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THE DECISION-MAKING FROCESS OF SUPERINTENDENTS AS
RELATED TO THE SYSTEM THEORY OF ADMINISTRATIVE CHANGE WAS THE
CENTRAL FOCUS OF THIS STUDY. SFECIFIC OBJECTIVES WERE (1) TO
ANALYZE SUPERINTENDENTS® DECISION MAKING AS RELATEC TO
MODIFYING AND INITIATING VOCATIONAL EDUCATION FROGRAMS IN
ICAHO, (2) TO TEST A THEORY OF ADMINISTRATIVE CHANGE AS
RELATED .TO VOCATIONAL EDUCATION, AND (3) TO CETERMINE
CONDITIONS IN WHICH VOCATIONAL ECUCATION CHANGE IS LEAST AND
MOST LIKELY TO OCCUR. INTERVIEWS WERE CONDUTED WITH 50 SCHCCL
SUPERINTENDENTS RANDOMLY SELECTED FROM SCHOOL DISTRICTS
LOCATED IN THE SIX JUNIOR COLLEGE DISTRICTS OF IBAHO TO TEST
FOUR FROPOSITIONS 7O FREDICT CONDITIONS TENDING TO INHIBIT
CHANGE AND THREE TENDING TO AID CHANGE. RELATIONSHIFS AMONG
PROPERTIES AD PRCPOSITIONS COF THE OFEN SYSTEM THEORY CF
ADMINISTRATIVE CHANGE INDICATED THAT (1) STEADY STATES OF
SYSTEMS ARE ACCGMFANIEC BY INCREASED HIERARCHY, (2)
PROGRESSIVE DEFARTMENTALIZATION SEEMS TO ACCOMFANY THE
INTERPLAY OF SUBSYSTEMS IN SUCH A WAY AS TO INDUCE CHANGE,
(3) DISTRICTS ENCOURAGING CYNAMIC INTERPFLAY ARE MORE LIKELY
TO EMPLOY OUTSIDE SUFERINTENDENTS ANC SUPFORT HIS EFFORTS FOR
CHANGE, AND (4) SCHOOLS WITH INTERNAL FEECBACK SYSTEMS ARE
MORE LIKELY TO RESPFOND TO THAN RESIST STRONG OUTSITE
PRESSURES. A CONCLUSION IN DIRECT OFPOSITION TO THE THEORY
FREDICTIONS STATEC THAT THE MORE HIERARCHICAL THE STRUCTURE
OF AN ORGANIZATION AND THE MORE FUNCTIONAL THE DYNAMIC
INTERFLAY BETWEEN SUBSYSTEMS, THE GREATER THE FROBABILITY OF
VOCATIONAL FROGRAM CHANGE. A BIBLICGRAFHY AND STATISTICAL
DATA ARE INCLUCEC. (DM)
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FOREWORD

The research reported in this publication represents an atrempt
to apply open system theory to change in programs of vocational edu-
cation in Idaho secondary schools. The study was ekploretory in he-
ture, and has more potential for encouraging'and directing:additional
research than for immediate practical application.

This is the first publication of the State Occupational Research
Unit which represents a change in ehphasis in the Unit's research pro-
gram. Heretofore, research projects conducted or sponsored by the
Unit'have been designed to answer praccical questions or for ihmedi-
ate practical application of the findings. Eariy ih:1967;'the Unit
staff ‘decided to place some emphasis on theorétical'studies and prc-v
jects which would have iﬁplicatiOns beyond an immediate practical situ-

ation. At least ‘two additional theoretical studies are underway in

the Unit at this time, and others are plamned in the future. Future

publications will contain the results of studies in career choice and
development,’ and possibly'in the area of interest ﬁeasurement. |
 Mr. Robert J Heger, Research Fellow with the Unit during the
1966-67 term and the first half of the 1967-68 term, is commended for
his efforts dur1ng the conduct of this study. Mr. Heger used the re=
sults for his own progrem of study toward the doctorete; but was care-
ful to keep the de31gn and conduct of the project congruent with the

overall purposes and obJectlves of the Unit's research program,
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CHAPTER I
THE PROBLEM AND DEFINITION OF TERMS USED

