat ional strategy are necessary to 
avoid unanticipated expenses which can destroy a viable, 
on.going project. 

Technological Strategy: Controlling the growth and 
proliferation of microcomputers fn the schools and giving 
direction to a growing computer system are important con­
siderations in choosing technology. The availabil ity of re­
pair and technical assistance is often a controlling factor in 
the type o f hardware to be purchased or leased. Problems 
which arise from regular use of the computer must be rerne· 
died quickly or users will avoid developing new programs 
forlear that the " thing" will be down when they need it most . 

Extensive research must also be done 10 match the ex­
pressed needs of the school d istrict with available technol­
ogy. II must be realized from the beginning that there are 
major incompatibilities among software pacKages and dif· 
lerent computers; there are even many subtle di fferences in 
machines within the same compu ter manufacturer. 

One principal bought a personal computer with a 
printer and a popular software pacKage to assist him 
in preparing data and develop graphs concerning stu­
dent performance in various special projects occur­
ring at his school. He soon discovered that he could 
analyze the data but could not print it without ano111er 
special sof tware package. In addition, he lound that 
his printer did not do graph ics un less he Installed a 
special "card" in his computer. 

In general, standardization of software programs is 
very low, and, whereas one may think they will do similar 
tasKs, in fact, they do not. Of 10 faculty members at a major 
graduate business school who currently own personal com· 
puters, there are seven different word processing pacKages 
being used. 

The computer system plan must provide guidance and 
leadership for the users. Just as schools have an instruc­
tional plan which includes processes for the selection of 
textbooKs and instructional materials, the computer sys­
tem must be developed willl the users in mind, The techno­
logical strategy must consider present and future uses, ex­
pandability, and the computer's capacity to be applied to a 
variety of situations, i.e., its flexibil ity. Too often computers 
are purchased with a limited purpose in mind and once that 
level Is obtained no growth occurs, 

Control 
The term control means different things to different 
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people. The computer system must be controlled. Applica· 
tions must be governed. new purchases approved and prior­
ities set. There must be periodic review of the system in or­
der to monitor its growth and development. Results must be 
measured and evaluations done on a continuing basis. In or· 
der to do this, responsibilities must be assigned. Users 
must be aware of the totality of the program and its se· 
quencing, from elementary to high school. They must know 
the expectations and ways in which the program will be 
evaluated. Criteria for on-going evaluation can include mea­
sures of efficiency, cost/student, effectiveness, numbers of 
students educated, and utilization rates hours/week/ 
school, but teachers a.nd administrators must be informed. 

User groups should be developed under the leadership 
of rndividuals in a position to provide assistance and guid· 
ance. Usvally this will be the building principal. As instruc­
tional leader of the bu ilding and i ts programs, this person 
must assume the leadership role. It is through this office 
that requests wil l be made for additional software and simi ­
lar equipment. Class schedules will have to be adjusted in 
order to allow students and teachers access to the com· 
puters. Teachers will have to be given time to practice and 
learn about the uses of the computer, all ol wh ich wil l re· 
quire the support and approval of the principal. 

The computer "system" within the school must be en· 
couraged and supported by every staff member. Four or five 
tea.chers in various schools cannot make a system. They 
can be the principal users and faculty leaders In t11e use of 
he computer, but success will be dependent upon total fac· 
ul ty involvement a.nd cooperation. This can only be gener­
ated by supportive a.dmin istrative personnel. 

Implementing and operating a computer system can 
be a challenging experience. The benefits ol such a system 
are difficult to measure, and the costs of bringing the sys­
tem up an(l running can be more than many districts can af­
ford at one time. A detailed plan can indicate sequences 
and phases for implementat ion of the project over a given 
period of time by showing at which grades the system 
should be started, and the costs associated with each step 
in the process. Proper plann ing and phased implementa· 
lion of the project can assure greater levels of success than 
previously thought possible. 

Structuring a computer system simply asKs: Whal do 
we want to do? What are the needs of students, teachers 
and administrators which must be met? Who will be doing 
what? And, what technology do we need lo do it? Without a 
computer s trategy and proper controls to govern i ts opera­
t ions, structuring, the program within the schools and re· 
solving problems and conflicts can lead to insurmountable 
obstacles which can destroy the project. Without a compre­
hensive plan, the only "winners" will be thecomputermanu· 
facturers and sales people-and the losers wil l be the stu· 
dents. 
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Internalization ... must take place if 
the innovation is to become part of 
daily schoolwork. 

Training, 
Computers, 
and Educators 

by Richard A . Diem 

In the past three to five years schools In all pans of this 
country have Invested millions of dollars In a technology 
that holds untold promise in i ts ability to dellver Information 
in a palatable, easily manipulable, and nonthreatening 
mode. So great has the persausive and enticing manner of 
this technology been that school administrators. without 
much experience In the technology or the ramifications o f 
its purchase, have convinced both school boards and the 
public at large that the use of computers will dramatically 
change literacy rates and, at the same time, offer s tudents a 
utilitarian tool mey can use when they leave school. 

The final results of these dreams are not yet In and 
probably won't be until this generation reaches maturity. 
What we do know is that the computer as an Interactive In­
structional tool for school use may not ever reach Its poten· 
tial. Despite the number of states that now mandate com· 
puter literacy as a high school graduation requirement, and 
those that Include courses In computer training as a pan ol 
teacher pre·professional training, there are signs that noth· 
ing has changed in the majority of American classrooms. In 
a recent article in the Phi Delta Kappan (December 1984),AI· 
Ired Bork pointed out that ''Most learning Is still taking 
place through passive learning modes that have been domi· 
nant for hundreds of years: books, lectures:· Bork rests 
most of the fault on poorly designed computer software and 
the lack of Interactive training in computer useage. While 
these Issues need immediate and long-range solutions, a 
third problem, that of classroom application, bears both 
scrutiny and study If the full potential of current and future 
technofoglcal advances finds its way Into elementary and 
secondary schoots. 

Application, by its nature, requires one to use learned 
materlats In new an concrete situations (Bloom. 1956). In 
terms of computer technology, this means that the class· 
room teacher must learn how to apply the hardware, soft· 
ware, and computer languages to spe<;i fic classroom sltua· 
lions. A knowledge of the technology, itself, will not suffice 
for very long. The practical, everyday, Instructional appllca· 
lions of computer technology will have a greater effect than 
surface useage of the computer for one or two hours per 
week. 

Richard A. Diem Is an associate professor of educa· 
t lon at the University of Texas at San Antonio. 
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Colleges and universities In an effort to provide catch· 
up training in computer technology have offered to teachers 
coursework, in various formats, at both the pre- and inser· 
vice revels. Most of the classes have concentrated on hard­
ware familiariza.ton, introduction to BASIC, and evaluation 
of software. While these efforts to serve a useful purpose in 
orienting the novice user to computers, they do not provide 
the type of application study, that In the long run, will show 
teachers how they might actually use computers as part of 
their repertoire of classroom pedagogy. 

Instruction In curriculum design, development and 
evaluation must accompany technological training. Work· 
Ing together, the practitioner can take the con tent of com· 
puter coursework and Interweave It within subject matter. 
Construction of long·range developmental patterns of In· 
struction with technology as an adjunct pedogogical mode 
could then ensue, instead of the types of current computer 
classroom efforts that are based on software availability 
and willingness to bend curriculum to meet hardware·t ime 
requirements. 

