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PREFACE
Fot a good number of years since becoming a teacher,
I ‘became intrigued by what constituted the "professionalism"

of teaching. Unlike docters or other practical professions

- which havé tools of trade and a spécific working environ-

,ment; Kenyan teachers remain without exclusive tools of

trade. Their working environment remains the bare old

Lo ) - 2
four walls and a blackboard on one of them., If by chance

the teachers. discovered some tools, then fashlonegasghga“

partlclpated in fashlonlng an environment within which

the tools and skllls could be refined and utilized, that
might be the time when the "exclusiveness" 1§E: teaching
- v

profession could be acclaimed.
I have also become intrigued with the gap between

theory and educational practice; or-.for that matter, the-
: hat 3 LY
inability to translate theory into practical action.

P ~
One way of leping teachiers to develop professional outlook,

o

‘and closing the gép between theory and educational practice is

thé’building of development oriented organization which will
: TG «
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.exemplary teacher provided me with the impulse.ﬁg%dggggu -

3
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/‘/‘/ . , ’
not orily help teachers enhance their professionalism, but
A a

gne that will help to find and organizg—reéources or knowledge

for the solution of instrugtional or edud§tional problems.
This requires the adoption,of:instructiqnal technolbgy.
Several people have contributed to developing my

thinking to this end. I should like to thank Dr. Robert

A. Cox who sought me where I was and imbued in me the

‘spirit of "audiovisual" approach to teaching. Special

thanks go to Dr. Donald P. Ely, who as an advisor and an

|

into fundamentals, practice and process of administering

audiovisual programmes. By making it possible for me to

receive an assis%antship for the purpose of study at this

level, he instilled in me the confidence, challenge and

cdurage to try even harder. His interest, counsel, support

and encouragement have "inspired me all algng. I appregiate

iy

his guidance as my academic advispr and a member of my

. dissertation committee.
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I.am especially indebted to Dr. DgLayné R. Hudspeth,
first fqr stimulating my interest in the spectrum of change
processes, and second for serviné as a chairman of my

- -
dissertation committee. His guidance, patience, and warmth’

made the dissertation writing (otherwise a disheartening
experience) a rewarding task. I appreciate his assistance

and the  long hours he put into bringing this dissertation

to Qhat it is.
ii } « Thanks go to Dr\ John H. Tyo for his help as a
N member OF my commlttee. His experience in lnteragﬁﬁga?%.
SLtuatlons was an invaluable asset to me. I should also

- llke to thank Dr. Peter L. French for his help and advice.

,

I found his comments: most invaluable for shaping my thoughts.
His experience in Kenyan political'"duality" were invaluable.
to me.
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Many thanks to Mr. Joseph E.- Kariuki then Principal,

-

Kenya Institute of Administration,” and Mr. williaﬁ Wamalwa,

the then Direétor of Personnel for having made it possible

for me to comgleté my studies. I am grateful to my own

Governmehtf—the Government of the Bépuﬁiic of Kenya, for
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making it possible for my family to accompanl}‘ me; and to
Mr. Gordon Hagberg of IIE for his assistance in helping ~
me to receive the Fulbright Travel Grant. .
. N t
Special thahks go to my wife, Faris, for beariny
with a stud’ent—hu.sband. Her patiente and company were
always inspiring to me.
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7 Africa’s emerging nation statéénéﬁagéédgiﬁﬁﬁhg‘§f66§§§mdf"”

CHAPTER I N

BACKGROUND TO THE PROBLEM

A Spectrum for Educational Change

During the past decade and half or so, the
promotien of change through educational programmes has

been the most important objective in Africa. For most of

it »

‘nation-building, education is not only considéred as a

e =
» J

prime instrument to development and social change, but ~
it is also viewed as an economic and political~‘investmeni_:.l
For as long as economic and political stability, and
secial change for development and tHe over-all, process of
nation-building still occupy the top priority in_these
‘nations,” there is and will be an increased demand for more
. ’ it ’ &'
and better education. -

N

s S
: }This case was ably put by the Homg Mwai Kiba%i,-
an economist, then Member of Central Legislative Assembly.
and*now Kenya's Minister for, Commerce and Industry. The .
text of his syeech "Education for National Development" is ‘
contained in The 'Kenya We Want, a report of the convention’

on social and economic development in the éme;glng- nya
‘Nation, held in Nairobi,- August 12-17th, Nairobi. .East
. African Printers (Boyds), Ltd., pp. 70-74. -

:
;
i
;
§
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B . Truﬁp and Dorsey have’ noted that increased
N /".,“ -
demands for more and better education often requiré more

and better facilities for learning and teaching.l In

Kenya where these demands were made in the wake of an C 4

o & 2 e
acute teacher shortage,” a growing heterogeneous student

population, and relatively inadequate learning and a

teaching facilities and financial resources,  there is .an

obvious need for an organlzatlon which would .control

[ OSSO e e —me [

- and/or coordinate instructional efforts and resources

available. This control and coordinatlon requlres Eﬁdﬁﬁg?“
a

adoptlon of 1nstructlonal technology, ("management of

ideas, procedures, machines and people in the instructional
3 . - .

process."”) The adoption of instructional technology

- H

implies instructional change; this instructional change

requlres a systematic application and/or utilization of

sclentlflc or other organized knowledge to solvé “the

,JlLond,J. Trump and Baynhem Dorsey,” Focus on
Change, Guide to Better Schools (Chicago: Rand McNally
and Co., 1961). 3 R

\\\§44 The teacher shortage was reflected in the Govern-
» ment Report ~ngh-Level Manpaower Regulrement and Resources:
! in KRenya, 1954-1970. Mlnlstry of Economic Planning and
Development (May, 1965); the 1pcreased demands for quality
— :gt ‘and-quaiitity.-are.reflected .in thh Kenya a Education Commission
o .Regort Parts I and II,-1964 an@, 965 respectively and the
~ "7 Development Blan 1966-1970, pps+* 305-314. These documents-
{ are available~from the Government' Prlnter, Nalrobl. )

i
i
. i - T 3Charles F Hoban, Memo on Instructlonal Technology, "
e f prepared for the Commission on-Instructional Technology,

: R, Unlverslty of Pennsylvania (M;meographed 1968)




practlcal tasks related to How learnlng, 1nstructlonal

or educatlonal goals‘w1ll be achleved

—

-

KEnya s long—range educatlonal éoals foresee

eradlcatlon of ignorance by prov;dlng a minimun”of seven

years of free educat:.on,l

ensuring enough place% at

)

secondary and hlgher levels to educate those with recognlzed

s

L
the manpower needs of the country

In orde:mto meet

abllltles, and organlzlng "the eiucatlonal system’ to meet

these“goals}:the~need is for developlng proérammes,

stfateélgs, and facilities which are adaptiﬁe
, Ny

infnatqre.

.

~If ﬁhezp}ograﬁmesiand st;ategies'areAto\be

v

~

“sﬁccessfﬁlly deﬁeloped ‘dirécted and plaﬁned, the need is

ative

S

~

for lnnovatlve organlzatlons~devoted to 1nstructlonal change.

.

For the purposes oflmanaglng, dlrectlng, and

I3

malntalnlng 1nstructlonal change,,deve10p1ng countrles

Pt Ry

are busy creatlng, or belng encouraged tg‘create, change

..,_.

-»",7

lndu01ng and change—protectlng formal organlzatlons. In\

Kenya where“"there is not yet a body of knowledge an :the

e

2 2
;ocess of developlng 1nnovat1ve 1nst1tutlons, and on the\\\ o

',:“ lAn earller expre551on of these goals was made -in*

Rl

o
D)
J

";_‘Publzc:l.ty Department, KANU, 1960, PD.. 4=5%.

2Develo?ment Plan, 1966 70, P- 305.
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strategic choices and critical de0l51ons of institution

1
builders,"~ these organlzatlons are stlll faced with

- problems: of bulldlng, operatlon, and survival. Yet to

have this body of knowledge is crucial in KEnya{ (and'

all developing‘countries) which needs tS develdp organiza-

>

. .tions responsive to national instructional problems. One

=

" such instructional changé-inducing and change-~protecting

formal:organiZation—-whose'need for building prompted the

. .- . ] -
- without copying, to "draw.advantageously and productively

need fof this paper——is'the National Educational Media

Resource Centre.

