.

DOCUMENT RESUNME,

ED. 114 973 - . _ .

) EA 007 715
AUTHOR Coleman, Donald G.; Heun, Richard E.
TITLE i The Practice of Theory. ) ’
PUS DMIE Dec 75
NOTE _ 18p.
EDRS PRICE MF-$0.76 HC-$1.58 Plus Pos¥age. '
DESCRIPTORS *Administrator Fducation; *Conceptual Schemes;, !
*Curriculum Design;+Educational Administration;
< 7 Educational Theories; Higher Education; Integrated
Curriculum; *Models; Public Administration Educatlon;
. *Theories \
“ -
ABSTRACT ‘ | .
This paper considers arquments for and against the
~value of theory in administrator education pragrams. In his .

discussion, the author makes a distinction between two types of
theory--"pure" and "process." "Pure" theory prav1des the
administrator with information regarding major organlzatlonal
components, and "process™ theory provides background in the manner by
which the major components are integrated. Based on these
definitions, the author argues that theory is at the ‘heart’ of th2
administrator education’ curriculum, and that the study of theory 14
actually very practical. The author presents a model “for 1llustratqng
student progress through theory courses and a,second model for '
integrating the skills &evelopnd from "procesé" theory in the "pure"
theory frame of reference. It is through this process, the author

. suggests, that undeiitandlngs obtained through the study of -theory

‘become useful in dealind with dally administrative functions. /7
(Author/JG) \ . /’
\ ‘ ‘ ,
. e
g .
\
A ) ¢ " ~
3 \.\
. —
AN
] ’. Ny
. N
s ok o s s o oo o o o o o o o o ok o K ok o K ok o ok o ok s sk ok s ok o o ko o ok ko K K o ok K ok o ok o K ok ok e o

* ' Documents acqulred by ERIC include many informal unpubllshed *
* materials not 'available from other sources. ERIC makes every effort *
* to obtain the best copy available. Nevertheless, items of marginal ' *
* reproducibility are often encountered and this affects the quality *
* of the microfiche and hardcopy reproductlons ERIC makes available *
* via the ERIC Document Reproduction Service (EDRS). i's not *
* responsible for the quality of the oxlglnaf document. Reproductions *
*
*

supplied by EDRS are the best that can be made from the original. *
e e e e K K o K K ok ok ok o s o o ook o ok ok ko ke ok ok ok ook o ke ok ook K o o o s sk K ok ok ok ok Kk ok ok ok sk sk sk ok ok o o ok K

ae

-—




~, o o
k 8 . ;
\7\'\\ / | . x
. : U5 DEPARTMENT OF HEALTH.
- - : ._ EDUCATION & WELFARE
~ T NATIONAL INSTITUTE OF
EDUCATION

* s THIS DOCUMENT HAS BEEN REPRO
: : DUCED EXACTLY AS RECEIVED FROM
THE PERSON OR ORGANIZATION DRIGIN
\ . ATING IT POINTS OF VIEW OR OPINIONS o
STATED DO NOT NECESSARILY REPRE
. SENT OF FICIAL NATIONAL INSTIPBITE OF .
. . EDUCATION POSITION OR POLICY

.

D114973 -

N
V . IS
THE PRACTICE OF THEORY

.
- -

L

.l

LY

4 Dr. Donald G. Coleman

: Associate Professor
\ Education Administratiqn N
. - ~

i

[ _ Toe
. Ve
! , \ Dr. Richard E. Heun
y Assistant Professor ‘
Speech Communication ~ ’

N F

Northeast Missouri State University
December, 1975

<A 007 715

E

Aruitoxt provided by Eic:

&




- T ( . -
e . - RN

- Y

The ﬁractﬂge of\Tﬁizry

kY

- The value of theory in admlnlstrator educatlon programs \”*\

. A
has been dlscussed for years. Some prgetlt}oners minimize

)
> " the importance of theory-while most unlver51ty prdﬁ:ssors

- - maximize the value. If an assumption can be made that both
\ ‘ ‘ !