The training of teacher·deslgners would begin to allevi· 
ate some of the problems ot poorly constructed software. 
By provid ing practitioners tho ability to devise solutions to 
their own, classroom specific, Instructional problems, not 
only would the uses of computer technology improve, but 
the teacher's entire methodological repertoire would gain. 
Immediacy, in terms of feedback and evaluation concerning 
software, would ensue at a faster and perMps more produc· 
tive rate. Classroom·specific software. long thought of as 
impractical, could begin to be developed under this type 
training scenario. Not only would courseware of this type 
provide teachers with direct access to the developmental 
aspects of instruction, but, If done correctly, also improve 
quality of instruction. 

This type of training would include development-of· 
needs assessment toots to determine class and individual 
instructional needs both in conten t and technological 
areas. It would also emphasize an understanding of subject 
matter so that p roper instructional decisions, in terms of 
when to use the computer, could begin to take place. Eva.lo· 
atlon, an afterthought in most classrooms, would also have 
to be Improved if any positive measures of Inst ructional per· 
formance were to be collected and analyzed. 

The kind of academic efforts mentioned above are not 
pie·ln·the·skydreams. They are based on long·standing sue· 
cesses and failures replete in the history of American edu· 
cation. Internalization, in terms of a practltloner·s under­
s tanding and use age of technological I nnovatlon, must take 
place if the Innovation is to become part of dally school­
work. If this does not occur, In some manner, in the next two 
years, the schools will turn away from computer technology 
much as they did 20 years ago when television, the then cur· 
rent video technology, was consigned as a baby-sitting de· 
vice to be used on rainy days. A tool as powerful as the com· 
puter should not be thought o f as simply a tool for 
mathematics, special education or word processing; In· 
stead, it must be looked at as a device that can aid in educa­
tion's basic goal-increasing understanding and knowledge. 
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The forces that contributed to special­
ization and diversification are chang­
ing. 

The Development 
of Higher 
Education 
Administration 
as a Profession 
by Vineta S. Belden, Helen G. Cooper, Samone L. Jolly 

and James L. Sand 

Historical Background 
The development of higher education administration 

as a profession is a concept that evolved in recent history. 
With the exception of the office of the president, the idea of 
an Individual fulfilling a purely administrative function 
within an h'>stitution of higher education was rare in this 
country until the end of the 19th century. Even the presi­
dency was not totally ad min lstrative until late 1800s; prior to 
that he was not only the administrator, but also the primary 
teacher. (23) 

Near the beginning of the century, various factors af­
fecting higher education began to surface. Those factors, in 
turn, had an impact on higher education administration. 
The Impact was two-pronged: specialization and diversifi­
cation. Specialization refers to the increasingly narrow fo· 
cus of each individual's function within the institution. DI· 
versification implies that there is an increased number ol 
functions undertaken. The dual impact lseasl ly observable; 
however, the !actors that prompted the change are more 
complex. 

Specialization grew to meet the Increasing complexity 
of higher education In general. Diversification, on the other 
hand, came as a result o f Institutional changes. 

Factors bringing about increased special ization in· 
elude an ever increasing number of people attending higher 
education institutions, tho expansion of knowledge, and 
government involvement In higher education. 

Relative to the increasing number of students, the 
most obvious reason Is the Increased population. As John J, 
Corson pointed out In The Governance of Colleges and Uni· 
versltles, "the population of college-going age ... grew ap­
proximately 50 percent from the years 1939 to 1969 and an· 

Vlneta S. Belden, Helen G. Cooper, Samone L. Jolly 
and James L. Sand are graduate students at Kansas 
State University, Manhattan. 
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other 10 percent in the three years after that:' (12) Not only 
did the size of the population grow, but the percentage of 
people within that population attending institutions of 
higher education also grew, along with the Idea that all 
young people should have the opportunity !or an education 
beyond high school. Coupled with this contention was the 
concurrent belief that graduating from a lour·year lnstitu· 
tion would bring increased socioeconomic status. (23) 

The expansion of knowledge is demonstrated by the 
transformation of college and university faculties. The early 
American colleges had a small faculty, generally recent 
graduates who stayed for a few years before moving on to a 
permanent occupation. They taught all subjec ts, and lorthe 
most part, stayed with a single class for lour years. (10) As 
the body of formal knowledge grew, the number of faculty 
increased and changed from young generalists to ambi· 
tlous, research·trained holders of the Ph.D., who were deter­
mined to make permanent careers of their academic disci· 
pllnes. For example, by 1891, Harvard had reorganized into 
12 divisions, each of which included at least one depart· 
ment. (41) 

Karol and Ginsburg (23) concluded that all Insti tutions 
and corporations are greatly alfected by government in· 
volvement and regu lations on all levels, and that institu· 
tions of higher education were not excepted. They point out 
that the latter are even more affected than most in several 
areas. The most obvious is lunding, ranging from direct 
state funding to public institutions, to state subsidy pro­
grams for independent Institutions, to financial aid pro­
grams that give Indi rec t benefits to the Institutions of their 
choice. (8) Other areas ol government I nvolvemant cited are: 
approval of programs and degrees, chartering o l institu· 
lions, affirmative action Involvement In staff and student al · 
fairs, access provision for the handicapped and graduate 
assistantships. (23) 

Alan Pifer In "The Responsiblllty for Reform in Higher 
Education:· (12) describes our universities as •gigantic ser­
vice stations principally for government and the larger cor· 
porations. He enumerates 13 functions which universities 
have been cal led on to perform, few ol wh lch are related to 
academics while others have no logical association with 
higher education, but have become expected services. 
These conditions have created a rnsed to estabflsh and ad· 
minister functions that d id not exist in the past . This. cou· 
pied with the rapid development of higher education, ex­
plains to some extent the problems of today. 

The forces that contributed to specialization and d iver­
si fication are changing. These changes are affecting, and 
will continue to affect, the development of higher education 
administration as a profession. First, enrollments, in gen­
eral, have stabilized or decreased. This is due to both the 
shrinking of pool of typical college-aged students and the 
diminishing of the belle! that a diploma from a four·year in· 
stitutlon is the way up the socioeconomic ladder. An in· 
creasing number of people are seeing community or techni· 
cal colleges as beller long·range alternatives that get them 
into the job market faster with less financial Investment. 

Declining enrollments have also caused a struggle for 
survival in smaller Institutions and major efforts to tempe.r 
losses among larger schools. Stiffer com peti tion among in· 
stl tutions has arisen as each tries to maintain previous lev· 
els of enrollment. This has strong impllcatlons for higher 
education administration. Institutions which are unable to 
stem this tide may find themsel•es with administrative de· 
partments exceeding current needs. Whereas specializa­
tion had been both a necessity and a luxury during the 
hlghwater mark of enrollment, it may now be necessary to 
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cul back during recession. As a consequence, an adminis· 
1ra1or who formerly had a narrow full·t ime field of resp0nsi· 
blllty may now be asked to broaden that scope and perform 
dulies once assigned to others. Flexible administrators will 
adapt; others may be in precarious posit ions as the institu· 
lions attempt to consolidale positions to reduce expendl· 
tures. 

Although specialization will lend to decrease, diversifl. 
cal Ion. on the other hand, will remain stable or probably in· 
crease to meet the new consolidated functions. tn addition, 
some departments undertake fu nctions not previously at· 
tempted. in order to maJntaln department size. 