To-build and maintain a National Educational Media

Resource Centre Kenya and other developing countri?s need,

‘upon,“z practical experiences and intuitivé'insights'of

practitioners,in developed countries. Besides drawing
. i , i :

judiéiously from technbloéical’resources of developed

cduntries,,pra;tit;ohefs‘in Kenya could alsoc use the
M. o

) theoretlcal and’iresearch flndlngs of scholars worklng in

the areas of soc1a1 change, organlzatlonal behav1our,

»admlnlstratlve theory,<and institution bulld;ng in planning

lMiltdn J. Esman and Hans C. Blaise,.Institution

Building Research: The Guiding Concepts {(Pittsburgh, Penn.™
--UnlverSLty of Pittsburgh, 1966), mlmeoqraphed, p. ii.

2 Julian . Friedman, "Problemg Fac1ng New Natlons,

- The' nxa We ‘Want, ggﬁ_c1t., =N 380 .
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for building and operating particular organizations which

they require. = These areas must effectively converge.with

educational media practices foreffective organization

and .development of an audiovisual programme such as the

= [
one Kenya has been attempting to promote{ -
This study, taking Kenya.as a case in point, willj
P\ -

(a) take note of Kenya's approach to media 1nst1tut10n

bulldlng and the problems encountered (b) “teaflect

A

the experiences and intuitive insights of change agents .

and institution builders of developed countries,

. A
(c) attempt to merge KEnya s practlcal lessons of exper

lence, lntultlve 1ns;ghts of practitioners, theoretlcal
and research findings of scholars working in the areas

of social change, organizational behaviour, gdmihistrative_

theory, and institution buildingl with eddoational media *

'praotices to develop systematic action strategies which

would serve as guidelines in the building of the centre

J}i.l‘ Kenya.‘ i L .
L .

R

 Institution building as uged in-this study refers

..to "the plannlng, structaring, and guidance of new or

reconstltuted organizations which(a) embody changes in

.valuée, functions, physical and/or social. technologies;

(b)  establish, foster and protect normative relatlonshlpe'
and patterns; and {¢) "attain support ahd complementarity
in- the env1ronment " -Ibid., p. 2.

.



e e

ki

The National ‘Budiovisual Centre—--~ . E
An Abortive Attempt

Following the UNICEF and UNESCO effort in donating

numerous pieces of equipment to Kenya, the United States'

Agency for International Development (USAID) had been

giving massive support (personnel as well as financial

@

> 2 )
aIa) fo the Kenya Government. Encouraged by UNESCO,

-

. 1 . .
_Due to the lack of any inventory, and the fact

+

P

‘centre to serve the Eastern African countries, the

‘that most of the equipment is scattered all over the country,

the writer could not ascertain the exact number of pieces
of equipment now held by.the Kenya Government. &ggﬁégk“ -
by N

"of the equipment is, however, apparently held

Department of Community Development in the M;nlstry of

,Cooperatlves and Social Serv;ces.

Apart from advocat;ng the building of a reglonal

USAID has been instrumental tc the development of

. several audiovisual services. These services include:

(a) the audiovisual centre at the Kenya Institute of
Administration; (b) the audiovisual pfsg;hmme for
Agriculture and Animal Husbandry in cooperation with
the Department of Cooperatives, located at the National
Agricultural laboratories site;. and (c) the Ministry
of Health's audiovisual programme (initiated by UNICEF) .
Although it _had beén anticipated that this centﬁg would
develop intp a national centre, the programme ran into
very early difficulties of location, management and”
personnel Allocation. Thus the National Audlovxsual
Centre did/mqQt materialize.

-




UNICEF, and USAID, the Kenya Governmant-has been trying,

: ) 1 - . . N .
without?success, to develop one single institution—-

the Naﬁional Audiovisual Centre--to take the place of

the existing facili&ies.v Instead of integrating the.
available services various ministries have gone ahead to

develop their own services. For a country with meagre ,
T -

flnanclal human, and physical resources like Kenya, it

could be uneconomic to run many separate institutions

which, in most cases, are underutilized. .

%

Problem Rationale - m&ﬁfg‘? b

Of those institutions that have been established

in Kenya to foster the development of audiovisual programmes,

lIn 1964 the Kenya Government asked a UNESCO
expert to look into the organization of a National Audio-
visual Centre. “The expert, Alexander Shaw, submitted his
report--"The recommendations to the Government of Kenya
for the reorganization of the National Audiovisual Centre
and for meeting the demands of the ministries for'local
Film pre productdon for mass education purposes and the pro-

‘jection of Kenya abroad." (Naircbi: UNESCO, January,

1965), iater in the year, the Kenya Government Cabinet
Development Committee was invited to approve the establish-
ment of the new reconstituted centre to be oxrganized by
the Ministry of Labour and Social Services. The Cabinet

_ expressed its approval, but no national centre was-built.

In June, 1967, the Permanent Secretary, Ministry of
Economié Planning and Development, located the centre at

the Kenya Institute of Admlqlstratloh and put 1ts control
under an inter-ministerial committee. Inspite of this
action, there is neither the national centre nor the 1nter-
ministerial commlttee. R



- some have been‘effective, while otheps have notvbeeh.
. . L . . B . , A

Most of “the.equipment”that was donated by UNICEF and - ,

- UNESCO is not‘widely ﬁtilized neithér is it clearly

known whefe ™ equlpmenf'ls. vTﬁe”ﬁeﬁeqal problemn appears

~ to be related to: why certaln 1nst1tutlons belng lntroduced

in developlng countrles are accepted while others are not:
G - .
" why, of those 1nst1tut10ns "that have been.bullt, some
'have their impact felt and their ‘innovations accepted

i

) . -for‘adoption,'while others are threatened with” apathy,
= - CL : - . R

) S \' ind}fference, and continue to fight for thelr su

It would appear that in many ways the process of

ettlng up an acceptable audlov;sual programme is in no
’ ‘ ‘.A . &“
- way dlfferent £rom the task—of 1ntroduc1ng any new

technologlcal facilities. In thls case, the Natlonal
“N

AuleVlsual Centre and the programme it stood for

(1nclpd1ng aud10v1sual equ;pment donatedéby UNESCO and

s~ .

i UNICEF) ln KEnya was for all practlpal purposes an innova-

It was therefore subject to re51stance like any
I

e other lnnovataons besng 1ntroduced by a forelgn agent

were as much the same -




‘

€ ST . - o . ' 9 - &
& " - . - .t .

. reaséns*'«:for resisting any alien innovation, or else the oo
f_;;eason,s,,rcould be indigenous and typical te Kenya dlone.

’ It may be that the fan.lure to J.ntegrate these

T - (‘ v_ . - X ) A—.»__m-«_ ,—
e T ST T serv:.cesrcou»ld—bg due- tos - (a) —the ’lack of an advocate: ., "

L ) and an effective égent of'change;l (b) the fact that the
N T A B

.y . )
power group was not convinced of. the need for an integratéd

- centre, and neither were they committed to building it;

%/ : and (c) the lack of relevant information of action

.

stratega.es and cho.lces ~in pIannlng‘“for the’”bu:.ld:t.ng and TRy

v

'maint'enance‘ of ‘the centre. It was thus postulated that: . -

@ | : /ﬁe perception of the need for the centre, the securifig’

‘:‘ - © . of a commitment or legitimacy for building and maintaihing

L J

the’ centre, &na the winning of support from the power

"

group and the socJ.al system and/or env:.ronment are eritical

o S phases in the promot:.on and development of an’ audlovz.sual o

é o R rogz:amme. . Because of the separat:.st movenment and the

i Lo ined )

<lack of. an -advocate al_’ld a’ cqmm:.tted" suppprt: “from the.
e T -
e leadership,' the ,National Audiovisua.l‘:Centre remained an

S

b ; lAn advyocate is def:.ned as an’ :mdlv:f&ual or ggency(w&’
spons ring-an, innovation for—the express purpose of gaining
“itsiac eptaéace by others; and af agent of change refers
'. to. ‘an:individual.or: agency, -in a consuwltation.and collabora- |
tive relat:.onsh:.p w;x.th a potent:.‘ﬁj. accep‘tﬁr‘of am-inmovation; -
'whose sole purpose 1s..to facilitaté the _acceptance and LT
J.ntegratmn of an innovation within the ‘norms.and values ~ — .
of ‘a‘gocial” system. He advises on the consequences of . ’
: t':.ng‘ and/or acceptmg the inpovation w:.thm a change




, . g » ca

establishment on paper LYet in -gearch of physical existence.
- Hypothetlcally, the 1nauguratlon of- such a programme

llke the one USAID UNESCO ‘and KEnya Government haVe

.

