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ABSTRACT o

This paper discusses the firancial crisis facing
public education in the United States today and argues that the most
effective response to this crisis is to improve the decision-making
skills of educational administrators. Based on a review of the
literature on administrative decision-making and organizational
change, the author examines several alternative approaches and
recommends a developmental procedure that will result in improved
administrative value skills. In his discussion, the author identifies
specific administrative value skills that may be used as criteria for
measuring the degree of improvement in decision-making by educational
administrators. (JG) '

e

3 3k 2 e 2 sk ok 4 e e ek 20 ok 3 3 3 e o e e e e ke e 3 e e ke e e e e e ok e ke e e e ke e 3k e ke ke e e e ke e ke e e e ke e ke e 3k e A e ek ok gk

* Documents acquired by FRIC include many informal unpublished
* 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 reproductions ERIC makes available

* via the ERIC Document Reproduction Service (EDRS). EDRS is not

* responsible for the quality of the original document. Reproductions
*
*

Supplied by EDRS are the best that can be made from the original.
4 302 e e AR A Ao o ok Aok o oo o ok ook oo K o o A A o AR




. IMPROVING EDUCATIONAL' ADMINISTRATIVE DECISIONS U5, DE PARTMENT OF HEALTH.
. . EDUCATION & WELFARE
NATIONAL INSTITUTE OF
. . EDUCATION
A. E. Wolfe THIS DOCUMENT HAS BEEN REPRO
DUCED EXACTLY AS RECEIVED FROM
. N THE PERSON OR ORGANIZATION ORIGIN
T ATING IT. POINTS OF VIEW OR OPINIONS
NTRO STATED DO NOT NECESSARILY REPRE
= I DUCT"ON = SENT OFFICIAL NATIONAL INSTITUTE OF

EDUCATION POSITION OR POLLCY.

R

-

This paper identifies a current educational issue of

EDI19348

national scope and reclgnizes a possible solution., The thrust

of the paper 1s to suggest that'administrétors of educational

S

institutions -« public schools - can %mprove their decisionA

<

making capabilities which will be a response to the identified
vroblem. The process suggested reflécts a developmental procedure
which results in improved administrative value skills. The

important éhange is the value skills and it is the process of

f changé which is personally and Qrganizationally bgheficial.
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Improving Educational Administrative Decisions

The percentage of Gross National Product committed to
education has trended upvard for the past two decades and after
accelerating in the 1960's, has tended to soften in the 1970's; as
apprised by "The Pennsylvania Professorﬂ, October, 1973, In an
earlier lssue tﬁis same publication reported that "it isﬁestimated
that-federal outlays alone for education of all types will total
313.8 billion in 1974, an increase of #247 million over 1973,
record $96.7 billion for educating about 59 million students, making
education the nations largest enterprise, the United States Office
of Education has annouhced. "Eddcation will be the principal
occupation of 30% of the population®, said Commissioner Joan Re
Qtinpa;" in fact education may noﬁ be-considered the pations largest
enterprise in terms of epople involved and the number of dollars
expended"., The U. S, Office of Education said the 396.?‘billion
amounts to 8% of the GNP. ' .

) Recent surveys of public reaction to expenditures for
education indicate a significant counter reaction to the increasing
flow of tax dollars to support public educatioh. In states where
public referendum is required to finance erpansionary construction
and program, for the first time in tha rost world war II'era, a
greater nunber of‘such referenda were defeated at the polls than
were approved. There is an increasing demand for accountability
and public reportinv from administrators; case in point being the