positions are legitinate, then a careful analysisfofxtﬁé N

. a . . "

. AN .
divergent views might provide insight necessary to corrgct ;
e . : . . ‘
some fallacies in current curriculum design. If such®fal-
lacies do indeed exist and both sides can be accommodated i )

by an improved design, then it would\seem that a major step
. t . ' ’
forward in the education of administrators would have been -

accomplished. ' . ~

«

. The divergence of views can best be understood by eval-

| uvating frames of reference of the two groups. Practitioners os
\ ) . N : . . ' . &‘ & L
requlire pragmatic solutions to .immediate problems, and be-

cause of -this, advance the argument,. "Don't give me any of
that theoretical stuff; give me something I can usel" ifrac—
titioners often overlook the fact “that problem solving tech-’
‘ﬁiques have a theoretical base; many practicing administra-
Ezrﬁ\gail to recognize that problems confronted today may
ﬁ have r;ots‘in the unsound theoretical c0nstructs'uti1%zed in
the past. h

At the same tlme, university courses, which do not o
transfer theory into practice, do little th‘equlp the student - ,
with additional neg\sSary skills. Transferenge of didactic

5 .

uhderstanding into skill usage cannot be taken\ for granted ,'}

because the divergences involve :different levels of knowledge

L)

Q ' 3




]
)

and must be dealt with. sepdrately and then integratively.

Both are very important components in.Qu%riculdm design

* and-along with the views of the practitioner and the S
- » Y | . - /,

theorist provide the bases for developingga concepﬁpal, 7

7

model taccommodating the two approaches.

S

Definition of Terms

' |
agp ‘ - : |

Basic to understanding‘the.nature of;administratién

©

ada‘burricuLu@ design in administration jis that two types
of theory exist. The first, pur theorm} describes the

o .

. - - . . . *
.theory, describes the administrative fu?ctlons which cause  ___.
¢ ” g : 3

the organization to become operable. An analysig of theory,

(

"pure'] theory; and "process" theory follows.
L Theory <t Corwin, et. al (1975) pfovgde an in-depth . '

N . . S Co.
treatment of the term "theory" :and the reader is advised to

L4 -
consult their discussion for a precise &nalysis. However,

4

some general comments will be helpful here.  If events are
gnderétood in terms of .causes or prediéﬁive variables, then

. 4 : . . ' .
identification and study of the intef;elatﬁdness of key
. !
antecedent\variables should provide valyable information for

establishing predicted outcgmes. One of the essentials of

5,

administration is to establish the predictability of the - e
Y outcome of particular events. When hypofheses formulated by

. : f
the study of .predictive relationships are applied to situa-

-tions in a manner either to control or t® achieve predicted

. .
- B

results and the ou&come of such applicdtions are consistent ST

through repeated testing, then a theory has been formulated. .

O ‘ } ‘ﬂ '" ' .
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It is in this context that the term "theory" is to be under-

_stood in this discussion. ,
. P _ A .
Pure Administrative Theory - Administrative theory in -

N .

A 'its "pure" form involves an explanatory or interpretive des-

.
[N ..

’gription\bf the two key independeng Srganizational elements:
thé people in the organizétidn and,phé'task or purposé of
the_orgén;zationl In additiéﬁ, "pure" theory provides a
description of the maqne¥ in which the two elements are
integrated. Desc;ipt}ons of the two elements énd_outcomes
based upon subsequent interaction provide gengqral theoretical

-

models in abstract terms. - These elements provide the "field"

of responsibility confronting the administrator. The
iesp?nsibility of the administrator is to.actiyate the two
compoﬁents of. "pure" theory in iuch manner as to optimize
efficiency and effectiveness in obtaininé a collective but
épecifid goal. )

~ Process Admﬁnistrétivé Theory - Once an organization has
3 7

been formed and begins to fun%tion, all sorts of administra-

tive processes are required to keep it functioning. These

.

prébesses are input cdtalysts used by administrators to

q

N , .
.attain a predicted result. "Process" theory describes the

o dynamics of ‘the interaction af the "peoplém and "task" di-
mension$ as the input catalysts ape used as facilitators

between the two elements. Each administrative process has

Y

its own theoretical body of knowledge, and each is critical

to the administrator because the-dy%amics of process imple-
\ . )
mentation largely determine the measures of organizational

—
N achievement. - .