»” : unsuccessfully}trled to start must take ‘into cons;deratlon
[ “;.‘ ' A ) M .

the characterﬁstlcs of 1ndlgenous political power structure,

-

cultural variables, and the sophlstlcatlon levels of

’ those to build and operate’the centre. In order-for the

1nst1tutlon to be accepted and effectlvely respond to the’

If'theorles»guldlng the centres building are to, be accepted

QA
for appllcatlon in developlng countries, they must -take . 1
1nto conslderatlon matters and problems or ,phenomenon ©f

. ~
a N . .

@

- & logal practlcal concerns.

. - ’ .. The Problem TN L o ’
. R : e : y.

Tt’ In order to avoid a recurrence “of .the past obstacles,

“an 1n1t1al problem that‘this. study is addresslng 1tself

to lS to learn why, desplte the many attempts to build an o

1ntegrated audloVLSual programme, Kenya. has not been . ¢

3

5 N

:successful. L e . - - . : . :
ceessty . . . .




= o LT The mot:watlon is to understand the nature of
j failure to :.ntegrate ex:.st:.ng aqd;qv_lsual centres in Kénya y
and Why those that are alteadyibuilt flounder, as a prelude

‘" to successful building, ope'x':atipn," and maintendndé of the

- S pros;pective"“National Educational Mea.i"a" Resotrce Centr’e.
. ThJ.s desire® to avoid posslble res:.stance to the céntre ' ) . -
) " and build an 1ntegrated audlov1;ual centre t;wgh:rantee )
pﬁ'f%;'e\nce_ of instructional c’{ila‘nge in Kenya 'cal]:ed,for a

gateful sE‘udy "of change phenomenon, institution building,

how innovatiens are introduced, and thevchara“;t’ Johics

( o "ef- what is ;Likely “to");b_e_ refected or .accepted.
‘b.'n ‘ ) ) - ‘ égestiens and Purpose of the m = . ,

| - E ] : ‘This study is undertaken in an ef\fort te develtp T
.— : a. gu:.de’l:.ne programme and/or strategles»—eﬁ\ develop:.ng and

f;promot:.ng aud:.ov:.sual programmes .. It w:Lll attempt to

- -

"’.'prov:.de anSWers to “the follow:mg questlonsw

‘I_L‘.‘, How best can a med:.a sPec:Lallst demonstrate

the need. for a .natJ.onal atid:.ova.sual centre to- 1oc&l




2. What are the ways and means of planning,
R ; structurlng and guldlng the bulldlng,

growth, and internal maintenance of the

centre?

3. .Once built what approaches does the centre
adopt in order to survive while 51multaneously
and successfully introducing and guldlng

N ’ slqnlflcant instructional changes in a social
“ * ” . system and/or environment.
A Since- answers to these questions are crucial if
N ’ the past mistakes are to be avqided, this study will attempt
to identify: : ' T -
B ‘L. Significant procedures and st?étegies‘that
. - . . 3 e .
= could be used to convince the power group of
- " the need for the centre in order to get their
o commitment to building ik. =
(; . 2. An organizational structure; a@dministrative

" strategies, and psychosocial variables that -

‘could serve as gﬁidelines in the building and

i

) 4?» internal maintenance of the centre.

'3, sSignificant procedures and strategies that the

?'cenﬁre could adopt to gain acceptance and

Ly -

Lo 1A sgcial system and/or environment may be defined
: - ) as a population of {individuals functionally engaged in
e o .6 collective collaborat;ve problenLsolulng_cxlsxswmanagement
’ or tension reducing behaviour; an envlronment is taken
. . (to mean a set of organizations and individuals with which
{ - ) i the (centre or) institution .is interdependent in performing
: A . -its funct;onsxagﬁ services. . -
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f © continued suppoft while simultaneously

intrbducing significantvinstructional

changes within the-environment.
T — : .
Assumihg that there are strategies and procedures ///

L - - e
for convincing thg power groups of the need for the centr;
3 N :

that there are administrative strategies and psychosocial

variables that faciliﬁate thelplanning, building, maintenance,.

and utrilization of the facilities ofyﬁhe centre; that'éheré
&7 “are ways and méahs whiéh éoﬁlé be used by the centre to

solicit and gain the acceptance of Their innovations, then
- » o SOV . -

" Renya-would .be the 'initial-beneficiary. = s
LAséumgtions - ) v ﬁ‘

.

In considering the strategy of promoting and

developing an audiovisual programme, the following assump-
T . : N

tions have been accepted:

'%i ,Thé bﬂilding and internal mézntenance
i N . v

of an audiovisual centre or an institution
. takes- precedent over the programme the centre.

'has to promote.l

. ’“~1Apart from observing that “the introduction of changes
%  takes-place -primarily in and through. formal organizations.
© These organizations symbolize, promote, sustain and protect
. i innovations,” Esman has noted. that given the choice of protecéting
i aieciic..s i..3norganization and promoting its change objectives (in this 7.
(0w - T ‘context the-objectives of an audiovisual programme for . .-
® ; - ¢ .instructional change) the leadership. must always act to o
L o protect ther organization. . ibecause the survival and viability
. .7 of -the organization is a necessary (though‘not sufficient) : g
+-> condition to the achievement of its change -objectives”
17 (Esman, 1967, pp. 1-2, and 62-63, respectively).

I SR .

: - . -
‘! ) K N

H Sy, VE . g .




2. There are "constants” of administrative
and change strategies that could serve
~as guidelines in generating the need for
tpe ézht}e, its building, maintaining, and

L - .- securing its survival.

3. ‘The promotion and development of an audiovisual
programme is an acthlty of planned /nstructlonal
change anOlVlng "a change agent, a client
-system, and a collaborative attempt to apply T
valid knowled%e to client's problems."

The promotion of an idea of building an
audiovisual centre is an act of collaborative
planniﬁg involving an advocate and%&ﬁﬁﬁﬁ%ﬁgé”
'agent and a Government or a social sygtem. It

N . . ) also requires knowledge about the social systems'

+ educational or instructional problems. .

4. The action strategies that a change agent or
an advocate uses to create a need awareness
By
for the centre, are alsp useful for the,centre
to create the meed awareness and the eventual

“wmadoption-of innovations.

5. That the above assymption$ can be applied
with reasonable confidence in cross-cultural
and.international situations. : In this case
| : it.could be assumed that Kenya can-benefit
lwérréh_G. Bennis, et al., The Plannlng of Change

(24 ed.) ‘(New York: Holt, Rinehart -and Winston, Inc.,
1968), p. 65. : ,

4
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from (a) practical experiences and
intuitive insights of ‘other successful
- institution builders, and (b) theore%icai
and research findings of scholars working
- in the area of adﬁinistrative theory, social
change, oréénizational behaviour, and v
institution building, Further, ?hat thes%' i
could be merged effectively with/Kenya's
lessons of. experience and educatiional media
practice in the development of action straFegies
which could serve as guidelines’ in tﬁe promoting

and developing an audiovisual programme.

6. The task of'setting up an au&f%g ;a' Programme
in a;y social system is in'no wa& different
from the attempt to introduce anyjone of a

; variety of technological facilities. - In this
respect, an audiovisual programme is an
innovation subjected to resistance as any
other innovations. Tﬁ;—;Easons for the
resistance to any innovations being infroduced
- in any country b& an alien agent could be akin
- to that particular country or they could be univeré

‘Guiding Propbsitions‘

The purpose for this study was-established in the
light of problems confronting the integration of existing

. .

audiovisual services. In initiating effective treatment




L

=2
>c1 ‘f‘,’ - , . - .
Y e .
- of  these problems, the following propositions became
latent:

1. The presence or absence of a committed
advocate invariably affects the rate of
institutioh building process.

2. A systematic collanrative planning effort

’ is necessary for creéting an awareness of a
& . need for and gaining a commitment for building

a particular institution.

3. Institution building--and then maintenance-~-is
a critical initial process in the actual work

of planning for -and introduciﬁ%?;nstfﬁctional

change.

4.~ Characteristics of innovations, elements of
diffusion, erd the relationship between the
institution and the environment are critical
factors to be studied in the process of an
. 3 . /_\ .
institution’s gaining of acceptance- and continued
support if it has to introduce-significant

- instructional changes in the environment.

Design of the Study
The design of this study has two basic components

.whhch are simultaneously integrated. First, the formulation

* . / £ a conceptual model ofvchange based on (a) a survéy‘

§



and review of pertinent literature, "and -intuitive insights

17

of practitioners, (b) Vvisits, observations of, and inter-

2

views at selected insﬁitutidhs, and (¢} the analysis

and éynthesis,of_the inqumat' n -derived therefrom.