Overall, higher education administration will be less 
characterized by specialization. But, individual administra· 
lors, along with insti tulions, wlll continue to diversi fy in or· 
der to preserve the status quo. 

Stages of Program Development 
The first stage of program development of the graduate 

educational administration curricula begins with the fi rs! 
quarter o l the 201h century. In Its early development, the fo­
cus of the curriculum was primarily on the practical con· 
tent , featuring information about educational policies In 
cases where administrators needed common understand· 
Ing for implementation purposes or specific problems of 
practice. (13) As programs grew, concep1s were borrowed 
from o ther disciplines. The concept of " job" became the 
critical focus for studying administration - dividing the job 
in lo different functions and organizing work to increase effl· 
c l ency were the key considerations. For example, job orien· 
tation using the industrial administration model was copied 
by educational Institutions of higher learning into curricu· 
lum content; e.g., Luther Gulick's planning, organizing, 
stalling, directing, coordinating, reporting and budgeting. 
Graduate sludents and professors spent much of their time 
researching practical problems. 

In the second quarter o f the 201h century, the locus of 
study and training shifted from the jobs to people. Human 
relations emerged from the research findings of informal 
activities within various organizations. An example, is the 
"halo effect" from the Hawthorne study on the productivity. 
These findings stimulated research to find solu tions/ 
answers to this phenomena and later led to formal studies 
concerning human behavior In the work environment. 

By the 1940s, democratic administration was high ligh ted 
in books and widely expounded In programs as well as prac· 
!lee. The emphasis was on functional tasks and human rela· 
tlonsh ips. Job functions became content within curricula 
as personnel managemenl, school-commuriity relations. 
business management, curriculum development, and su· 
pervlslon. Ideas, such as "Individual worth and dignity,• 
were stressed. (13) 

The "new movement" o f the 1950s began to impact on 
administrator preparation from the major research instilu · 
tlons, especially in the United States, Canada and Austral la. 
The move toward the "science of administration" as a goal 
to tho production of effective theories of administration 
prompted research to study descriptions, explanations and 
predictions about administration and organlz:ational behaV· 
lor. More social science content was Incorporated into the 
administrative program of study, as well as reality-oriented 
materi als used with case and simulation situations. The fo­
cus moved away from the administrator as a human· 
relations expen to one of the administratorneeding to be a 
skil led analysl who used theories of groups, organizations 
and communities In order to cope with management tasks 

8 

and challenges. In other words, the "new movement• em· 
braced the concept of "administration qua administration; 
(13, 22, 29) whereby administrat ion was viewed as slmllarin 
all organizations-educational, business. government, etc. 
During the 1960s, the "what is" theory continued. But. prac· 
tl cing administrators began to challenge this simplex ap· 
proach to the complex problems they encountered. In tu rn, 
professors began to question the appropriateness of this 
model. The di fficult po licy issues in society during the tate 
'60s and early '70s moved the emphasis to organizational 
missions and environments focusing on their uniqueness 
(13 , 22, 29) 

In the 1970s, research began to be more diverse. Ouali· 
I alive and inductive approaches to knowledge development 
were being seen as appropriate processes in adminlstra· 
tion. The policy-research centers addressed both the "is" 
and "what ought to be" of administrative programs. Organi· 
zational development continued to be the theme for re· 
search studies. The specific question in the late '70s as 
studied by Daniel Griffiths and others, was "what Knowl· 
edge is most valid and useful to those studying and practic· 
ing educational administration?" (13, 20, 17) As the 1980s 
emerged so did a pattern of pluralism. Knol'lledge In admin­
istration began to change to the viewpoint that administra­
tion content andlor practice was self.limiting in 1erms of 
scope and transferability (especially in the educational, SO· 
cietal and cultural contexts). (13, 20, 22, 29) 

The impact of the "new movement" continues Into the 
1980s. This is particularly true of doctoral programs In the 
United States. Administrative theory courses are frequently 
offered wllhln most of these preparatory programs. (13) 

A new meaning of management is emerging out of the 
cybernetic systems lheory. Adam Smith contends'' .. . thel 
formal organizations are (or are tike) a giant computer with 
its input and output, Its feedback loops, and its programs. 
This machine-the organization - is in turn guided by a 
servo-mechanism-tile lechno·administralive elile:' (7) Ed· 
ucation is now moving toward mass education through the 
use o f computerized Instruction in the classroom. ( t4) 

Trends 
The trends influencing educational administration pre· 

paratory programs are basically four: populat ion, lnterna· 
tlonalization, societal change, and external agencies o ller· 
Ing inservice training. The population dynamics continue to 
Influence schools (birth rate growth and decline causing 
overabundance of programs developed in the '60s, and 
'70s). Today, this makes the challenge one of preparing 
fewer administrators more effective. The second trend al· 
feeling preservice educational admi nistration Is the Inter· 
nationalization of education administration. Organizations, 
such as the Commonwealth Council for Educational Admin· 
istration, the European Forum on Educational Admlnlstra· 
tion. the lnter·Amerlcan Soc iety for Educational Admlnls· 
tration and tile University Council for Educational Ad minis· 
tration, have diffused administrator study and preparation 
worldwide. Journals (I.e .. Journal of Educational Admlnls· 
!ration and Educational Administration Quarterly) have also 
Influenced this diffusion. The third trend is the one of unu­
sual societal changes which force leaders in education to 
update and redesign preparatory programs to meet the re· 
sultan! needs created. The fourth trend is the increasing 
number of external agencies creating inservlce training. As 
pro fessional organizations grew and matured, lhey began to 
assume greater respon sibility for filling tile gap between 
preservice and practice. This Is due to the critic ism by prac· 
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tltioners of the "uti lity of training programs in preparing 
them to deal with the realities ol managerial work and po­
tential radical changes brought about by technological ad· 
vances:• (13, 17, 24, 28, 44) Basically. the complaints focus 
on three features of preservice training : 

1. Lack of graduate faculty with public school admin· 
istrator experience. 

2. Lack of application of theory knowledge to actual 
si tuations. 

3. Lack of theory relevance due to non-usage of pracli· 
tioners in teaching/course development. (13, 17, 24, 
28, 44) 

Management Theories Adapted 
by Higher Education Administrators 

Until the 20th century, management functions were prl· 
marily performed on a small scale basis. Management was 
not a major topic of concern. However, the Increasing num· 
ber of managers and complexltles In management created 
by the industrial revolution led to the development of man· 
agement theory. 

Rausch (33) outlines the evolution of management the· 
ory from tour major foundations: management science, the 
behavioral sciences, the management cycle, and manage­
ment by objectives. Management science, whose establish· 
menl as a separate discipline Is credited to Frederick Taylor, 
concentrates on the effic iency of the way the Individual em· 
ployee performs tasks. The behavioral sciences, wh ich de· 
veloped considerably later than management science, ex· 
plored the way people behaved In their work environment 
and the Influence their behavior had on the amount and 
quali ty of work output. The management cycle deals wi th 
how to make the manager's work more effective so that the 
people who report to the manager wl II achieve improved 
results. Management by objectives Is an outgrowth of the 
management cycle that deals with the supervision of goals. 
11 is a signi ficant refinement of, and In some major ways su· 
persedes, the management cycle, al though many managers 
today view it as an independent concept. 