Vocational education programs in the pubiic schools are preéently
being confronted with a dynamic force for change that is geared to tech-
nological advancements and the subsequent needs of the labor force.
Major changeé in vocational education programs are common occurrences.
The causes for these changes are not only due to the need to keep pace
with industrialization and automation, they are also due to the finan-
cial opportunity made available through Federal financing to facilitate
program change. Thus, vocational education programs, commonly viewed
as static carry-overs from the Industrial Revolution, are being molded

to assume the new functions and challenges of the Space Age.
I, THE PROBLEM

Statement of the problem. The purposes of this study are: (1) to

analyze the decision-making process of school superintendents, especially

as this process relates to the modification and/or initiation of voca-
tional education programs, in the state of Idaho; (2) to test a theory
of administrative change as it relates to vocational education; (3) to
determine those conditions in which vocational education program change
is least likely to occur; and (4) to determine those conditions in which

vocational education change is most likely to occur.

Importance of the study. Vocational education has constantly
undergone change since its earliest recorded history. The United States

has recognized the need for facilitating change aimed towards improve-
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ment, and has responded with vast amounts of financial aid. Primarily
through Federal aid, Idaho is currently undergoing the greatest voca-
tional education change in the history of the state. These changes
greatly affect various segments of the populace of Idaho, i.e., students
and citizens of various communities; and taxpayers in general, Industry
is also affected by these changes,

Since the responsibility for the realistic initiation of voca-
tional education change rests upoﬁ the superintendents of the individual
school districts, a study to facilitate decision-making is most impor-
tant. Also, every year in Idaho, millions of'tax dollars are spent on
vocational education programs that affect thousands of students. Ul-
timately, even Within a given year, the product of this invesﬁment helps
to shape the social and economic conditions of the state.

Current change in vocational educaéion is most often based on a
description of what has happened or what is presently happening relative

to industrial manpower needs. This is a descriptive basis. To a lesser

degree, such change is based on analysis of what has or is presently

happening. This is an explanatory basis. The least frequently used

basis for change is the attempt to foretell what the industrial manpower
needs will be that will ultimately affect a changing vocational education

program, This is a prediction basis.

It is commonly recognized that the scientific process of prediction

employs some type of theorizing, a process which is implicit in the

decision-making process of school administrators. This study will in-
vestigate a theoretical approach to the process of decision-making to
examine the practicality of employing theory. Also, this study will

attempt to demonstrate that theory-based decision-making is an indispensable
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tool of prediction. The practicality of theory is dicussed in

Chapter II.

; IT, DEFINITION OF TERMS USED

Administration. The term administration is used to mean ". . .the

process (cycle of events) engaged in by members of a social organization
in order to control and direct the activities of the members within the

organization."1 This is not to say that all members of the formal

organization do not participate in administration, but rather to indicate
that administration is primarily related to persons charged with the
I_ responsibility of maintaining the organization as a functioning unit.
!, Change. The term change is used to mean a major alteration in the
policies, structure, objectives, or the procedures of the vocational
li education: program as related to any given school district.
System. The term system is used to mean:
i! . . .any recognizable delimited aggregate of dynamic elements
that are in some way interconnected and interdependent and that
]4 continue to operate together according Fo Qertain laws and_in
such a way as to produce some characteristic total effect.
1 A system, then, is related to a particular activity, i.e., school ad-
ministration, which maintains integration and unity. A system may be
il dynamically related to another system, i.e., local school administration

related to county administration, but the two systems can be distinctly

1 recognized.

1Daniel E. Griffiths, Administrative Theory (New York: Appleton-
Century-Crofts, Inc., 1959), p. 73.

2Ludwig von Bertalanffy and Anatol Rapoport (eds.), General
Systems -- Yearbook of the Society for the Advancement of General
Systems Theory (Ann Arbor: Braun-Brumfield, 1956), p. 18.




Theory. The term theory is used to mean:

. . .a set of interrelated constructs (concepts), definitions,

and propositions that presents a systematic view of phenomena

by specifying relations among variables,Bwith the purpose of

explaining and predicting the phenomena.
A theory is something that cannot be proven true cr false, but rather,
only valid (useful) or invalid (not useful). This is especially pertinent
to the frequency of educational change for the inappropriate theory of

today may become the useful theory of tomorrow.