The second component is the application of the

v

model in (a) the analysis of Kenya's abortive attempts

‘at integrating the audiovisuéi services, (b) the formula-

'tion of the administrative strategies and psychosocial

change variables for (i) generating need awareness and
securlng a committment for bulldlng thq“ggﬁﬁng {ii)
1nst1tut10n bulldlng and malntenance, and (iii) motivating

a social.system to change, and facilitating change an@.

acceptance of innovations; (c) incorporating the

administrative strategies and psychosogial variables into
N - . i TN
principles, practices and intuitive insights to form a

- \
basis of .action strategies being investigated, and
-
(d) developing major variables in the cumulative strategy

" model, Eﬁd in proﬁiding hypothetical stdﬁsments explaining

the different rates of growth in institutions..

[N
.r »

e
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, /// . Organization and Limitations

‘ /// ‘Thig is primarily a hypothesis generating énalytical
study. The case in point is Kenya, and the areas of study
to be merged are social change, administra::ive theory,
orgaéizational behaviour, instit@tion building, and organiza-
tion and administration of educational media practice.
The study does not deal with financial allocation or sources

of financial support for the programme. It is an essay on

the politics, psychology and the theoretical basis of

certain commonly used procedures in seﬂEﬁﬁ?fﬁ?’aﬁaiovisudl
programmes. /i’&-‘ ~
B While the Imfroduction has provided the nature of

the problem, Chapter II will attempt to provide a conceptual
model of change. %zi%gxce in support of this model will

— ;
be drawn from intuitive insight, and observation of men and
institutions™ in-real life situations. Finally, theoretical

ht 3

basis‘as,éresented in literature will be reviewed. On
this basis, a theoretical foundation of prospective

administrative procedures to be applied in the analysis
M . e

‘of ‘the case study country's probiems_wiii be 'laid.
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Chaptér III will operationalize the conceptual
chande model by putting it in-the perspective .of Kenya.
~ . .
the chapter seéks to establiéh that a discrepancy'exists
between what Kenya aspires to be -and whagkkenya is actually
head{ng for. The discrepancy will be éstablished through

an examination of 3{variety of problems facing educational

. S
planners and instructional systems designers. The purpose

for the analysis‘of fbe éroblems is two-fold. Pirst, it
means to establish a problem awareness and thereby develop
t?é need for an %:diovisgal programmehiht¥g§§ﬁk"SecondLy,
if tries to demonstrate the need for an audiovisual centrgul
a&é the various ways‘in which the céntre might éffect and

be affected by the social system ané/or the environment.
Presenting the centre as a. system, the chap£er»develops'

. _——
an input-activity-output model to show how the centre might

develop conversion fﬁﬁggions (services)/g; response to the
L ey .

inputs put to it from its environments' needs.
Preparing for ‘building an audiovisual centre oftéh
requires establishing the need for the centre to be followed

by a survey of existing facilities. Chapter IV seeks to
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essgblish what Kehya's existing facilities are. The pﬁ}pose
) . » '
for this approach:is not only to 4llustrate the application

_of the conceptual model (mobé;i;étiop of‘own resources)
but also to détefmine the sourceS'oﬁ-iailure in the establish-
ment}of an integra&eq programme. To facilitate better

analysis, Lippits diagnostic orientation considerations are

also applied. ,

- While the building of a céntre requires that the
builggﬁ learn from the past mistakes (identified in
Chapter IV), it is also importan't that.;gxg?ﬁayconditions
- a
be fulfilled. Chapter V seéks to identify these conditions
by reviewing and synthesizing research findings and
theoretical conclusions of scholars working in the area

N .
of ins ;Fution building, social change, organizational

~..
N . : . :

behaviour, and administrative theory. A conceptual frame~
work representative of "action strategies" or considerations

~a

for building the cgatre are developed therefrom.
Chaptef Vi develops an overview of the nature and

function of educational media and the Natiomal Educational

ledia Resource Centre. Conversion functions (what a centre
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does in order tofbonvert‘theAinputs—-requests and needs~-

~

into outputs oftservicés) related to the needs generated

in Chapter III are presented.

Chapter VII attempts to present a hypothetical

Rl

eﬁplanétion of the abortive attempts and the different

. W . ; - : L
rates of institutional development and growth. A cumula-
s

tive strategy model is extrapolated.

The over-all plan to be followed in this document:

is to pick from observations of everyday experiences about
‘-
motivations to change, and therefrom prpgssﬁﬂggg’vgyious

. =
- .

situations in which change is likely to occur. Pertinent

thebrgtical basis for the everyday phenomenon will as fax

as possible be supplied.

Summary .
4 —_N

The advent of independence in developing countries
oftén'%evegls a stark reality of cuktural, social, political,

econdmic and intellectual inadequacy; The burden of this
-, . -
inadequacy-bas often led to a greater stress on educational
.

. . .
programmes. Due to insufficiency of resources, educational

prdérammes cannot establish the idealized

states in the
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short time that is often expected. Coupled with a greater
demand'éor quantity and quality there is a need f%;‘innova—
tivé approach £5 the sdlutign,of the inéufficienéy of
resources if the demands are'fo be met.

The increased demands for edutatiénal qualtity and

quantity require the incorporation of instructional ‘
- .

technology in the instiuctionaliprocess>of learners and

the'preparation of teachers. To initiate, promote,and

N e

'prbtect instfﬁctional technology, there is a need for

organizations within which the "innovatibn#ﬁyihstructional
> : ' »

i PN
technology) can be fostered. Despite the lack of informa-

“tion on the building of such organizations, the Goverhment
nd \ ]

of Kenya, with the support and encouragement from UNESCO
and USAID, tried to introduce a national audiovisual
—_—— ‘
programme, through a number of audiovisual centres. Since
1965 the Gogernment of Kenya has attempted, without success,
—~ .

to integrate these centres into one, the National Audio-

visual Centre.
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Kenya's practitioners need and: can benefit from
: ’

proven theoretical knowledge from scholars with a bias’
toward social change, administrative theory, organiiational
behaviour, and institution_puilding. These areas, it was

hoped, "could Be'effectively merged with educational media

?

practice, synthetized, and analyzed, and therefrom develop

action strategies to be incorporated in the strategies for

‘building the National Educational Media Resource Centre.

In a brief survey, the present chépter‘has saﬁ§ht

to mresent the basis of Kenya's.instruct%gag%yggbeducationai

-
P

problems. Noting the lack of institption building informa- ‘
tion and how this has led to abortive attempts at the

solution of the problem, it became obvious that a search

for information related to a study of change phenomenon,

. . . Lo LT .

institution building, and characteristics of what is

resisted or accepted was necessary. -‘Accepting this challenge,
—~ . . )

this study was conceived as a contribution to the under-

' -~

standing of why Kenya has not been successful in integrating

her audiovisual services, and perhaps also”add-to the

understanding of Why tHibre are differences in institutional

-



. “ et i - '
rate of growth. Taking Kenya as a case in point;tlie
N N - . N . 4 - . ~

24

study will incbrpofate (a) Kenya's lessons of’é§berience,,

(b) practical and intuitive insights of 3pstifufion

buildéis, and (c) theoretical find@pggfof_scholérs
.. LR S A .
,:working“ig'areas.df sopiaijchaﬁgeh‘administrative theory,
-orgghizahignal behaviour, and institétion.builéing in the
development of action{strategies for the aﬁalysis;oﬁ -

Kéﬁ&a“éﬁproblems, and the subseéuenﬁ’developngtﬁof Kénya‘

S

andiovisual programme. T
- . ’ e
]
R
. c
. -
C—N

1

= s




CHAPTER II
THEORETICAL PERSPECTIVE
Discussion

The lack or presééée of motivation to change

revolves around certain idealized or referral states.

These states vary from person to person, group Eo group,

or institution to institution.‘ They vary from time to

time, and from environment (or sitgation) to environmigt.__
Institutional idealized states include'éﬁb;g

‘other things, the search for equilibrium,_and good will

with pdtential customers. Institutional agpirationé include
_efficiency and/or effectiveness.
Individuals or group,referral state® include the
\ .
search for painlessness, happiness, enjoyment or personal

comfort. TRe advent of new situations that create a

- A3 .
discrepancy in the hitherto ‘accepted states present an -

‘

obstacle to attaining the aspired states, and the

obstacles creath, and the situations from which they
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-arise constitute a threat to the institution or individuals.