The Theory z technique developed by Wiiiiam Ouchi, 
builds on all four foundations and uses them to create a 
comprehensive framework to provide guidance tor adminis· 
trators in higher education who want to Improve the per­
formance of thei r units. Theory Z management is a model 
for positive administrative change. 

The higher education administrator must thoroughly 
understand the management concepts d iscussed In order 
to apply the appropriate concept to match his or her leader­
ship style. Applicatlon o f the appropriate management con· 
cept 10 leadership style can be a foundation for achieving 
effecliveness and excellence in the organization. 

By the turn of the 20th century, leadership In American 
public educallon had gravitated from the part-lime educa­
tional evangelists who had created the common-school sys­
tem, to a new breed of professional managers who made ed· 
ucatlon a lifelong career and who were reshaping the 
schools according to canons of business efficiency and sci· 
entific expertise. The educational administrators of this 
progressive era had an interest in moral and c ivic training, a 
passion for efficiency, and a desire lo combine new bureau· 
cratic techniques with tradit ional Ideals of character. (42) In· 
stead o f trying to mobilize local c itizens to act, the 20ttl cen· 
tury adminis trators sought to take schools out o f the 
political arena and to shi ft decision making upward and in· 
ward In hierarchical systems of management. 
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In the fall of 191 O, America was captured by a new Idea 
that came out of the nation's capital. That idea was a new 
system of industrial management known as "scientific 
management;' developed by Frederick Taylor. As early as 
February 1911, educators began responding publicly 10 the 
demand to apply scientific management to school aefmlnls· 
tration. One of the leading educational administrators In the 
period between 1915·1934, Ellwood P. Cubbelley, dean of 
the School of Education at Stanfora, described the emer­
gence of scientific management and of educational effi­
ciency experts as "one of the most significant movements 
In all of our education history~ Cubberly added that lhls 
movement would "change the whole character of school ad· 
ministration~ (10) 

Higher education experimented with the succeeding 
management approaches: applying information technology 
and automation, management by objectives (MBO), modern 
organization theory and contingency theory. But by the 
1960s and 1970s, administrators began to wonder who con­
trolled the university/college system. Administrators did 
not know how to behave. During the 1970s, existing man· 
agement techniques and applications appeared inadequale 
to cope with declining productivity and deterioration of em· 
ployee morale and motivation. Management practitioners 
and phi losophers continued to search tor a better approach 
to solving today's complex organizational problems. 

Curren11y, the Theory Z s tyle appears to have positive 
aspects. Its principal objective is developing an o rganlza· 
t ion charac1erist ic with a cohesive culture. The o rganlza· 
t ional style is a democratic/human relat ions process. There 
is an organizational c l imate of caring, support and mutual 
trust. The result of this wholistic orientation is greater pro· 
duc tivity and increased employee satis faction. Theory Z, 
adapted for use in higher education, challenges the tradl· 
tional stat ic notion of authority and provides a model for 
positive admin istrative change for the 1980s (Redlnbaugh 
and Redinbaugh, 1983 0. 30). 

Leadership Skills: 1985 and Beyond 
In the past, leaders have o ften simply emerged. They 

have drifted into positions of leadership o r have been 
drafted for leadership roles. Reliance on emergent leader· 
ship is no longer sufficient. More highly organized and de· 
liberate attempts to develop leadership are called for. Lead· 
ership development programs are often sponsored by local 
governments, school districts, business organlzallons anef 
institutions of higher education. 

Prospective leaders are taught what Is known about 
leadership through the use of d iagnostic instrumems in 
an attempt to ascertain a participant's management/ 
leadership styles, personality characteristics and psycho· 
logical att ributes, etc. Cunningham (16) describes some of 
the leadership skills that can serve as valuable aids of 
leadership/management in the future 

1. Focusing on the present and future simultaneously 
-dealing with change. 

2. Appraisal skills-ability to pass judgment on a 
range of matters. 

3. Managing symbols- behavior creates images In 
constituencies that become basis for appraisals. 

4. The leader as teacher-know the mission, goals 
and objectives and teach them continuously. 
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The Presidency 
The presidency, the nighest administrative office on a 

college or university campus, should represent the ultimate 
and best indicator of where higher education admlnlstra· 
tion Is heading. To better understand the role of president, it 
is necessary to again reflect on the history of higher educa· 
lion, Its growth, historical changes, social developments 
and lhe economy. 

Using Kansas State University, one of the first land· 
grant un iversities In the country, as an example, its choice 
of presidents mirrors this history. The first three presldenls 
- Denison, Anderson, and Fairchild- were ministers; the 
next nine-Will, Nichols, Waters, Jardine, Farrell, McCain 
and Acker, with the exception of Milton Eisenhower- were 
primarily academics who worked their way up through lhe 
ranks of first faculty member, then department head, and 
eventually dean or other successive administrative or lead· 
ership positions. (1 t, 43) 

The levels of administration have remained basically 
the same: state Legislature and governor at the top; Board 
of Regents next; president reporting to the Board of Re· 
gents; and across the organizational chart, academic and 
support staff. 

On the academic side of the traditional provost or vice 
president for academic affairs leads deans and departmont 
heads below with little change. The difference has occurred 
in the support staff area-vice presidents tor business, stu· 
denl affairs, facilities and numerous levels below to provide 
accounting, personnel, housing, legal and counseling ser· 
vices. The numbers and levels have multiplied. (7) 

The dispersion o f power from the president has re· 
suited In the present reassessment of the position. Com· 
ments such as •omnipotent to impotent; and "minister to 
manipulator" are becoming realistic definitions or descrip· 
lions. (26, 28, 46) The emphasis on knowledge of business 
and management practices, fund raising, and communlca· 
lion Is consistently promoted, indicating that the president 
and university leadership is going farther away from the aca· 
demic background to the professional administrator. (18 26 
27, 29) ' . 

How true is this contention? Kansas Slate University Is 
again seeking to fill the position of university president. The 
advonisement and position description is asking for some· 
one who can: 

" ••• anlculate a vision of what the university can be in 
the coming decades ..• Inspire public confidence ••. 
communicate ••• an appreciation for the appropriate 
place of Instruction, research, student recruitment 
and retention, cooperative extension and lnten:olle­
glate athletics . .• present evidence of ex em pfary tead· 
ership ... Include accomplishment In human motiva­
tion, strategic planning ... possess scholarly aca· 
demlc credentials; an earned doctorate or appropriate 
terminal degree." 

None of these requirements differ a great deal from 
what was needed or sought for the past 50 years. Especially 
the "academic credentials:' Nowhere does It require stud· 
ies In administration, degrees In management, or other evi· 
dence of educational preparation. 

After studying the history and development of higher 
education administration, through the growth period, both 
on size, complexity and sophistication, the question needs 
to be asked again. Is higher education administration be· 
coming a profession-are the leaders o f our universities 
trained In "a vocation requiring knowledge of some depart· 
ments of learning or science?" (Rand McNally definition of 
10 

a profession). Is the next generation going to represent peo· 
pie trained as administrators, rather 1han academics? Pub· 
lie opinion and the literature review of higher education say 
it Is. Practical and current indications say no-at least not 
on the academic side or at the level of the presiden t. There 
is a preponderence of professional types on the service side 
of the organizational chart and they may eventually extend 
to the level of the Board of Regents. Legislature and the gov. 
ernor. 