Vocational education. The term vocational education is used to

mean a high school program that is a segment of the total education PLO=
gram which prepares students for occupations requiring less than a
baccalaureate degree. This definition is designed to conform to the
broad definition of wvocational education as outlined in the Vocational
Education Act of 1963.4

Vocational education program. The term vocational education program

is used to mean any one or more pf the following seven areas, namelys
technical education, agricultural education, business and office education,
distributive educatiorr industrial arts education, home economics, and
trade and industrial education. The inclusion of these vocational educa-
tion areas is supported by certain reviews of The Ohio State University's

Center for Vocational and Technical Education.5

3Fred N. Rerlinger, Foundations of Behavioral Research (New York:
Holt, Rinehart and Winston, Inc., 1964), p. 11,

4Um.ted States Statutes at Large 1963 (Washington: United States
Government Printing Oifice, 1963), pp. 403-19,

5Center for Vocational and Technical Education, Review and Synthesis
of Research in Agricultural Education; Business and Office Occupations
Educat10n° Distributive Education; Home Economics Education; Industrial
Arts; Technical Education; Trade and Industrial Education; Seven reports
prepared by The Center for Research and Leadership Development in Voca-
tional and Technical Education (Columbus: The Ohio State University,
August, 1966).




CHAPTER II
REVIEW OF THE LITERATURE

Much has been written on the history of vocational educatior and
the changes in industrial manpower needs. However, there is a marked
absence of literature relative #o theory in vocational education
decision-making. A knowledge gap exists in spite of the interrelation
between the history of vocational education, the changes in industrial
manpower needs, and theory in decision-making. The realization that
vocational education is a multimillion dollar activity in the state
of Idaho, makes the study of administrative change on vocational
matters highly important. The purpose of this chapter is to review
the literature in each of the aforementioned areas. This effort
will, in turn, be of assistamnce in selecting research aimed at

narrowing the knowledge gap.
I, HISTORICAL BACKGROUND

A look at the historical aspects of vocational education is helpful
in developing an understanding of Idaho's vocational education program
as it exists today and the changing program that can be expected in the
fufure,

The historical section has been limited to include only the develop-
ment of vocational education in the United States. Furthermore, early
professional programs of apprenticeship, i.e., law, medicine, and clergy,
have not been included. The reason for this limitation is that this

study's main concern is high school vocational education programs.

U
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For the historical background section of this chapter, two
recognized authorities are used extensively as sources of reference:
R. Freeman Buttsl, an educational historian, and Roy W. Robertsz, a
spokesman for vocational education.

Early apprenticeship programs. Roberts, in his discussion of the

inception of vocational education in America, stated that:
The early settlers came to colonial America for many

-reasons, but none came for education purposes. With few

exceptions these settlers were satisfied with the educational

programs of the mother country, and as a consequence the

first schools of the New World were sgmilar to those of the

country from which the settlers came. ~

Nevertheless, note that the schools of the New World did conduct
apprenticeship programs suited to the peculiarities of the. environment.
It is difficult to review any colonial history without observing mention
of an apprenticeship program. The fact that these apprenticeship pro-
grams did exist during the settlement of America attests to the importance
Placed upon vocational education during the era of settlement and
colonization.

The apprenticeship program had a rather questionable introduction
into the colonial public school system with the passage of many school
laws in the middle of the seventeenth century. Butts discussed this

fact when he stated that:

Considerable debate has since arisen as to how important
these laws were in laying the foundations of the American school

1R. Freeman Butts, A Cultural History of Western Education (New
York: McGraw-~Hill Book Co., Inc., 1955),

5 _
Roy W. Roberts, Vocational and Practical Arts Education (New York:
Harper and Row Publishers, 1965). ‘

31bid., p. 4.
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systems, Some believe that they set the legal precedent for
the nineteenth century establishment of state systems of schools;
others believe that they were merely tools by which the
Calvinist Church made sure that its doctrine would be inculcated
in all children. In any case, the important thing is that the
state did establish its authority over education. . .

The state in England was establishing its right to require
vocational education through compulsory apprenticeship af the
same time it required education in language and reading.

It was not until the Industrial Revolution that the first major
change in the vocational education apprenticeship program really began
to take place. '"The rapid development of power machinery and the in-
creased demands for goods led to a greater demand for labor than could
be met by apprenticeship."5

The effects of mechanics' institutes on the apprenticeship program.