- On the other hand, the advent of new situations .that

eliminate discrepancy, disequilibrium,\and obstacles that
ihsteadﬂenhéhce, perpeﬁuate, or bring“about better ways

of attaining desired states are oﬁtén attractive to
institutions or individuals.
Thus the acceptance or reﬂection of an innovation,

the aqééptance or resistance to change is dependent upon

i

'the'extent to which change or innovations are threatening, .
>/ &

blocklng, or attractlve ln “the attainment ogﬂsgﬁgagg

states whlch are paxﬁlessness personal comfort, efficiency

and effectiveness etc. T Y
\ ‘... /(

N - Comiceptual Model of a Change
) Phenomenon !

g
¢ :
/\ f‘
The conceptual model of change phenomenogrpOStulates

that a move towards changing does not begin unﬁil new

g

~ internal and external threats to idealized states are

perceived (Figure 1), or that the motivation to change is

- stimulatéd by the advent of éttractive states necessary

for eliminating phenomenon blocking the attainment of the
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! e + CHANGE CONCEPTUAL MODEL
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©, internal and;extefnal resources is directed to finding

..idealized states.

28
desired, and idealized sta;és. The perception of external
and internal threats or attractive situations result in
the need to invent, modify or adapt and/or adgpt existing
or new patterns og behaviour onvseek information which is
necessary in dealing with"whatgver is threatening, or

P,

incorporate whatever is.attractive. This is Followed by

‘decisions to make a deliberate effort to ‘cope with the

hitherto untecognized external realities. The decision
- i

is followed either by the mobilization of the system's

bwq fesou:ces or by a search for outside help. in oya,

thiéwhaé taken the pattern of self help projects, and_

" the search:for technical aids). Ifa decision to seek =

external help is followed, then there is a need to openu

meaningful communication and establish a helping or

collaborative relationship between the exterfial™helper

(the change agent).and the system. The effort of mobilizing

- . . o

information or new ways of inventing, or modifying patterns
. A

of action to deal with and control new realities, or

restore and perpetuate an acceﬁted state, or attain
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Invoking Problem Perceptioh

Not all spcial?systems which need to change

acknowledge the existence of a problem. To initiate

problem perceptlon, several action strategles have heen
suggested besldes crisis predlctlon or tension creatlon.

The first technique'is'feferreé‘to as shock téchnique.l
Shock technique icciudes the dramatization of discrepancies
between what ; soc:.al system is and what it ought to be, ‘
and between professed and accepted values. Another aspecc
of shock techniéue‘is the use of organized feedbackzagﬁﬁam -
which seeks to reveal the discrepancy between what a social
system thinks.it is expected to do and what it really is
expected to éo. ! -

The second-technique is the use of infiltration
R —_

.agents or opinion leaders whereby the social system's

most sensitive group.or opinion leader isvutiiized to '

-

stlmulate sensitivity of others to the problem. The

oplnlon leader, being more Lnnovatlve than his peers

holds a position of influence in respect to aQOpthn of

decisions. ‘He holds this position because of his prior

lA fulled account of these strategies of developlng

sensmtmvxty ‘to problems is contained in Rondld Lippit
et al.,’ The Dynamics of Planned Chandge (New York: Harcourt
Brace- & World,. Inc., 1958), pp. 147-159.
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experience in innova.{tions. Trhis po_tent'ia\\i/nfluer{é:e is
what is maximiz‘eéi. _'}I.‘Pé'third technique .is what is oft;en‘
referred to as "observer tec.hnique" where the observer
seeks to w:';n acceptance but rémainé a persistent guestioner .
making thoughtful i!;quiries' about some aspect whic}ﬁeeds
improvement. The fourth technique is stimulating an
aspiration for improvement by portraying "images of ‘. -
pbténtia.llit)f,.'i {Dr.?cre.ating a "special ‘social atmosphere 7
in which ‘:§ social system comes to 'recognize the exi»ste‘nce

of problems and the need for help,"l as the accepted . Wfﬁ'}f* -

standard or convention. ¥

The ga_s_:i;_s_‘gf_ a Collaborative Relations‘hi;:

' Theré is a neéa fo:.; a colla}bora{:ive reyationship
bétweer; the social system and a change agenli:_‘ (A c’h%ge o ?/\
agent .is "any agent used by a client system to help bring
aboﬁt,hnproved pe;forméqce.")z Collaboration iﬂs’,'neg:ess'ary
if the’”s‘ocgi_'é;‘l system has to cope with the threatening
situation, or if it has tovincorpprat;_e the attractive

situations in its patterns of action. Collaboration is also

N .
+ coow

A -

- 2Warrqn G. Bennis et al.; The Planning Of Change
(New- York: Holt, Rinehart and Winston, 1961}, p. 1-7‘i.

lrbia., p. 1ss.



:NV' o necessgry if¥he change agent has to participsée helpfully,,
and yet remain an eﬁjcQEiYe observer.
. While ebservinq that "It is not easy to do this
. ) ;n the étmosphefejef group difficﬁlties,“l Elliot Jacques
‘makes a-case fosxcq}laboration‘as an effeptive means of
perticipating heigfully, He argues that collaboratgos
- enab;.es a cenunun' to incorporate social science knowledge

and technigues’ in order that it 'may cepe more adequately

with its own comhuﬁity'problems.

- -

. Collaboratlon assumes two basic parties whqmggjysg, e

both Wllllng to affect and be affected by.each other. Thére
e I
must be a change agent who is not only sensitive to the

K R Yo
social system's problems, but also who has the necessary
competence in theoret¥cal knowledge and intditive insight.

kN

This competence would enable him to diagn%se problems and
advise on. the consequences of taking or not taking a
P

N -~
certain line of action. The social system must not only

percelve the problem, bu;,:hey—must also acknowledge the

problem‘s existence. Above all, participants in® the social

_system must be willing to affect, and be affected by,

e £ N .

lEiliot'JaEqués; "Social Therapjl Technocracy or
Collaboration?" Journal of Soclal Issues, ¥ol., 2, Spring
1947, PP- 59—6§‘ o . .




the change agent.‘
‘ - v

Effective collaboration thﬁéXassumes the presence of
a competen£ chénge agent who is willing to make his services

available to a social system, a threatened social systémh.

a problem, threat, or discrepancy to be dealt with, and

’ chanéé agent perceives the problem before a social system

the social system's aCknowledgmeﬁE of. the change agent's
ability to help them in the solution of their problem.
Very often a social system may not perceive a prob-

lem; because of his perceptive insight, the instructional . ..
A . & -

does. The problem before the change agent is thus how 406

invoke the perception of the problem in the social system.
’ ! iy

The techniques-of inVoking problem perception vary from +

group. to group and agent to agent. J?his section has- suggested

'shoék techniques, opinion leader, observen,techniqugs,

portraying images of potentiality, and problem census.

.

Facildtating the Changé Agent's
Invelvement ¢

Besides the sensitivity to the problem, and the

séarch fpr'ggternal»help, there are other tendencies that

are advantageodug to the changé agent's involvement.l

- -

T

lLippit, et al., op. cit., refers to these as
forces or stimulus toward innovation, pp. 4-5.

=
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.’ The. tendencies include . human readiness to: _(a$ seize

new oéportuﬁit%eé which can be used ta modify natural
resourtes or technblogies; A(b) utilize and adjust to
changes'fhat ére constantly being created as a result of’

modifying the!%atural resources and technologies;

- (c) engage in.a éompetitive process, and thus'shcw
readiness to discover improved and changed ways in order

to esﬁabli;ﬁ sqperiority or supremacy over fellow man;

and (d) - ;ealize that familiar and conventional ways are -
no longer functional in any newugnviroﬁﬁenF thét$g£%§§%? o
be c?eatéé.A. A ‘ ) . ’

w The motivation to change is thus seen as the
4 1

- a

beginning of a ’'problem solving effort aimed at restoring

or reestablishing, attaining, or enhancing idealized states.

A change agent will be more acceptable: (a) if he has

new releyggp,‘improved and difficult to;obtain information,
~ N o

or if; -(b) he advises appropriately on the consegquences

oo o of certéin courses of action in the light of the changing

. %% environment. ’ - S
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The conceptuél model thus far developed takes

" cognisance of Lewin's three phases; "unfreezing (if

R - .4
. 2
necessary) the present level, moving to the new level,

and freezing group life on the mew level."l This was

later expanded by5Lippit t02 -

1. Development of a need for change
("unfreezing") b

2. Est%?lishment of change relationship;

3. 'Working towards change (“moving") ’ -

4. Generalization stabilization'of o
4,dhange'("unfreezing"2 ’ %¢ﬂ2?$%* -
5. Achieviné a terminal relationship
Ap impertant factor presented&in the conceptual
model} but oely implie& or assumd® in these phases is the
awareness and the gerceptien of a problem or ackggg%edge-
menf of the existence of a discrepancy. As part of the
first order in the;f;ge pheses, the coqeeptﬁal modelV

starts with the befeeption and acknowledgement of the

vexistence‘of'a problem as a basis of stiﬁulating the need

for—chahge, Thus only after a discrepancy is observed,

and an accepted or des;red state is threatened, is the

— SOV NIV S

lKurt Lewin, "Frontiers in Group Dynam1cs,

‘Human, Relations, I {(1947), 5-41, 34.