% ’
S
s . *
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Curriculum Components

-~

In developing an education program for administrators,
it is important«to separate "puré" and "process" theory. It
would seem logical that "pure" theory be at the introductory
level in the administration curriculum because it is from
this theoretical frame of reference that all other theory
maKe® sense. '

Pure Theory Curricﬁlum Components - Various descr%ptive

-l
models exist which should be considered under the category

of "pure" theory. Certain models from psychology, for ex-
. ample,lplay an important role in describing the "people"
dimension of ah organization. Maslow's hierarchy of needs
is a concept'witQ which eve?y administrator should be
familiar because of its usefulness in describing not only
'his own motives but those with Qhom'the administrator is
working. The hiegarchy‘of needs is als® helpful in des-
cribing the ultimate need or gqal,of people -- to reach
self—actuaiization -— wﬁich,.itself, may oniy be a theoret-
ical possibility. He;zberg (1966) émphasized "needuthqory"
in his discussion of the motivator-hygicne elements. While
the lattér may not have the universal éppeal of.Maslow's
theory, an administrator may f;nd the concepts helpful in
-analyzing siiuatioﬁs involving éubordinate's.ﬂeeds. Like .

"y Maslow, the Herzberg thcdory is descriptive of the "people"”

dimension.

Othernpsx9hological theories descriptive of the "pecople
dimension and related to "pure" theory include theories of

% ' . 6
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personality, self-concept, pérception, and psychological-
maturity. These theories are more or léss universal and
not necessarily limited to any one type;of organization.
Understanding of psychological theories is basic to admin-
istrators because process theof& can only‘be successfully

implemented when a thorough knowledge of implications is

LY

known. )

The "task" dimension &f the organization represents
another complex element. The "task" of an orgénization is
the purpose for its existence. The systematic method of

b

organizing, controlling, and evaluating goal accomplishment
provides the frameworkjof study, and tgis_methoq is termed
"systems analysis." That is, to understand thg "task" di-
mension, a systematic anaiysis of the functions of the super-
structure must be undertaken.

Finally, the theoretical models' of leadership, e.q.

Halpin, Getzels, Blake and Mouton) McGregor, Likert, and

«

‘Fiedler, provide the student.witp %h,understanding of leader

style and@ the componrents Df-légd@rship. The descriptive

nature -of these theories is valuable to the adminifstrator

for providing selﬁ:qxrection and when examined as descrip-
tivé models, remain as a part of "pure" theory. : .
Withbthe'exception of the leadership groups,‘khe above
quels do n@% é;aphically include leadership processes, and
fhe‘practitiéner is justified in perceiving that the models .
have little direct value. Typical criticisms of "pure" -

theoretical models include tZ?agwwhich_state that they arec

too idealistic, too theoretidal, not practical, and not

(Y]



adaptable to real situations. Careful deciphering ‘of these
criticisms decodes into the following interpretations: the

[}

models represeﬂt ideal states; the models are descriptive and .
not predictive; the understanding of models does not readily
transfer to "real life" situations; and the elements in the\
models are very global. The seriousness of the critics ana
the depth of the disappointmént in the practical observations
undoubtedly reflect the high hopes of the critics fo£ assis-
tance in g;ping with innumerable compldex daily administrative
functions. The observations by the critics are justifigd to
“a point. "Pure" theoretical models éo represent ideal states
and are descriptive models involving global elements or groups