“sunshine Jaw" in the Commonwealth of Pennsylvania which requires

that =all official meetings be open to the public, except those
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dealing with personnel natters, and_all deciéioné requiring a vote
must be in open session. These laws apply to all public authorities,
but the public schools are receiving the most public reaction.'.This
trend«to public exposure of the de;ision naking précess may be a
reaction to the credibility gap existing with public officials, and
the local Schqolijéfds are the most visible and vulnerable to
attack, whether that attack is Justified or not. Compounding this
credibility problen is the taxpayer revolt to ever increa51ng property
taxes: this revolt is traceable directly to the inflationary spiral
vhich has-a double impact. Sghool organizations face the same
inflationaiy costs as other ofganizatioﬁs; salary and labor demands
increase, fuel and utility costs gscalate,'books, papér and

instructionsl materials continue to get more expensive. Also, the

_double impact hits public school organizations because the source of

their revenue is tax dollars and this source is also a victim of
inflation. |

Organizational structures need a body of responsible and
responsive managers (admiﬁistfators) to maintain and guide the
direction of the enterprise. It is probably an»exéggeration to say
4that recgnt developments in educational administratidn,constitute a

revolution, but it is,nb exaggeration to say that the last decade or

two have witnessed profound changeé which seem to forecast more extensive .

developmen?s ip the near future ("Organizational Behavior'in Schools",
R. G. Owens). Mu;h of the "neﬁ"’in'educationai administration involves
hew'knowledge which leads to new‘ihsights into édministrative behavior
with conséquent hope for increasing the professional capability of
school administrators to meet the challenges that lie ahead. To

understand some of Whatever it is that is being described as ™new" in

educational administration, there are four beliefs to which the adherents




of the "new" would tend to subscribe:

| Y Administration is comprised of specialized skills, knowledge,
and understandinés which are different from the activities
being administered.’ |

IX The practice of administfation, in the "new" sense, is based

on a realistic view of organizations as they acfually exist,

IIi'The s?ientif;c foundations of the "“new adminmistration™ are
in the behavioral sciences | '

IV Change is inevitable in educétional administration, and

irnovation is urgently needed.

The Graduate School of Business‘Adminiétrétion, Univeréity
of Minnesota currently has underway a study entitled "The Effective
Use of Management Science 1n'Univeréity Administration"., The under-
.lying reason for this study is the realizatioh that education has
entered an era of crises. An economic cfisis due to dwindling enroll-

‘ ments and rising costs, a crisis of public confidence aﬁd a crisis
of student disenchantment. These c¢rises make public institutions
mofe difficult to manage and Qhey call fof improved ﬁanagement
methods.and procedures. It is postulated that the development and

.-'impleﬁentétion of a system of manageﬁent planning which entails the
par;icipative determinatioﬁhgfﬁlong range objéctivés, shdrt term
goals, and fiscal quantification of a budget can improve both ihe
méﬁagers and the managemeni of an educétional institution. ?articipa;
tive goal setting is a function of plannipg thch is a result of

'accufate and timely information which is a result of valid, current

. . cata input. Combining intelligent administrators, géod information,

‘and participative gqai setting can lead to correction of costly

decisions or to the maintenance of effective, beneficial decisicus.




Prbfeséor H. A. Simon, Carnegie Institute of Technology,

has stated, "a major problem in teaching the behavioral sciences

'effectivelybis to provide an effective counterpart to the (matural

science) laboratory....We can use (our own) experience as one part

of our behavioral science laboratory to test our abstract concepts,

and to exercise skills of liﬁing witﬁ othgrs. First hand experience

in particular kinds of social institutions - especiélly organizations -
P is harder to come by;" A géneral model of a problem or decision

situation can be expressed as follows (Ackoff, 1962):
VI (%Y

where
V= the measure of the valée of the decision that is made
X = the variables which are subject to control by the
decision-maker |
Y= the factors, variable Sr constant, wvhich affect
performance but which aré'not csubject to control bj
the decision-ﬁaker within tﬁe'scope of the problem as
defined ' |
'IT: the functional relationship‘ﬁetween thé decision
" vyariables and performance factors, and the dependent
variable Y.
Data input to a process leads to 1nformatioﬁ output and in the context
of administrative decision-making information in ah.accurate'state and
in a timely mode contributes to improved decisions. Equating

+information with communication, the following five types of communication

mentioned by March and Simon (1958) are all represented:

-“-




1. Communication for non-programmed activity (heuristics)

2. Comnmunic¢ation to establish proérams

3e Communications to provide data required for the executine
of programs,

4. Communications to initiate programs

5 Communications to provide information on the results of
activities ' .

The.design, development and 1mp1ementation of an integrated

information system for an orgalization'is a complicated process and

it is necessary for at least three groups to collaborate, namely L

1nformatﬁon systems specialists, management scientists, and adnminis=-

trators. In an 1mportant alteration ;r an organization's information

. system there also probablp should be'present staff specialists of

different types in the areas dnvolved. The approach to more

- integrated information systems will fail unless all these éroups

participate and seek a realistic understanding'of how decisions are

made in an organization, the different types of decisions that are

. made, the information reduirements to make the decisions, and the

rreferred means to get the rednined information %o the right adminis-

_trators (Ackoff,,I96?). The rnstrumental value of an improved

information system hopefully is improved decision-making by adminisf

trators constructively using the output of the syétem, however

considered of greater importance is the intrénsic value of the planning,

design and development process which requires the involvement of the

administrators #nd staff. This valuing process should inculcate a

behavi¢ral pattern of decision making with a greater degree of con-

fidence of expectations because the'decision is a product of better

analysis, which should in turn result in better performance of the

.-5,..




organization and the administrator can be more satisfied with hisg
(Lher) effort, - : e
. Reflecting on the root causes of the current crises in

public education elicited earlier in this paper, one can consider
alternatives to the program and process indicated as a helpful

solution to these crises, lnertia exists in any organization -

inertia in this context meanlrg the tendency of a body .at rest to
remain at rest - and inertia is prevalent in public (government)
organizations. The mechanistic organizatlonal systen tends to
.prevail, that i1s an enterprise functioning under relatively stable
conditionSw>.Here the problems and tasksrfacing the organization as

& whoie are broken down into specialisms. FEach indiuidual pursuing

.his task as somethlng d1stinct from the real tasks of the organization
as a whole.. Thls is contrasted with the organic organizational }
system vhich are adapted to unstable conditions (such as the crises
!ucing.education today), when problems and requirements for action

arise which cannot be broken down and distributed among specialist

In public educational organizations, the system being suggested is a
holistic organization; in such a system the members are, from the
holistic viewpoint,vnot significantly connected with each other except
with reference to the whole (gestalten psychology -~ "the whole is more
than the sum of its parts”) (Angyal 1941).

Without some form of constructive and corrective action

i

roles within a clearly defined hierarchy. (Burns and.stalker, 1971).

St

from within ‘public education organizations, there inevitably will be
some form of externality wvhich will be forced on the organization.

‘Externalities in the form of citizens groups, taxpayers, the stakeholders

who are both parents of the product of the educational system ~ their

chiidren -~ and the sources of revenue of the organization, via taxes.




qucational administrators'have ijived in and therefore are products

of a constantly gorwing organism, public schools' more children, more

programs; more professional people, ‘more service people, and more

money have been the prevailing conditions for thirty years. Now
there are changes creating dysfuncfjons to thdu pattern; as mentioned
earlier. School administrators nust change or exuernal forces will
create further dysfunctional changes. .
' This is a period of conflict for school administrators.
Strangely in a field with generally accepted intrinsic values,
educational administrators are manifesting svmptoms of alienation.
AMienation in this context is a general syndrome made up of a number
of different objective conditions and subjective feeling - states
which emerge from certain reiationships between administrators and

the sociotechnical settings of schools. Four types-of alienation

can be identified as developing - powerlessness, meaninglessness,

isolation anad self-estrangement. These may be accepted as exaggerated

expressions of frustration and anxieties, but the discontent among

v

mature administrators reaches the level of early retirement and the

hed

K search for a;ternative career opportunities, which makes a case for

& greater concern than frustration and anxiety which may be con-
sidered short term, temporary negative conditions. There are
expectation conflicts; what one has come to expect as the outcomes

f decisions are now reversed and new programs are questioned,

- new pbysical.structures are rejected and new. finances are evaporated.

The probability of success of administrators* decisions have

-

_sﬁifted from a positive expectancy to.not only a lesser probability,

but to a negative condition. The educational administrator must

recognize and face the need for change

10
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For too long,'gducators have looked at our educational system
as a se1f¥sufficient total system, quite.autonomous and independent.