_2L1pplt, et al., op. c;g., pp. 158-130.
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'néedffor change developed. It is gqually true that_it

is not onlyvthe~perception and recogqitiﬁn of a brobl%m, @
that leads to the need for change,*but also the acknowledg-
ment of the problem!s existence and the‘willingnqss'to be

affected by a change agént.
%
Evidence from Intuitive Action

- There are in life, sufficieﬁt exampleg_fo support
the éonéeptual model illustrated in Figyfe 1. The evidence

is ngmeréusmana impressive. For example,'the tyeﬁtieth
centq;y'mqp, remembering the devastation of the fﬁﬁﬁiygﬁtd“’
war and faced with the possibility of anothéf war is now
e%ﬁlo;ing thg possibility of attaining'wpgld peace in

order to preserve idealized state of affluence and wha£

is often referred to as civilization. While exploring

. . 0 /\
the bossibility of attaining peace, man is also harnessing
‘teéhnology to répair the damages of the previous war, to

M

develop and perpetuate creature comfort or affluence, and

to protect himself adainst the possibility of another war

which would lead to a total destruction of civilization.

f )8
A 3




. not act, and neither does he collaborate with anyone

Once -troubled with hunger and famine, hungry'
nations look for new sources of food, while harnessing

agricultural technology to restore equilibrium of food

-

producﬁion“in relqtion'to.populatioﬁ,grcwth;

:Nations which are overwhelmed by the unprecedgnted
growth of knowledge have often harnessed technology in. order
te avoid the digcrepancy caused by the growth; other nations

have established information clearing houses in order to

avoid the increase of ignorance.

o

In life, therefore, there is sufficient evidencef of

intuitive action to support.the view that: (a) man does

'
®
unless he has a task to accomplish, ofravtension to reduce,
a”crisis to manage or a discrepancy to eliminateL,_\
(b) that man tends to look for new ways or utilize
available rgsoﬁrces to his adéantage, and not to his |
‘disadvantége; and (c) that-he needs to recognizé that
old ways become obsolete as néw circumstances andiproblems
arise. ‘ .

/s

. The instructional change agent has a better ¢hance

i
i
i:
1
i
i
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of inducing change if he collaberates with a social system
whisy has perceived and -recognized the existence of a
f -
problem, and if it ha esolved to manage the crises, .
chlen, und if it paszgs

recognized the competency of the change agent, asked

rhim to avail his services to them, fnd“decided to solve

the problem in collaboration with the change agent.

Theoretical Evidence

Of specidl significance to the instructional change
agent areﬂprihciples of ' crisis management discussed by .
Gross, tension reduction discussed by Jacques and Page,
problem solvinly and systems preservation dlscuﬁgg Ch&n,

and the systems'deslre for good-will with their envxronment

as discussed by Lippit. The theoretical evidence implied-

N w3 e
//(:;‘theSe principles provides furxther examples to support

the view that collaboration does not start unless there is
. 7 —
a crisis to manage, tension to reduce, problem to solve,
A Tl
or a system .or idealized threatened state to preserve;

that the threatéﬁed party must acknowledge the problem

." -

-and be willing-to resolve -the problem; that the party

must be-willing to engage in a problem solving collabora-

tive effort with-the change agent.
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, Thevfollowinénéection_wili give examples of

theoretiqal basis of tension-reduction, crisis manage-

ment; And systems preseryation, in that qfdéf.

(a) Tension Reduction ;

»

Already in existencé are theories which are

suggestive of instructional change agent's possible action

strategy. Max Page observes that "There is present inside

-~

" social groups a self regulating mechanism tending to

reduction" Page states that: "Reduction of tension~is
necessary to the satisfactory functioning of a grdﬂ??f??*’ -
and he goes on to observe that this reduction of tension

through a meépanism of self regulation is a

- collective process that implicates the whole
of the particular social group or enterprise.

.~ Change can take place inside such a group
only when the whole of the group recognizes—
its problems, succeeds in diagﬁosing them, and
is able to plan a corrective form of action.3

.

On this basis an imstructional change agent has to bring

about- the recognition of a problem, a commitment to deal ...

‘with the instructional problems, and the involvement of -

lMax Pége, "TheLSQciothérapy of the Enterprise/“
in Bennis, op. cit., p. 176.

%1pia.; p. 179. o <

31bid. | .
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;ll those conceyneé; The change agent has’to secu?e collec~
tivg gérticipation‘from those who are concerned. To be
able to do this, the‘instructional change agent must o
facilitate effective ;ommunicatibn between him and the
social system, as well as betwéen the elemeﬁts concerned
with the S;oblem.
In q?dit;on to Page's thebry, Chin adds that

"Pension réducti;n within the system's sﬁbsystémsﬂand/or

between the system and thé environment is essential for

the survival of the s stem.“; As a mechanism of sur¥ival,
. > e sy )

_ Chin noted that a "system is assumed to have a tendency to

"‘achieve a balance among the various forces operating within

it and upon it.“2 Systems often resist these external

forces by refusing to acknowledge the existengg_gf the

' force, and by building a protective wall agains£ intrusion,

or by brlnglng intQ play anythlng that mlght restore

balance, or accommodate the tension by achieving a new

equlllbrlum.

lRobert Chin, "The Utlllty of Systems Models and
Developmental ModeIszor Practitioners, Ibld., p. 204.

2Ibld.
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(b) Crisis Management

S;ﬁilaryto‘the concept of tension veduction is ‘the’

concept of crisis mabagemént implied in Gross's observation

" that ¥The -perce tion of imminent crisis is usually.a neces-—
X he -percep 4

sary (although not sufficienﬁ),condipion for Ehe emergence
of national plannlng ul If plaﬂning i; taken to:mean

intended self—generated adaptlve ratlonallty almed at .
coping with new circumstances, then'management of‘the new

situation is essential to the functioning of a social

~ system. The concdépt of plaﬂg&g§ﬁ§£§bginvolves dollabo:a-

tion in the management of a crisis arising from the new ’

circumstances. Like tension reduction, the direcﬁionality

‘toward planning for change begins~with the perception of
a‘crisis, or the setting up of objectivés representing

the idealized state. : ' .

b Both the concepts of crisis matlagement and tension

reduction accept the perception and acknowledgment of a

problem as a sine gua non of beginning the process of

* changing.

-

1
Bertram M. Gross, "National Plannlng- Flndlngs

and Fallacies," Public Admlnlstratlon Review, XXV No. 4

(Dec. 1965), 265. N

i

S

——




c)  Systems Preservation .

{ ' o S

Another fheoretical concept which is auwseful
way of looking at a ch;nge ﬁnenomenon wi?hin an institution
is Chin’'s §ystems model.l Accordihg to this modei, the
d;Qartments, the working group in an iné;itﬁtion or
orgaﬁization, or managemént, céﬁld constitute subsystems
within an au@iobiéﬁal centre. The external system is made

up of clients, and the environment or subsystems within

" which the centre is built.

< 1In his systematic analysis of an ins%fgiﬁlon, Ehin

iﬁtroduces a cluster of major concepts. The first concept

L
-

is a sygtem which recognizes the need,fof "interaction,
interdependency, and integratibn of parts ;andvelements"2
Within the organization or institution. _Egs\second coﬁcept
of a”boyndarzrspécifies what is inside and outside.

Because of'thg‘defingd boundary,'syétems havg an -inherent
Fendency to preserve<and pérpetuate themselveé by shutting
fhéﬁsélves from outsiaers. The third cluster of concepts -
révolve-around.eghilibrium or a "steady" state. Any

phenomenon that threatens this state is said t& bring’
Chin in Bennis, op. cit., p. 202.

2Ibid., p. 203. ) R
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about tensiom, stress, strain and conflict to the organiza-

PR

tlon or 1nst1tutlon. While avoiding these negatlve states,
a system has a tendency to achieve an equilibrium between
its subsystems on the one hand and between 1tsel§ and its
"« gxternal systems on the other hand. The final concept is
that of feedback. - Arguing that a system iS'never closed
'completely ﬁrom the environment, Chin asserts that the

system is affected by the environment's requests (inputs

. + s
© from external systems) and reactions to the system's . ¢¢
. i . i 'hagﬁfa%
presence or existence. - : P

—sPps the system affects the environment, "Systems

&

“gather information about how they are doing. The information
is then\fed back into the syséem.as inputs to guide and

- . '

steer 1ts operatlon. L This feedback is‘g§§ential for the
malntenance of’ goodw1ll between the system and its
environment.s;rhus institutions asplre to atgaln both
internal and external equilibrium, and goodwill for their

%

“‘own survival.