. of élements that do not necessariiy transfer to rei}-life sit-

Lo ﬁations. However, these charécteristics do not justify further

~argument over their value or suggestions of dropping "pure"

theory from the administrative curriculum. “fhe values of
"puré" theér? are very real and provide the beginning student
in administration with broader conéeptuél understanding of
administration prior to beihg intréduced to increasingly com-
plex multidiﬁensions. The "pure" theory models alsa provide
the superstructure for recognizing that.the processes of ad-
ministration can readily apply differentially in unlike sit-
uations. The curricular change that is probably justified is °
to initially move more toward detailed descriptive models in-
volving greater depth in understanding of the major elcments

== "pepple" and "tasks." ' ' )\

Process ,theory Curriculum Components - The processes such as

communications, delegation, supervision, evaluation, planning, °

) R ..
‘ | o}




/ 7
and goal setting are apﬁlied'in a framework of "pure" theory.
That is, the processes are applied to an o ganization con-
sisting of people striving to fulfill individual and-collec4
tiQe objectives. The manner of applicstion is dependent upon the
administrator's view of the people and what he views as the
group s task. With a comprehensive background in psychologi-

¢al theory, systems analysis, and leadership theory, the

administrator will perhaps view the value of subordinates,

- the task to Qe accomplished, and his leader style ih a Qpch

different manner and will implement the processes in a differ-
ent fashion. For example, group planning can bs accomplished
by the admigistrator for the group, or it can be done by
sharing the activity with the group. "Pure" theory prior to
"process" theory Efdvides the student with the value of parti-
cipative planning. Without this backg}ound, planning is likely
to remain a pragmatlc activity done solely by the admlnistrator
The‘dally activities of an admlnlstrator are primarily con- -
cerned with the processes which initiateﬁ\integrate, and fac-
ilitate the operation of the elements in tﬁe "pure™® theory
models. Each process is important and complex and must be

thoroughly understood against the background of "pure" thecory

for optimal results:

Purpose of Training Programs

Administrator training programs operate from a prem?sc'that
administrators are leaders agd that leaders c¢an be developéd‘by
education. The distinction between "operational" and "prepara-
tional" education aptly described by Broudy (1973) should bé

made. "Operational" education refers to a type of training

9



L] 8 -

necessary for the suﬁject to pe¥xform répetitive tasks in like

&

situations. "Preparational" education would best be'describedr
as pgrforming'similar tasks in unlike situations or dissimilar
tasks in like situations. -

Unless the administrati;e program”is approached from a
"pngparationalﬁ position, including "process" theory training,

Y

it would seem that, the administrative education program would

be doomed to fajlure. "Preparational" education of administra-
A . . 0

tors’ is desiénéd to provide the basic knowledge, understanding,
and skills necessary for appli;ation in situations where "oper-
ational" training does not suffice. In tne implementation of
"operationai" training, one would necessarily have to assume

that an "jdeal" strategy is available and universally appli-

cable regardless of the number and complexity of: the variables.

’

»

The purpose of administrator education programs i? not to
prnvide an "ideal" for students to emulate but to provide
flexibility through understanding of variows predictable tech-
niques. in theoretical constructs. fn this way,’the stndent -
learns "why" specific techniques or skills are employed rather
than only "how to" anply the technigfie. The administrator must
be able to diagnose, and implement ?’brogram to accomplish the
goal. The practicing administnator must rely on applicable
theory and skills, not force or policy, to accomplish this
assignment. The person who can functibn adequétely in the
weakest power position has to rely on human relation skills
to accomplish a task through others. According to such theor-

ists as Likert, Blake and Mouton, and McGregor, these skills

are of the variety neccessary to optimize productivity.