The forces set in motion by the manpower needs of the Industrial Revolu-
tion partly led to the decline of the apprenticeship program and develop-
ment of the mechanics' institutes. An overview of the change is
described by Butts:

Responding to the interest of the rising commercial and
trading classes early in the eighteenth century, many school-
masters began to teach practical subjects that had greater and
more direct vocational value than the classics.

Thus, private and public schools known as lyceums, mechanics' institutes,
technical institutes, manual-labor schools, corporation schools, and

private trade schools became influential in the development of a different,
more general education system,

An added decline of the apprenticeship program resulted from the

manpower needs of the Industrial Revolution, in conjunction with the

4Butts,'_P_..g_j._E., p. 251.
5Roberts, op. cit., p. 56.

®Butts, op. cit., p. 328.
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mechanics' institutes. It forced the apprenticeship program from under
the personal guidance and instruction of the journeyman worker on the job.

The academics. While vocational education has always existed to

some degree in the American education system, it played a submissive role
to the Latin grammar school until the start of the eighteenth century.
Butts describes the Latin grammar school as being essentially college
preparatory, a proponent of the classical subjects, discriminatory against
girls, and essentially aristocratic,

Gradually the academics emerged out of the demands of the American
people for a more practical education. The popularity and practicality
of the academics supplied the impetus that brought about a change in the
educational system. School programs were no longer limited in design to
teaching the classics, but rather were broadened to more nearly meet the
needs of the social situation.

Probably Franklin's Academy was the most noted. As early as 1743

Benjamin Franklin proposed to establish an academy which would allow

students to take courses according to their occupational or professional

aspirations.

Change in manpower needs. America, as an industrial nation, has

never remained in a socially static state for any conside:able length
of‘time. As industrial changes came about so did the manpower needs
change.

Mobley clearly summarized the change in manpower needs when he
stated that:

The need for vocational education has changed as society
itself has changed. The system of apprenticeship was adequate

7Ibid.

8Ibid., p. 330.




until the late nineteenth century, when the technological and

industrial development within the United States made the need

for occupational instructions more apparent. During the early

years of the twentieth century, a vocationsl-training system

within the public schools became a necessity.

Mobley's statement coincides with Butts in'regard to the time and
the reasons that vocational education was receiving wide acceptance

into the public school system.1

Federal assistance. Vocational education received its first finan-

'cially solvent establishment in the general education system through the
passage of the Morrill Act of 1863.11 This act established the land

grant state college system for the promotion of agricultural and mechani-
cal subject areas. Indirectly, the Morrill Act affected the vccational
education development in the high schools. 'Through the efforts princi-
pally of the land-grant colleges, about a dozen agricultural high schools
had been established by the end of the (nineteenth) century,"12

It is a popular idea that prior to the passage of the Morrill Act

the Federal government made an analysis of the industrial manpower demands
and recognized the value of vocational education. However, Kandel disputed
this idea. His statement once again illustrates the questionable inten-

tions underlying the impetus which legislation gave vocational education:

Congress had before it no clear, well-considered educational
project. Senator Morrill himself knew little of education. His

9
M. D. Mobley, '"A Review of Federal Vocational Education Legisla-

tion," Theory Into Practice, III (December, 1964), p. 167.

10Butts, op. cit., p. 500.

1The Statutes at Large, Treaties, and Proclamations of the United
States of America (Boston: Little, Brown and Company, 1863), XII, pp. 503-5.

12Butts, op. cit., p. 502,
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wish was 'to do something for the farmer.' The notion of a

series of schools suited to the needs of the boys and girls from

the farm had been many times suggested. His bill took this form
not from any sound educational reasoning, but as being one of the
most likely means by which something could be done for the farmers
as a makeweight to the things done fcr other groups in the body
politie.

The passage of the Morrill Act is of particular importance to
education in general because this brought about a transformation of
thinking about governmental administration. Prior to the Morrill Act,
education was left to the separate states. Thus, vocational education

played an historical part in Federal financing of state education.

Specific Federal legislation. The acceptance and entrenchment of

vocational education in general education programs having been reviewed,
the historical development will now turn toward specific Federal legis-
lation, The purpose of this approach is to focus on the unexpected
financial vastness of Idaho's vocational education program.