R (A 1Ib1d., p. 206. s

s
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Phases of a Change Situation BN

To help the instructional change agenﬁ to guide

and facilitate qpahge during the various phases of tension

the following strategy:l

1

7.

reduction or crises management process, Lippit suggests

AN

The development of need for change

(tension creation, crises prediction ete.)

The establishment of a consulting relatiqnship?
(between the instructional change agént and

the target social system). e I

- The clarification of the client problem? ‘

The examination of alternative solutions and.

“goals. | ’ -

The transformation of intentions into actual

change efforts.
/“

. The generalization and stabilization of a new

level of functioning group structure. /
~—

:Achievihg a terminal relationship with the

1consu1tant and a continuity of change-ability.

This is in agreement with what was discussed

earlien£ ;(l) the need for iqst:gggigpal change agent

to perceive a crisis, tension ana'then.get the social (

lrbia., p. 16l.

P T
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- . . s

N

system to_identify it; (2) the need to establish a .
collaborative relationship; (3) the need to recognize
‘and identify the hidden or unperceived problems;

i (4) the need to solicit a commitment to deal with the

problem; (5) the need to examine available facilities,
and (6) the need to act by building the centre.
Thus an instructional chapge agent could derive

effective change strategies impliéd in the theories of
tension reduction, crisis management, or Toynbee's challengé ’
“ ieSponsive, Lewin's Quasi—stationary-equilibrihnu'f}nd

Lippit's dissatisfacti;n and the need to move to a bet?ef
. state. Likewise; once the centre is built, it could -
‘adopt a similar strategy to—gaiﬂEits oﬁﬁ acisptance in
;rder for the §oqial system to see it as ig;xg?sically
vdluable. Whatever strategy is used, it is essential to |
heé@lPaéeLs observation that "Any strétegy of qhange is

. - doomed to failure that is founded upon communication to -

-the group of a diagnosis or of a plan of actioniot arrived

at by the group itself." %This is why—tﬁis paper has so

B
e e e e Caare s O

The bas;s for examlnlng avallable acili es is
either to prepare a strategy of developing, a--discrepancy,
or indicate what available resources could be used in
tackllng the. new. cxrcumstances. &

|

|
|
| _E. clt., p. 180. ;i/
i . . A 3 T
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o o & o

far stressed the ;eed for a syétgmatic collaborativé
effort of planning for the centre.

‘In view of the foregoing tﬁeoretical perspective, -
itdis evident that the collaboration‘between an instructional
change age;t and a social §yétem is facilitated when the
agent initiates the perception éf a crisis,_tension, a
discfepancy, thus stimulatiﬁg the social system's awareness

of the need for and a commitment to building the audio-

visual centre..

. The Process Strategies i g'Plannedﬁﬁﬁﬁge; -

In summing up, the establishment of a collaborétive
relationéhip between the social system and the change agent

markéra commitment to the beginning 6f»the process of
élanning for changé. The strategy of planniéq for change
calls for a number of proég;é strategiés.l First, is the ’
repogniéIbn ofiva problem ot crisis éﬁ the basis of which
objeqtiyeé'(fepresenting'an\aéknowledgement of the

existence of the problem) can be formgiated, The second

pfocess'stratégy is the diagnosis of the root of the problen,

yuand~the identification of the hitherto unseen problems.

lThis'is in agreement with Max Page's successive

phasés in the process of a planned social change. He

lists (i) Recognition, (ii) Diagnosis and:(iii) Action,

. Ibid., p. 178.



The third one is an action to bring about the management

]

-

of the problem, or the realization of the¢goals or

] objectives. A necessary .factor of action strategy is the
N ' $ o
gathering of data, the development of several alternatives, -

and the establishment of prioritiés among the alternatives. |

The £indl stage is the evaluation of outcomes on the basis
== s

of the goals set, and the feedback on the basis of which

corrective measures can be taken.

“ The entire process of feedback in the process
LN T N .
of planning for change is very‘much dependengmggﬁgzgpen

lines of communications. Without these lines of communica-

- ©  tions, relevant and important information or data necessary
0 .

for decisions during all the phases might not reach the

Stablllzlng Change--Institution Bulld ing
Guldlng Principles

- destinations for which it is intended. * 1
|
]

Very few institutions have been built_which deal

s

S oo with planned change. One of the first studies to deal

with thls problem was undertaken in 1964 under the auspices

of "InterAUniversity Research Program in Instltutlon "

Bulldlng. l, The study was undertaken . in ngerla, Equador _;

Thls is a consortium of four unlversltles. .
Plttsburgh, Indlana, Syracuse and Mlchlgan State Unlverslty. :

r" -



~ The second variables that were tested weré—linkages.
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-

Thailand, and Turkey with a view to refining; and énrich- .‘;
ing the conceptual framework which had been developed by L'

Esman and B}aiée earlie-r.1 The étudy aimed at identifying
"opefational methods and action strategies that will be
helpful to p;actiéioners" and th;se who are "actively
engaged as changec:;ents, particularly in cross-cultural

o

. X 2
situations."

Thewcngepts that were .tested, and‘which were-

later refined and/or confirmed included "a set of institu-—

tipnal yafiables which attempt to explain the‘§§§§§ﬁ§§id“

behaviour of institutions.*® These variables included:
(1) leadership, its nature and technical ability;

(2) doctrine, its specificity, and the relativity to

the social system; (3) rogramme, its consistency,
N

stability and contribution to .societal needs; (4) resources, ..

“their availabi¥}ty; and (5) internal structure, including

' effective‘"distribution of roles within the organization,

its internal authority patterns and communication systems."

-

Admitfiﬁg that an institution does not exist im isolation,

' lEsman and ‘Blaise, op. cit., (1966).
2Esman,'gg. cit., (1967), p. 1.
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the programme bad developed fou} types of linkéges:
enabling, functional, ‘normative, and diffused linkages.

" .

Each of these linkages was related to the different

environments that affected, or were going to be affected
by, the institution and its.effect as a éhange—inducing
and change-protecting agent. The third concept that wés

tested was institutionality, which was defined as the

"gnd st§téﬂl ... [and the]. . . standard for appraising

the sSuccess of institution building 'efforts."l

Of particular interest in this study“ﬁ%ﬂfﬁg%%aéﬁl
that the above concepts were applied in international as

well as_ gross-cultural situations, and that the concepts

were

found useful by a group of experienced scholars
from several disciplinary backgrounds wagking

in four countries on three kinds of activities:
public administration training, teacher education,
and university administration.

o

Blaise and Rodrigues commented in their report that

the institution +Juilding concepts provide ’
dquite a complete set of working elements

on which to base; and from wRich to derive

the approachés and the interpretation of the
change 'situations.

T
1, T
Ibid., p. 5.
2Esman, op. ¢it., p. 59. -
3rbid., p. 59. T
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The institution Eﬁilding approach provided the
necessary (though not suffiéient) conditions fof the

building of institutions. . It seems feasible that these

conditions be tentatively incorporated in the building

of the National Educational Media Resource Centre.

The question ‘of whether stress should be laid on
4 .
{
the audio-visual pngramme or the institution organizing

the programme is also dealt with.

There is an inherént dilemma between (a)
institutionalizing an organization, and
(b} ensuring its capacity to continue tgujsgEmdte-— .
its innovative thrust; leadership in the oégéniza—
tion and in linked organizations, and groups will
inevitably prefer the former td the latter because
(the former) tends to guarantee stability and
predictability.l .