" of other important and related systems. As a fesult, education has
not anticipated the scientific, économic or social needs of the society
in vhich it operates and to which it contributes., Schoocl dropouts,
‘youth unémployment, and related nationa} problems refiect an inadequate
response 0of the educational syéteﬁ to the new and chaﬁging educational
requirements in the technological society in which we live. This
kind of restricted nonsystematic thinking is also true for those of
us with ﬁested interests in audio-visual, guidance,'administration,4
cﬁrriculum and other areés of the educational program. We have
rarely looked at the whole picture to see what a change in our social
or économic'systems impliés for education, or to see what a change
in instruction or curriculum means for other areas of the total
eduéational program in a school. An e@ucat;onal system 18 not a
self-contained system. It interacts with the larger system of
wvhich it is a part, e<ge, the cominunity° The school produces an
effect on the community, while the community, in turﬁ, modifies the
school's obJectives in a dynamic waf (Andrew & Moir, 1970).

| R.‘W.'Hostfop 1dentifigs seven basic principles associated
with,applfing a systems analysis as a stfategy‘for maximizing learﬁ;
ing output while minimizing inpﬁt costs. They are:

‘ l. the principle of individual differences

2. the principle of self-instruction
3 'tﬁe principle of combining human energies and physical

-

resources

4. the principlé of econamzics of scale

L8 | .
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. ' 5. the principle of division of labor
' 6. the principlc of concentration and critical mass
7. the principle of optimizing

The foregoing, in some instances, suggests some significant changes
from conventional administfative'practices. Others can be implemented
vith relative ease. All the foregoing unquestionably, when
imaginatively and yigorously applied, can achieve traditional
procedures} but such promising newer ones are cited..

The introduction of a new technology - an.integratéd infor-
mation system~; to an organization has serious behavioral im-
plications when that organization i§ considered from the systems
approach. The behavioral reactions%to change and attitudes of
individuals within the various subsets of the ‘organization are
important and critical elements to the success of implementing
technical change. Anxiety rises wﬁen "ﬁormal" work patterns are
chénged or threatened, fear of unemployment or redﬁced enployment
1is induced, and levels of expectation change in both favorable
and unfavorable directions. How to cope with these internal
changes in'order to assure a'continuity of the stead& state or
the early rgstoration to a steady state after the 1mpact of
change, is a crucial question. The systems approach to organi-

- zational study is to consider the organization as a holistic
system in which the environment; the formal arrangements, the
;oéial system, and the tgchnical systemé are ali constantly
interfacing. The organization is not a.statid arrangement of
jobs that can be gaptured 1ﬁtan'6rganization cﬁart but is a
pattern of inputs, outputs, feedback, delays, and flows. If

such a system is to survive, it can only do so if - after the

.
12
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various disturbances that are bound to occur because of external
and internal changeé - 1t settles down into a “steady state" in
- which inputs, outputs and flows'are proceeding in an orderly way.,
By .this process, the organization obtains the additional energy
to render it Ynegentropich" - if becomes éapéble of attaining
Btabllity in a tinme independent steady state, a necessary
conditjon of adaptabnllty to environmen»al varlance (Emery and
Trist, 1965). - _ -
The behavioral.aspect of improving educational administrative
decisions manifesﬁs'in the administrative value skills.. A set
of ten such vélue skills are 1dentifiedlby Dwyef, 1975, in
three broad categories as follows: |
o« Interpersonal rélations skills
l. comnunications
-2. participation
3. autqnomy/accountability‘
o Skills relating to susceptability to learning and growing
y' experimentat;qn; '
Se leafning
6 .flexibility
7. adaptability
+ Behavioral pattern\skills
8. continuity
9; integration
10. ¢oordination
with én.understanding 6f these administrative Qalue sk11ls and an

opportunity to measure their change in individuals, one could

210 -
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evaluate ﬁhe improvement of educational administrative decisions,
Looking first at the interpersonal relations value skills it is
apparent that these involve the interface of the administrator
and other members of the organization. Bennis in discussing
interpersonal communications States that'communications plays'a
large part in our_totaihnersonality make up, It is communication
that "Y“presents our self" to-others} it is communication that.we
use to negotiate and exchange interpersonally; it is communicate
ion that we use to expose our‘innermost feelings and that provides'
the data by which inferences about our innermost’feelings are
madet ‘Not all communication is verbal; at times the most per=-
suasive .and important part‘of commuJication apparatus is non=-
verbal - a gesturey dress, accent,‘éanner of sbeech, posture, etc.