However, the other side appears to be staying with the 
status quo. A review of the "Bulletin Board" section of The 
Chronicle of Higher Educetlon supports this contention. 
The primary reQui!llment for deans and department heads is 
still a scholarly faculty background and is carried through to 
the position of president. Except for small, private, special 
Institutions, most schools want to promote the academic 
Image as the prime focus. The day when the department of 
mechanical engineering hires a non·mechanical engineer 
graduate of higher education administration for department 
head, does not seem to be nearing. As Provost Neil L. Ru· 
dens tine of Princeton University was quoted in The Chroni· 
cle of Higher Education, "I don't think you can be an aca· 
domic administrator unless you are first an academic ..• I 
think it would be odd to start out trying to be an academic 
adminis trator:' (40) 

It appears that in the future the requirements fo r presi· 
dent will continue to be thal of academician but with spe· 
clflc traits to meet the challenges of both int~rnal ;1nd exter· 
nal forces. The primary concerns will continue to be the 
dealing with "competition between groups or individuals 
for power and leadership:· Th is quote is the definition of pol· 
itlcs from the Webster dictionary. Therefore, the Image of 
the next generation of presidents is not the professional ad· 
mlnistrator, but the scholar/politician. 

Conclusion 
In summary, higher education administration will need 

10 change course in the next decade. Historically, It has paid 
little auention to the internal and external factors lnflueoc· 
Ing its environment. Traditional methods of academic ad­
ministration were adequate for almost a century o f growth. 
Today, however, higher education is being challenged by In· 
sufficient financing, outdated curricula, ineffective use of 
resources, and declining enrollments. To overcome these 
odds it may need to become less specialized, and more di· 
versified at both the Individual and curriculum level. Thls 
must be reflected In the knowledge available and required 
by all educators, since these professional skills may be nee· 
essary for survival. 

Vlneta S. Belden, Helen G. Cooper, Samona L. Jolly and 
James L. Send are graduate students at Kansas State Uni· 
verslty, Manhattan, Kansas. 
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The know ledge of what princ ipals 
value in teachers is important to both 
the teacher and the principal. 

Principals' View 
of the World: 
Identification of 
Valued Teacher 
Characteristics 

by Mary Lou Fuller and H.B. Slotnick 

There was an alJra of Joy I/lat delighted the chi/· 
drM, and me, the principal. 

With the words, an elementary principal descritled the 
best teacher whO ever taught for her. Her observation Is In· 
teresling, but i t slops too soon: It doesn' t describe those 
teacher charac teristics that result in the "aura of joy:• Stated 
more generally It doesn't identify those characteristics the 
principal valued In the described teacher. 

The study examines elementary principals' percep· 
t ions of good teachers. It was a study designed to deter· 
mine what elementary principals value m teachers. This In· 
formation is important because of the impact principals' 
values have on a variety of areas within education. 

The knowledge of what principals value in teachers Is 
important to both the teacher and the principal. For practlc· 
ing teachers, this information bears upon professional Is· 
sues: teacher development, hiring, placement, evaluation, 
tenure and dismissal. For preservice teachers, the Issues 
bear on admission policles(e.g .. What personal charaoterls· 
tics are to be sought?) and curriculum (e.g., What skills 
should (can] preservice teachers be taught?). 

For principals, knowledge of those Issues allows de· 
velopment of self.awareness and makes expl icit the issues 
under consideration when working with the people tlley su· 
pervise. 

Review of Literature 
She treats each child as someone special and 
tries to make teaming a "efY special experience 
for every s tudent. 

Dr. Mary Lou Fuller is an assistant professor at the 
Center for Teaching and Learning at the University of 
North Dakota, Grand Forks. Dr. H.B. Slotnick Is an as­
sociate professor at the School of Medicine, Univer­
sity of North Dakota, Grand Forks. 
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The quote beginning this paper spoke of a teacher's 
enthusiasm-this one speaks of warmth and humanization 
of instruction-both hallmarks of effective teachers. 

The research uses labels such as "good; "effective~ 
and •superior; and tends to look at collective behavior pat­
terns. There is very little literature dealing with the best: 
Those teachers whose exceptional abilities set them apart 
and who truly deserve the Master Teacher designation. 

In examin ing elementary principals Tuckman fou nd 
that they appear to prize teachers who are warm, accepting, 
highly organized and creative (1 977). These characteristics 
are also cited In lhe effective teacher research with this 
body of literature identifying ~ddillonal specific behaviors 
as well . Some of these specifics are personal interest in stu· 
dents, wi llingness to l lslen to students (Sears, 1940); 
warmth, consideration, caring (Cogan, 1958; Tikunoff, 
Berliner and Rest, 1975; Reid, 1962), and enthusiasm (Mas· 
ti n, 1963; Rosenshine and Furst, 1973). 

Hamachek (1985. p. 315) classified the att ributes of ef­
fective teachers under the categories of personality and in· 
lellectual traits. 

Personality Traits. Ellectove teachers appear to be 
those who are, shall we say, 'human' In the fullest sense of 
the word. They have a sense of humor, are fair, empathetic, 
friendly, enthusiastic and more democratic than autocratic. 
Warmth, entllusiasm and humanness are important consid· 
erations when i t comes to figuring out what it is tllat con· 
tributes to the psychology and behavior of effective teach· 
ers. However, these qualities are practical ly useless pos· 
sessions if they are not accompanied by certain intellectual 
abi lities. 

Intellectual Traits. These abilities Include understand· 
ing the use of teacher expec tations (Brophy and Goode, 
1973); knowing the subjec t malter, good communications 
skills (Barr, 1929); and recognizing and dealing with stu· 
dents' needs. While Intellec tual traits are essential to being 
an effective teacher, such Individuals are nevertheless 
student-oriented as opposed 10 subject-oriented (Brophy, 
1980). 

Another w~ of lool<ing at personality traits and intel­
lectual skills is to examine what good teachers are and what 
they do. Using this framework, Olivia and Hanson devel­
oped Florida's 23 Essential Generic Competencies, a list di­
vided into five general areas: communications skills, basic 
knowledge, technical skills, administrative skills an inter­
personal ski I Is. 

In summarizing the research, Hamachek (1985, p. 326) 
notes the repetition o l cert ain effective teacher characteris· 
tics: " .. . current research findings allow us to say that cer­
tain patterns of teacher behaviors are more likely to be asso­
ciated with greater frequency among teachers who are 
effective or inefffect ive as t11e case may be .. . " These pat· 
terns Include a warm attitude with firm but reasonable ex· 
pectations, enthusiasm. knowledge of subject area, re· 
sponding to students as Individuals, provid ing study 
guidelines, encouraging and challenging, giving appropri· 
ate feedback, maintaining positive rapport, and remaining 
flexible. 

The above traits appear 10 be exemplified by the de-
scription of the following teacher: 

He was sympathetic, intelllgent, and had a great 
sense of humor! His quick smile and relaxed manner· 
isms seemed to put his students at ease. His concern 
was genuine and students responded to his teaching. 
He would spend hours developing lhe curriculum to 
meet each student's needs. 
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Given the observations in the literature. then, our general re· 
search question can be expanded to the following: 

I . How do principals characterize "good" teachers? 
2. How do principals characterize the "best" teachers? 
3. Do principals perceive best and good teachers as 

sharing common characteristics? 
4. How do principals' perceptions compare with those 

In lhe literature? 