One of the main objections raised by the critics of the Morrill Act
was based on taking money from the Federal treasury for the support of
state education. "They argued that once the doors of the Federal treasury
were open for the promotion of educational projects in the separate states,
the demands for such help would come in increasing volume."14

The history of vocational education alone has shown that Federal
legislation promoting the subject has been enacted thirty-six times

since the first passage of the Morrill Act in 1863.15

131. L. Kandel, Federal Aid for Vocational Education (Boston: The
Merrymount Press, no date), p. V.

14Ibid.

15"Vocati_onal Education and Junior College Education,'" California
Education, ITT (June, 1966), pp. 16-17.
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The major Federal acts which provide the fiscal structure of the
existing vocational education programs are:

The Smith-Hughes Act (1917)’.16 This act provides for vocational
education appropriations to be used in the areas of trade and industry,
homemaking, and agriculture. Each of these also provides for teacher
training,.

The George-Barden Act (Vocational Education Ac: of 1946)°17 This
act provides for the flexible use of vocational education appropriations
so as to include teacher training and vocational guidance if deemed
appropriate by the state receiving such éid°

The Area Redevelopment and Training Act (1961).18 A major provision
of this act was to enable the Federal Government, together with the
states, to help areas of substantial and persistent unemployment and
underemployment to better plan and finance their redevelopment.

The Manpower Development and Training Act (1962).19 This act
expected to secure appropriate full time employment for those who did
not have previous or needed training to upgrade their skills.

20

The Vocational Education Act of 1963. This act was designed to

(1) extend present programs and develop mnew programs of vocational

16The Statutes at Large of the United Statesof America (Washington:
Government Printing Offlce 1917), ¥XXIX, pp. 929-936.,

17United States Statutes at Large 1946 (Washington: United States
Government Printing Office, 1946), 60, pp. 775-8.

18Um.ted States Statutes at large 1961 (Washington: United States
Government Printing Office, 1961), 75, pp. 47-63.

19Un1ted States Statutes at Large 1962 (Washington: United States
Government Printing Office, 1962), 70, pp. 23-33.

20Un1ted States Statutes at Large 1963 (Washington: United States
Government Printing Office, 1963), pp. 403-19.
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education, (2) encourage research and experimentation, and (3) provide
work study programs to enable students to continue in vocational
education,

Idaho's vocational education financial summary, Idaho's annual

vocational program is a multimillion dollar business. Table I on the
following page is offered as a summary of the total expenditures and
sources of funds for Idaho's vocational education program. The 1964~
66 biennium was selected to illustrate the vast financial picture of

Idaho's vocational education program.
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Idaho's future vocational education program. 1In direct reference

to the future vocational education program in Idaho, the 1964-66 Idaho
Biennial Report included in part the statement that:

Youth and adults in the State of Idaho must compete with
skilled workers from all parts of the nation for job opportunities
both in state and out. Trade and technical education in Idaho
must continue to be developed in the area vocational schools and
high schools to meet the needs of the youth who want preparatory
training and the adult worker who needs extension of supplemen-
tary training which will assist them to develop and maintain an
occupational competency in industry.

This section of the report is concluded by also stating recommendations
that the vocational education program should cover in order to meet the
: : 2

needs of Idaho's present and future work force. 3 These guidelines state
that the area vocational schools must continue to offer a broad program
in trade and technical education to all persons in the state who can
benefit from such training; vocational programs must maintain a balance
between the semi-skilled, skilled, and technical course offerings; voca-
tional instruction must be improved through upgrading curriculum and
teacher training; quality curriculum must be maintained in view of indus-

trial needs; and all vocational guidance and counseling services must be

improved and expanded.
ITI, INDUSTRIAL BACKGROUND

Choosing a vocation is one of the most important decisions a person
makes in his lifetime. And since it is the responsibility of the school
to assist the student in preparing for a vocation, the school must assess

the fields of work that will offer students employment opportunities. This

zzIbido, Pa V-520
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section of the discussion will provide information on occupational changes
that should be taken into consideration by the administrative decision-
makers of the schools. This will enable the schools to provide vocational
education programs that are geared to industrial manpower needs.

Changing industrial groups. The major industrial manpower groups

are changing just as industry itself is changing. An illustration of how
these groups have been changing is provided by Figure 1. This figure is
adapted from a Bureau of Labor Statistics report.2

Millions of °

Emp loyed
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