10



Course Cdn;ent

Contemporary writing-and research providesAdirqption for
the content of courses in theory. Even before Barnard's
identificqtion of efficiency and effectiveness, theorists had
been analyzing organizations in attempts to determine elements
and process§§ neéessary for better organizations. All of the
writers previously cited have contributed some direction in
program design, but Argyris and Schon (1974) provide the most
direction in applicatipon. If the adage is true that it is
better to teach solutions tb problems not fully understood
than to live with problems we are unable to resolve, then
<

courses“éhoul§gifovide skill developmént in the most promisigg

theory of today.

-
-

Investigation o? the work by Likert, Blake andAMoutén, and
McGregor will ;éveal that their work is foundéd on substantial®
philosdphiéal unégrpinnings of countless other writers, but
student; require a basic understanding of these theowies if
the Qntire framework of thepry is to make sense. The begin-
ning administrator learns a good deal through experience, but
administrator training pfograms are to provide a short-cut for
this experience so the novice does not have to "re-inwept the
wheel" or duplicate errors others have made. A course using
"pure" and "process" theoretical constructs witlt practical ap-
ﬁlications should be a foundation in the administrator training
ﬁrogram if theoretically -optimal siiuatiOns are to become

realities.

.

Model for Administrator Coutrse Development - Figure 1 provides a

~
“~
p

/ 11 *
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Figure 1 Model for Developing g - P

Administrative Theor v )

»

. . . .
e . . ' ) ’ .t . I
: ' N r,

model for developing a course in administrative thééry,be it@;:

pure or process theory. The student normally would come to -

»
. -
- N . . . .

the course at a Level I or at an “unbonscious—noncdmpetent"\\”‘ ’ A
position. "Noncompetent" is used to include b6th "not com- ,{
petent” and "incompetent." The novice is not conscious of . ‘ 2

the theoretical base from which he operates nor does he know
the type of behavior required to derive the most désireé re-
sults. Level I is a position of unawareness to the body of
theoretical knqwledge which, if known, would be most helpful.
The course in qﬁqgry should introduce the student in- f
itially to the field by bringin% an awareness of the exis-
tence and exposure to the ﬁiemises on which-contemporary
administrative theéry is built. The awaveness is represented '
on the modeibby yine A. By becoming aware, the student then
moves tq;Level'II,'"coﬂbcieug-ngncompetent" or a position of
i ‘ . questioning pefaonal capabilities and style. Level II isl

- ) o :
criticgl to the student because of incongruity between recog-

-

ERIC 1=
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nition of the need for proper implementation and the skills _
. ] | W
necessary to implement the process. A significant differ-

-

ence exists between knowing the-theoretical bases and being

able to make an application. 1In fact, some contenﬁion could

4 P

be made that Level II is the position where mahy, if not
mdst, administrator; are in ékill déveldpment. The incon-
gfu%ty may ;lgo be thé Efig%cal reason for thg disparity J
.Bgtweén what Argyris and Schénf(l974) call "theories of

action" and "theories of use." 1In personal analysis the in-

" R
.

4, dividual oﬁtén does not have the capability of perceiving
and distingﬁishing phe d;ﬁference between espoused theory
(fheory éf-action).;nd thé"gheory utilized {theory of use):

© Line B is the point at which‘thevstudéﬁt is confronted
with thé regiitfjthat not only is the body of knowledge
helpfui but ﬁhﬁt applicable techniques'for implémeﬁtation

¢ are essential.»l' s .

Level, III is the developmental phase where gompeﬁency
skills are ﬂofmuléted and ﬁracticéd tO‘%pable thé” student to
bécdme :ZOnsciously—competent.f A valuable technique of ) ‘ \\;
‘uging self-analysis pfactices and gfﬁ%p experiences is ex-
pléined by Argyris and Schon; another technique is the use . . }
of the video-tape in role ﬁlaying situa%ionsx The purpose
qf such analyses is to permit.ﬁhe;students<%n opportunity to
evaluate themsel?es and one anotﬁer in an éttémpt to rein-
force appropriate behavior.