Materials and Methods 
Sample. Respondents In this study were elementary 

principals attending the 1984 North Dakota Elementary 
School Administrators meeting. Continuing edcuatlon 
courses are ottered as part of the annual meeting, and stu· 
dents from two of those classes were invited to participate 
in this study. Demographic information including age, gen· 
der and years of experience as a principal was collected 
from each respondent. 

Instrument. An open-ended instrument was d istrib­
uted to all participants. This format allowed respondents to 
identify attributes o f importance to them rather than select· 
ing descriptors we provided, descriptors which may or may 
not reflect how they felt. An open-ended format meant some 
attributes might be overlooked by respondents, but we ac· 
cepted this limitation intending that our results wou ld .. esti· 
mate me lower bound" of attributes important to princl pals. 

In Identifying the best teacher, we asked respondents 
to recall a specific individual, providing demographic ln for· 
malion about this person (gender. age, grades taught), and 
writ ing a description of them. The description was sub· 
jected to a content analysis producing the lists o f attributes 
we sought. 

A more "objec tive" approach was used to Identify 
"good" teachers; the principals listed 10 attributes o f good 
teachers. and reviewed the list in the same manner as the 
description of the "best" teachers. 

The analytic strategy used in both cases Identified all 
attributes the principals nominated, and then tabulated the 
number of respondents listing each. Finally a scree test 
identified attributes mentioned often enough to represent 
the principals' views of that teacher group {Slotnick. 1982}: 
We used the rule of thumb that any attribute mentioned by 
half or more was "definitely" characteristic ot the teacher 
group, and any ment ioned by one-fourth or more was "prob· 
ably" representative. Atlributes mentioned less often were 
considered Idiosyncrat ic to either the teacher described or 
the principal responding. 

Results 
Sample. Flfty·two of the 60 persons eligible completed 

questionnaires (87 percent). Th irty-three o f these persons 
were male and 19 female, and 79 percent administered 
schools with 400 or few students i the median school size 
was 275 pupils). The median age for the re spondents was 
43.03 years, and the median years of experience as a princl· 
pal was 8.71 . All had elementary S<:hool teaching experl· 
ence before becoming principals. 

Best Teachers. While the age distribution for best 
teachers Indicated approximately equal numbers from age 
20-24 10 35·39, the experience distribution was more leptO· 
kurtic (see Figure 1): While best teachers were likely to be 
between 20 and 39 years of age ia 20.year spread). most had 
5·14 years of experience. The proportion of men nominated 
increased from the primary grades to grades 6·8. This proba· 
bly reflects more men teaching in the higher grades than In 

Winter 1986 

Figure 1. Ages of Teachers and Years of Experience 
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the primary grades. (The chi square " 8.8889, df " 2, is sig­
nificant at p = .0001.) 

Best vs. Good Teachers. Thirteen of the 84 attributes 
nominated as characteristics of good teachers were lis ted 
by 25 percent of princ ipals responding. In the content analy· 
sis, o f attributes of best teachers, 10 of 68 attributes met the 
X- 25% criterion. Table 1 shows the overlap of attributes of 
good and best teachers with six o f 17 attributes meeting cri· 
terion in both groups. Good teachers were characterized by 
seven additional nominations, best by four. In the former 
case, the attributes dealt with the teacher generally, while 
the latter typically described the teacher's one-to-one inter· 

Table 1. 
Most Nominated Items for "Good" and "Best" Teacher. 

"Good" 
Items nominated Teacher 

Just, fair, honest X 
Expertise in subjec t, knowledge X 
Good d iscipline X 
Sense of humor X 
Posi tive outlook X 
Pleasant personality X 
Good communication ski ls X 
Caring, concern, compassion X 
Willingness to go the ··extra mile" X 
Well organized X 
Creative, innovative x 
Good rapport with staff X 
Enjoys students, loves, likes X 
Enthusiastic 
Concern for individual 
Good rapport with parents 
Good rapport with students 

"Best" 
Teacher 

x 
x 
x 
x 
x 
x 
x 
x 
x 
x 
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acllons with some other person. The common attributes are 
a collection of both general and those concerning one-to· 
one interactions. 

Discussion 
Sample. While the response rate was high (87 percent), 

lhe lack of random sampling means that caution must be 
used In generalizing the findings reported here. 

Instrument. No problems were encountered in data C·OI· 
lectlon and analysis; respondents had no difficulties under· 
standing what was expected of them, in responding to both 
the prose (best teacher) and the !isling (good 1eacher) ques· 
Hons. 

Fewer attributes were nominated for best teacher than 
good teacher. and about 15 percent of the attributes for 
each group reached the 25 percent criterion . While it Is pos· 
slbte the 84·t0·68 advantage for good teachers reflects dlf· 
ferences in instructions given to respondents, the require· 
ment that items be nominated by 25 percent or more to be 
considered in further analysis meant that attributes re· 
talned were genuinely important withOut regard to the ques· 
tlon's format. 

Question 1. How do principals characterize " good" 
teachers? Attributes (Table 1) of good teachers tended to 
fall In two general categories: general professional skills 
(e.g., communications), and personality trai ts (e.g ., sense of 
humor). Good teachers must have mastered basic profes· 
slonal skills and have certain personality attributes which 
facil itate working with people (e.g., a sense of humor). 

Question 2. How do principals characterize the best 
teachors? Items attributed solely to the best teachers In· 
eluded enthusiasm, concern for the individual. good rap· 
port with parents, good rapport with students, and new 
Ideas. Apparently, some of the characteristics of the good 
teacher are prerequisite for the bet teacher qualities: Ex per· 
tlse and knowledge must be mastered before much time 
and energy can be spent on developing new Ideas; a sense 
of Justice, fairness and honesty are prerequisites for an ap· 
preclatlon of the individual; a sense of humor and a positive 
outlook are important factors In developing enthusiasm; 
and communication skills and a pleasing personality con· 
tribute to establisl11ng good rapport with parents and stu· 
dents. The feature underlying lhree of the four attributes is 
the teacher's working with persons as individuals. 

Question 3. Do principals perceive best and good 
teachers as sharing common characteristics? Some att ri· 
butes are common to both groups: caring and concern; will· 
lngness to go the extra mile; organization; creativity; rap. 
port with staff. While some of the good teacher characteris· 
tics Involve basic professional skills (expertise and knowl· 
edge, discipline and community skills) only one item in the 
common group (organization) migh t be categorized this 
way, and none of the best teacher traits deals with basics. 
Apparently, basic professional ski I ls are mastered before a 
teacher enjoys the "best" designation. 

Question 4. How do principals' perceptions compare 
with !hose in the literature? This is important because the 
literature on effective teachers Is authored primarily by per· 
sons (such as educational psychologists) who are not ele­
mentary principals. This difference in perspective means 
that while principals take a relatively broad look at their 
teachers (e.g., Do children seem to learn in the classroom?, 
How much administrative energy Is required to supervise 
the teacher?, How does the teachor deal with others such 
as parents and other teachers?), the educational psycholo· 

14 

Figure 2. 
Continuum of Good and Best Teacher Characteristics 
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Best Teachers 

gists' view is much more focused on learning and !earning 
outcomes (e.g., Rosenshlne and Furst, 1973). 