An indlvidual participates in sometﬁing when he takes a part or

r.

;

share in that thing. Since taklng a,part or sharing is always
involved, participation takes place?in a social context. Since
administrators are those who accompli%hwresults through subordinates,
the latter are always directly and intimately affected by managerlal
decisions and there;ore may have a considerable interest in them,
MeGregor says that one of the most important conditions of an
adminlstrator 8 growth and development centers around his oppore
tunities to express his ideas and to contribute his suggestions
hefore,his superios take action,on matters which involve him.
hegarding autonomy and acgcountability, McClelland has pointed out
that environmental_factors greatly influence-achievement motivation.

Recent research indicates that high achievers will be attracted to

those organizational enviqrnments which offers:

-

L]

1, personal.responsibility for accomplishments
.2+ f{reedom- to pursue goals by means of one's own choosing
-1 - 14
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3¢ pronmpt aﬁd unblased feedback of the results of action
k. moderately risky situations |
5. consisteﬁt rewarde and recognition for jobs well done
The administrati&e.value skills relating to susceptability
Vto learning and growing are more personaIized and describe 1n~.
dividual trait patterns which are developmental. When one tests and
tries new Véntures‘an experientié; process 1is taking place thcﬁ
allows forbthe éroﬁ{h of background material which is valuable when
one makes 5 non-programmed decision; this term is-used by H. A; Simon
to describe the ill-structured novel poiicyvtype decisions which are
solved 1htu1t1vely or by heuristié'problem-so%viné techniques.'
Learning is the éontinuing vrocess of acquiring new or up-dating old
datza. Administrators with a continuing.iearning experience repain
fresh and knowledgeable and are éapable of making improved decisions
as a result of this refreshed“an;fzgge.base. Fléxibility and
édaptability are terms relating to mobility and in the cognitive
sense are administrative value skills. Alth;ugh the words may be
synonymous the former as used in this mdde refers to the capability
of performing a variety of tééks or missions well and the latter is
“more related to the ability to perform well under a variety of
circumstances. |
With the value skills‘inéblving interpgrsoﬁal‘relétions .
_lénd also those involving more personalized trait patterns, there is
& completeness when éoﬁpled with certain behavioral pattern skills,
namély, continuity, 1n£egration and coofdihation. Since value
skills are ﬁcquired over time and in an evolutionary manpir, there
needs‘tp be é conyinuing and'continual expressién of behaﬁior; that

1is, 2 degree of consistency of value behavior. Continnity and

- 12 =
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S consistency in this‘sense means a viscillation.or shifting of value
behavior, Since there is a process of vaiues development, there
" %11l be certain discontinuity during the developmental process,
however once there is a full realization of posture, continuity of
behavior results, With this process of development and continuity,
there is an inherent commensurate integration of beliefs and value
reactionsa Valnes'developed'from beliefs are not in conflict with
each other; i1f there were to be conflict one could not hare an
» . established belief'thus no value. It would be inconsistent to have
F'conflic;ing values., Value that are continuing and integrated are
also coordinated' an uncoordinated'balue structure nould also
be a reflection of personal conflict; which by nature is dysfunctional.
"In summary, this paper has purposely iollowed an outline
structure intended to logically c¢larify a current problem ~ the
crisis cf public education - and to JUStlfV a3 position of re medirl
actior - improving administrative decision making. The workability
b of an integrated informatlon system and a1ter1ative courses of
action were dliscussed with an exploration of the conflicts involved

in a change of thls magnitude.' A specific plan of actlon was -

K suggested~with a realization of the impact of new technology on
administrative behavior. Finally speciflc administrative value
skills were i1dentified which when accepted and identified may be
used as.a measurement criteria for indicating the dekree of success .

of improved educational administrative decisionse
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