R g The student has n9t completed the learning cycle until oA

- Level IV on ‘thé conceptual model is achieved. Point C repre-

sents the area of skill implementation. Experience as an

‘

ERIC . - | .13
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* . . . -' . . .
4 ¥ administrator provides practice in the "preparational" as- .

s pecte enabling the student to eharpenfskills necessary for
the “uhconscious-competent” position.‘ Level IV is the posi-
oo ' Yan
tion that an-administrgtor achieves when habitual correct

* behavior based on strony theoretical background produces 0.

It is the point offmaximum efficiency
in theoreticdl application. - The agministratorAno longer has )
. to stop and diggnose t@e{situation in_term; of theorists but ﬁ
\iﬁftinctiVely reacts from a knowledgeable .and well practiced
fr;me of reference. If e‘specifiq ;itua?ioﬁ’ca}ls fQ} de-.
tailed aneIYSis, the administratorEWOuld also bossess appro- o
priate backgrounzato'wbrk th;oegh the problem. |

N . Integrated Preparational Model for Administrators

Figure 2 illustrates the model integrating "pure" admin-
Vo istrative theory, "mrocess" administrative theoryf theory state-

ments, and administi¥ative skills. ‘1t is a preparational model

@

"different from contemporary or traditional models in that

o « : L/

classes in such. fields as Public Relations, Buildings, and

o )

Budgeting are replaced by process theory codrses with skill

—a

development. Eﬂch process theory course would culminate in
reélevant theory statements, and skill competencies. The

comprehensive examination for students who have completed the

process courses should be the -synthesized application of

: » . . y -
theoretical bases through skill in solving representative
. L™} n

'realistic problems in such areas as public relations, build- . ;S
\ ) . Tz
s ings, and. budgeting. The results of-such comprehensive, ex-

aminations should indicate the student's overall level of com-

petence.
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@7 Skill Development ' ,

An administrator cannot be burdened with relating  évery

movement® to a particular theoretical base as indicated by
Level III in Figure 1 because time would not permig. The
administrator, however, must be highly skilled in basic
.administrative theory to identify the current state@of key
elements and processes, tolselect skllls! and to 1mplement
appropriate actions’ for accompliShing predictive outcomes
at any given moment. The processes then becone tools for
impiementation; and theoretical knowledge and selected
skilhs in the various processes'become critical to success.
D%fficulty can obviously arise from not having a reper-

toire/of"theoretical-knowledge or from improper application

of theory to a g1ven situation. The learning process must

LN
BN

not_ only "Bring to the student an awareness of theory as a
y o N
body of knowledge, but also practice in proper applications.,

"It ¥& the methodology of transferring the body of-knowledge
\ 'f*bomthe memory 0of the student which is critical for the pro-
fessor‘Wﬁile;%ge%methoéology of transferring theory from

mempory t%"practroefig‘critical for the student or practi-

tioner. éﬁé two seem to be intimately”related and extremely

critical because herein lies the age 0ld conflict of theory’

j vereus practice. If a practréaoner cannot draw upon theoret-
ical knowledge for problem solylng, then the exercise holds
&ittle meaning. 1/

-

Summary !

" The "theory" venius'"practice" argument has gone on for

P

years. Part of the problem seems to revolve around the meth-

*y

. \ - 16
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od by which administrators are educated. The position in
this paper has been that two'types of theory exist--"pure"”

and "process." "Pure" theory provides the administrator with

information regarding the major organizational components,

and "process" theory provides background in the manner by
: - [

which the major components are integrated. It is from this
frame of reference that the position has been déveloped that

theory is at the heart of the curriculum and is indeed very

practical. T *

A model was presented for illustrating student progress
.through theory courses as well as a model for integratiﬁg the
skills developed from"process" theoryrinto the "pure" theory
frame of reference. It is through this process thaé under-
sfandingq obtained in theory become;highly useable in dealing

with daily administrative functions, and prospecﬁive admini-

-~

strators are required to practice theory:b P
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