Hamachek(1985, p. 326) sees the commonalities in the 
effective teacher literature as: 

1. warm attitude with firm but reasonable expecta· 
tions. 

2. enthusiasm, 
3. knowledge of svbjeot area, 
4. responding to students as individuals, 
5. providing study guidelines, 
6. encouraging and challenging, 
7. giving appropriate feedback, 
8. maintaining positive rapport. and 
9. remaining fl exible. 
First. the research literature identifies having a "warm 

bu t firm attitude" which appear in the pri ncipals' two attri· 
butes of good teachers: Such teachers are just, fair, and 
honest, and have a pleasing personality. We see warm ti'\ as 
deriving from a pleasing personality, and firmness from be· 
ing just and fair-demanding the appropriate levels of 
performance and behavior from everyone. 

Second, •reasonable expectations" overlapped the 
principals' observation that good teachers have expertise 
and are knowledgeable. Such expertise allows them to 
"know" the capabilities of their students, and thus to hOld 
reasonable expectations for them. This experti se comes 
from knowing both the developmental capabilities of chll· 
dren and the nature o f the educational demands being 
made on them. Third, enlhusiasm is a characteris tic men· 
tioned by both groups, though the principals see It as char· 
acteristic only of the best teachers. 

Fourth, Knowledge of subject matter is identified by 
both the literature and the principals as a characteristic of 
good teachers white (fifth) best teachers establish rapport 
with individual students. This corresponds to •responding 
to students as individuals" In the literature. 

Sixth, in expressing concern for Individuals, best 
teachers encourage and challenge their students. Certainly, 
encouragement and challenge do not exhaust the ways in 
which best teachers demonstrate this concern, bu t then the 
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literature's view Is more narrow than the principals who 
made the Initial observations. 

Seventh, g iving appropriate feedback, as noted In the 
literature (an aspect of communication skills) is an attribute 
of good teachers. Similarly, communication skills could 
also cover another ol the literature's points, providing study 
guidelines. 

The li terature al so noted that effective teachers main· 
tain positive rapport with thei r students, an attribute simi· 
larly noted for best teachers. 

Finally, flexibility is noted in the li terature, but not iden­
ti fied as such by the principals. It Is possible that flexlblllty 
is covered by o ther attributes (e.g., going the extra mile- as 
attributed to best teachers; expert ise- as when a teacher 
tries something new). 

A question remaining Is whether teachers and princi­
pals agree on the characterist ics of effec tive teachers. 
Grant and Carvell (1980) present evidence showing how 
teachers and principals agree on "evaluation criteria" de· 
f ined to Include desirable behaviors and attributes. Their 
findings encourage us to believe that the attributes ldentl· 
lied here would also be valued by teachers. 

This information can be used by principals in a variety 
of ways. First, It could help in the development of an aware· 
ness as to their individual values, and the implementations 
o f. those values. Related (and second), lnservice programs 
might help pri ncipals identify their personal values and de· 
termlne !he appropriateness of those values (e.g .. 'by com­
paring them to the literature. by com parl ng them to the 
goals of the school distric t). Th irdly, because some o f the 
desirable teacher characteristics are teachable, a prlnctpal 
can develop an instructional plan of action that wou ld en­
courage teachers to develop in those areas. Also, a prlncl· 
pal, when employing new personnel, could be cognizant of 
personal and professional traits characteri2ed by good 
teachers. Colleges of education would do well to be aware 
of the values of the future administrators of their preservlce 
teachers and Inform their students accord ingly. 

Given the data and procedures described In this paper, 
we have drawn the following conclusions. 

1. Elementary principals view the attributes of good 
teachers as including basic professional skills and 
positive personal ity trai ts. 

2. Three ol four attributes of best teachers concern 
working with individuals while the fourth describes 
enthusiasm. 

3. They also see attributes common to both "good" and 
"best" teachers as a mixture of those described In (1) 
and (2). 

Winter1986 

4. Elementary principals' perceptions of the attributes 
of "good" and '' best• teachers generally agree with 
the effective teacher literature. 

Perhaps one of the principals described best teachers 
succinctly when he said: 

Her pupils would rather be In school than at home. 
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Current professional discussion of 
curriculum and instruction issues is 
dominated by a technological curricu­
lar orientation. 

Movement Away 
from a 
Technological 
Conceptualization 
of Curriculum 

by Sandra J. LeSourd 

Current professional discussion of curriculum and in· 
struction Issues is dominated by a technological curricular 
orientation. Instructional planning and implementation are 
characterized by procedures believed to be effective In 
bringing about manifest signs of learning. Some Implicit as· 
sumptlons can be identified in the technolog ical concep· 
tualizatlon. One assumption is that learning proceeds best 
In an ordered progression. Another is that the occurrence of 
desired teaming can be detected. Finally, efficiency Is the 
assumed primary rationale for the methods of design and 
delivery of instruction. 

Technological Conceptualization 
Curriculum materials and practices which exemplify 

the technological conceptualization are common In 
schools. Entire descriptions of intended teaching and 
leami ng consist of a set of precise specifications of instruc­
tional routine and sequence. A main component of a technl· 
cal curricular design is the state of behavioral objectives or 
performance competencies. Deliberately executed lnstruc· 
tional sequences are planned to ensure progress toward ob· 
jective or competency attainment. Learning Is deduced 
from students' ability to perform the behaviors stated In the 
objectives. A system of measurement, such as a test, Is nee· 
essary. In the technological conceptual ization, learning Is 
conceived as a progression through discrete, sequential 
steps. Students' mastery of precisely specified tasks Is re· 
garded as the ultimate aim of teaching. 

Educators. wile subscribe to the technological con· 
ceptualtzation. view the curriculum as a mechanical system 
controlled b'( the aim of efficiency. Primary attention Is de· 
voted to the link between the means of Instruction and the 
often unquestioned, discrete skills which are cited as the In· 
tended ends of Instruction. Estimation of the value of the 
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objectives as worthy educational ends Is not a priority in 
technological curricular considerations. The fundamental 
paradigm is scientific and psychological, not humanistic 
and philosophical. 

Tyler's seminal work In curriculum design provided the 
foundation for the scientific, technical conceptualization 
(1950). Tyler recommended a planning procedure which em­
phasized the relation of means to ends. His simply-stated 
steps including clarification of purpose, selection and orga· 
nization of supporting teaming experiences, and evaluation 
to determine ii purposes are achieved, provide a basic 
framework for a technological procedure. Recent work in in­
structional system design represents amplification and re· 
finement of the means-ends orientation (Gagne and Briggs, 
1979). The strategies of instructional system design Intro· 
duce a high degree of precision using psychological learn· 
Ing theory and concomitant Instructional technique as the 
base for managing learning. 

Rationale for Techno logical Conceptualization 
There are plausible pragmatic explanations for the 

populari ty of the technological conceptualization. For ex· 
ample, concurrent development of psychometrics as a sci­
ence has enabled precise statement and measurement of 
learning outcomes. Clearly, reliance upon proof that means 
have effectively led to ends requires valid and reliable mea­
surement tools. 

Another contributing explanation may be derived from 
the conservatism of the recent national sociopoli t ical cli· 
mate. There is an apparent public demand tor knowledge of 
teaching resu Its in subjects which are interpreted as basic 
to functional citizenship (Herchlnger, 1981). A systematic 
curriculum design with explicit specification of exact skills 
and knowledge to be learned, and proof that the speci fied 
learning has occurred, is a convenient response to the pub­
lic request for accountabi lity in education. 

Aside from the professional expertise or societal atti­
tudes of the time, an explanation drawn from deep and last­
ing sources should also be entertained. Fundamental ideo­
logical beliefs are inherent In the assumptions of the 
technological conceptualization. The rationale tor the oper­
ational procedures ol technical curricular design illustrates 
endemic precepts of a scientific culture. Western reason 
and explanation depend upon knowledge of v/hat is real. 
Real phenomena are expected to be observable or verlfi· 
able. tn addition, the existence of orderly relationships 
among real phenomena Is assumed. A common relation· 
ship, which is sought repeatedly for Its explanatory power, 
Is the order of cause to effect. 

The con~lclion that phenomena which are verified can 
be regarded as real ls consistent with the trad it ion o f logical 
posit ivism (English, 1983). The domination of this ideologi· 
cal tradition In the culture Is commensurate with the prom i­
nence of the technological curricular approach. Material s 
and classroom Instruction of the technological curriculum 
age exemplify attempts to make learning verifiable. Educa· 
tors assume the phenomenon called learning can be dem­
onstrated b'( the learner, observed by the teacher, and veri­
lied through assessment. The behavioral and skill 
performance aspects ol schooltng are emphasized to make 
verification possible. It Is believed that effective measure­
ment instruments provide proof of the existence and degree 
of learning. Educators' attempts to make learning manifest 
resemble the cultural asp I ration to verl ry reality. 

A second characteristic of the western system of ra. 
t lonal lty Is the assumption that phenomena are ordered and 
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that the order can be discovered and described. This cul· 
tural precept Is represented in means-ends curricular de­
sign. Instructional designs, the means, are conceived as 
causal agents In the production of test results. which are 
the ends ol instruction. Thus, educators aflirrn their belief 
in the cause-eflect relationship. If reality can be understood 
by description of events which bring about certain other 
events, then so can learning. In fact, the direct cause-effect 
relationship between identifiable variables is a statement of 
logic which is habitually both in and out of school. It is basic 
to the methods of scientific investigation which control pro· 
fessional Inquiry into the universe of reali ty. 

Teachers' Commitment to the Ideological Rationale 
Ii we accept the proposal of a l ink between the tenets 

cited and the operation of a technological curricular con· 
ceptualizatlon, we may question whether teachers share a 
commi tmen t to those tenets. Does the thought that educa· 
lion in practice Is a reflection of the convictions o f teachers 
represent a valid presumption? It seems reasonable to ex· 
pect to detect the tenets of logical positivism in the think· 
ong ol 1eachers who customarily implement means-ends 
currocular designs. Presumably, good instruction is more 
likely if curricular rationale and teacher beliefs are similar. 

To conduct an informal consideration of the correspon· 
dence belween curricular precepts and teacherbeliels, I ad· 
ministered an ideological questionnaire of my own design 
to 15 inservioe teachers who were enrol led in a graduate 
course In curriculum. During class d iscussion lhe teachers 
reported using behavioral object ives. con1rollcd manage· 
ment ol skill prac tice, and frequent measurement of learner 
progress. They shared a his tory o f implemenlcrs ol means­
ends curricula in various subjects and al various grade lev· 
els. 

Tho responses to the questionnaire suggesl some am· 
biguity in the group. All the 1eachers agreed with a s1ale· 
ment that there is a direct l ink in reality between the occur· 
rence ol observable events and some preceding even1s. 
Thus. an acceptance or the notion of relationship between 
events was uniformly supported. However. the un1form11y or 
the group was not maintained in reference to other ques­
tionnaire items. Seven or the 15 teachers agreed that order 
among the elements of reality can be discovered. while love 
responded that reality is controlled by forces which are be· 
yond human understanding. Eight agreed with t11e sugges· 
tion that even ts have rational causes is a defensible base for 
curricu lum design. Whi le the teachers in the class indi· 
cated support fo r a belief in order between even ls, lhe group 
was less Inclined to agree that the order could be discov· 
ered orihat i t should constitute the rationale for curriculum. 
They all gave some indication o f belief in an ordered uni ­
verse, but some did not accept the nolion as verifiable or as 
a suitable guide for curriculum practice. 

Two o f the 15 teachers agreed with a s tatement thal 
schools shou ld convey only knowledge which 1s verifiable. 
Apparently, the majority of the teachers in the class view 
worthwhile knowledge as including more than the observed 
elements of reality. This leaves the curriculum open to sub­
ject manerwhlch does not satisfy logical pos1tiv1sm·s crote· 
non of vent1ca11on. 

Despite their reservations about some tenets ox· 
pressed In tho questionnaire, the teachers clauned to be ac· 
love practitioners of technological curricular procedures. 
The questionnaire responses suggest the hypothesis lhal 
leachers may carry out operations which are not completely 
supported by their personal ideological slance. 

Win ter 1986 

Movement to Alternate Conceptualization 
The technological conceptualization has sustained an 

impressive period of enlrenctoment in Amerocan education. 
One explanation for its populanty may derive lrom the ctose 
relationship to the ideological tradition of logical positiv­
ism. A dramatic break from the technological conceptuali· 
zation and proposal of an alternate envisioned approach 
would require substitution of 3 new rationale. The conten­
tion that the current technological rationalization has roots 
in the cultural ethos implies that alternate justifications wi ll 
come from the same source. 

One recent presentation of an alternative to the techno· 
logical emphasis turns attention to an appeal tor more com· 
prehensive school learn ing (Elsner, 1982). Elsner cri licizes 
lhe technological conceptuallzalion for its s lrict gover· 
nance of design and consequent limllallon of con1en1. He 
maintains that the means-ends prlotlty. concentration upon 
basic literacy and numeracy requisites, and concern for 
confirmation ol progress on dlscrele skills, have produced a 
narrow conceptualization of lhe substance or learning. The 
result is an inadequate educahon in the variety of forms of 
human endeavour which contnbute lo an intelligent life 
guided by the pursuit of meaning. Eisner presents an ex­
panded version or curriculum which allows expression of 
meaning through multiple forms of representation which in­
clude the t ine arts. 

Critical reaction to tho technical emphasis invites a 
philosophic examination of what learn ing is worthy ol at· 
tainment (English, 1983). Decisions of this nature will re­
qu ire a search for value priorities. To be consistent with the 
hyr>o thesized existence or a relationsl1i1> between the 
means-ends rationale and the cullural dedica1ion to logical 
posi tivism, an alternate conceptuallzalion proposes a need 
tor a new cultural foundation. It will be necessary to deter­
mine which cultural precepts will guide an alternate con­
ceptualization o f curriculum. 

It is unclearwhethertherc Is a need for teachers to pos­
sess a strong positive conviction toward the tenets of a cur­
ricular conceplualization. Perhaps in the technological pe­
riod, the prescriptive nature ot ons1ructional design has 
precluded teacher idcntitication with the ideological ten­
ets. Teachers may simply implement a means-ends plan re· 
gardless of the power of the ralionale on their own thinking. 
Perhaps teachers are practitioners in an exclusive sense. 
Possibly, the ratoonalizatoons which Influence the selection 
and design of learning experiences are irrelevant to the 
teacher's main task of actually conduct ing 1he experiences. 
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