=

. . .innovative thrust canm be achieved only when
(a) it is an explicit and prominent theme in

- institutional doctrine, and (b) it caters to
the interests and needs which are perceéiwed_in

the social system or those which the %pstitution helped

the social . sySten to perceive through tension creation or

crisis prediction.
- -
-

Institution building research programmes imply

- that given the choice of choosing betweén protecting the

n

lmpia., p. 63.
21bid. ; '
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audiovisual centre and promoting aA audiovisual programme
(the centre‘s-change objectives), they would protect the
centre; the survival and viability of the centre is a'
necessary factor in the centré‘s aéhievement of instructional
change. &hus they urge that "Institution builders should
flrst empha51ze building the organlzatlon, then promoting
and propagating its change objectlves. %

A ‘ﬁrhié observation underscores the importance of
the audiovisual centre's attalnment of internal equlllbrlum.
Internal equilibrium puts a great deal of eﬂphﬂ%ﬁ%%ﬁn“the
leadership's abil%:¥ to open communication lines within
the inépitution, encolurage effective human relationé and
to minimize internal conflicts.
A good number of writers (Mayo, 1933; Barnard, 1938;

Y
and Metcalf, 1940) have written stressing the need for

i

effectlve executive functionsstas a means of guaranteelng

ey

.organlzatlonal v1ab111ty-

lEéman, op. cit., p. 63.

N
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- Seeking Acceptance of the Institution

The~ékfént to which an institutioh is accepted by
a soc1al system is dependent upon a number of factors:
(a) the source of the 1nformat10n about the/instltutlon
and the gelationship between the's;urce ;r sender of the
information and the»social system; (b) the extent to
wh1ch the 1nformatlon content and the lnstltutlon are

needed by the social system in the modlflcatlon of

behaviour and action patterns in dealing with new realities;

) and , (c}- how’ the information about the insﬁ&%&@iSﬂLis’
. I .

conveyed.

.(a)r’Méssager Sources and Social .

System Relationship

In lis analysis of the .general ways of knowing or
N
fixing beliefs about something, Pierce concluded that there
are four methods of knowing.l The first method of tenacity

refers.to a social "'system firmly holding information as

the "ﬁruth" because it has élwayé held it. Such a method,

.Pierce points out, is,often enhanced through frequent

repetition of such "truths.”

P 3

B ;J._Buchler (ed.), Philosophical Writings of
Pierce (New York: Dover, 1955), Ch. 2.



52

A second méthod is that of aﬁthority, whereby a
social.system might ac;ept and hold to something because
some established expert, prominent socialite or public
figure- says so. In tﬁis respect, if the knowledge of
information about the institution has the weight of the top
power groups, experts and/or public sanctipn, then it is-
likely to be accepted as -the truth.

- ~i The third method Qf knowing is the a priori pephod

. . . . . . :
or the method of intuition™ whereby information is accepted

because it is self-evident or agrees with ﬁeaﬁ@ﬁ@&LThe problem

> . ] . Y - 4
in this method is one of determining whose reason to accept.

‘ . {
The fourth method of knowing is the sfientific method
.8

in which a social system could hold knowledge as true because:

(1) it is self-correcting; (2) it has built in checks,

-~
and (3) it is entirely independent of human opinion.

The analysis of information source divides a social

e

‘system‘into;fbur categories: (1) the traditional-

conservatives who accept information if it has always been
e

or appears to be held as the truth, (sdchvinformation

' is often enhanced by being consistently and frequently told);

1. cohen, and E. Nagel, An Introduction to Logic

‘snd-Scientific Method (New York: Harcourt, 1934), pp. 193-196.



~ . ,‘ .
(2) tﬁé_authority‘oriented group who will acéept informa-.

A - tion if.it is from an authority who might be a subject

matter expert, or a power authority; (3} the intuitive

e or a priori oriented groas.who will accept information if ~
- - Bt
it appears to be or 'is self-evidentand‘stends to reason;

and‘(4) the scientific oriented groﬁp who will accept

1nformat10n only if it is self-correctlng, if the method
used in obtalnlng it had built in checks, and if it is

free from human opinion.

Rogers, on the other hand, has iso‘la\ﬂi?ﬂ"tﬁ:és

>
-

of sourcesy the impersonal-personal sources for direct

{
s

face-torface exchange between the communicator and tﬁﬁ'

# receiver, and the cosmopolite=localite sources. The
cosmopolite sources are sources exXternal to a particular
social system, and?localite_sources are sources within
the social system. Noting that each of these sources is
requlred for dlfferent stages during the adoptlon process

2
for dlfferent innovations, and adopter categorles, Rogers

concluded that "1mpersonal 1nformatlon Sources are more

‘1‘1mpor£ant at the awarene3s stage, . .and personal sources are

i a0

i : 1Cosmopol:.teness is defined by Rogers as the
degree to whlch an 1nd1v1dual's orientation is external
: “partlcular‘soclal system p- 183

s E -Rogérs, lefu51on of Innovatlon gThe Free
Press; 1968 fpp. 179-182. i
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most important at the evaluation stage;" and that

r . "cosmopolite information sources are most important at
X . . ‘ .
\ the awareness stage, and localite information sources
, are most important at the evaluation stage.® ) o

b

From the categorization of information sources,
. 4 it appears that a careful study of a social system and
. ? the relationship between information source 3nd the social
syéteﬁAls'necessary befo;e any informatién concerning the

institution and what it has to offer is communicated to

the social system and/or environment.

There is also a need for a judicious understanding

of what, social system accepts what information at what

- >4
stage in the adoption process; and whether the social system
prefem information given impersonally, personally, from

) - -
outside (cosmopalite) or inside (localite) the system.
(b) -Relative Advantage
Rt -

- v °  The conéeptual model of change postulates that man

would innovate, invent, or discover and accept information

only if such information is useful in helping him to cope .
- . ) -

Y1pia., pp. 98-102.

with the new threatening or attractive realities. This is EREE



in agreement with the acceptance of an innovation because
of its relative advantage; especially if the information
or innovative ideas are helpful in the solution of a

threateniﬁg‘situation, or perpetuating, enhancing, or-

Bringing about a desired state. If the information is

" accepted for its relative advantage in perpetuating a -

desired state, then it is deemed as compatiblé with the

established norms and values.

Relative advantage and' compatibility of information

or inpovation as a pre-condition of‘agceptin§*§ﬁ§5§§tibh

. »>
is also implied in Esman's observation that:

(a) , the greater the value and doctrinal congruence
between the external technical assistance team and
their indigenous institutional leadership, the more
likely the realization of change goals, (b} the

more resources (benefit) external assistance personnel
have to trade for doctrinal or pragmaticschanges, the
more effective they will be promoting change object}ves.

e

Thus the 1nst1tutlon must not only be communicated by
i o
and from approprlate sources, but 1t must be seen’ by the
social system as having relative advantage and also

compatible with the established norms and values.

5 B kY
. k

lEsmgg, op. cit., p. 63.

T N
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(c) Communicating with the Social
System and/or Environment

Ly

The need to understand the appropriate strategy

of communicating inférmation about the institution to the
environment is inplicit in Gallagher's'pragﬁatic and '
utopic advocates.l While the pragmatic advocate pays
"gspecial attention" to communication, he coilaborates
with and makes a special effort to understand the social

system's power structure, authority (expertise) relationship,

and norms and values. By using sanctions, gggﬁgﬁgggagl

-
-~

* advocate, on the other hand, manipulates the social system

to gain acceptance and achieve results. The primary
ot
approach being to do things to or plan for the social
system, in which case cooperation is immaterial. Implicit
. : . . TN s
in the utopian approach is the denial or sanctions technidye
which presupposes a thorough knowledge of what is vital to
.y )
the social system. Whether to use the pragmatic or utopian

approach, the advocate must have an understanding of the

social system, its vital values, power and authority

"Strucdture and relationship, and effective means Gf dealing

with the social system.

lare Gallagher, -Jr., "The Role of the Advocate

and Directed Change," in W. C. Meierhenry (ed.), Media
and Bducational Innovation (Lincoln, Nebraska: University

:of Nebraska Press, 1967), pp. 22-44.
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The preceding analysis shows that if an institutioﬂ>
is to be accepfedAby an eﬁvironment ér a social system,
it must be seen as having relative advantage to thém.
Besides{ the institution must have the capacity to inno—
vaée ana.an effective means of, and a relationship for
communicating these innovations, in a given time (whén
it is most needed), to a specified social system.l

This observation is in agreement with Katz's model of

tracing of an innovation, over time, through spegific

i . . s §%g§?$¥£ s 2
channels of communication, and within a soc 1Fs ructure,

which in turn is in agreement with Laswell's communication

maximsof "who says what, in what channels, to whom, with
In view of the foregoing analysis, institutions
) /‘—\ -
need to have the difficult to obtain or rare informatiom
and commodities when the social system needs them. It is
on the basis of reducing tension, or allevidting a crisis
within the social system that the system can begin to
see how 1nvaluable the 1nst1tut10n is. The instructional

change agent can maximize khe various strategles 1mplle?

i
N

ST Rogers, Diffusion of Innovatlon, ‘The Free Press,rw
pp. 12-20. ’

2Elihu Katz, "The Social Intenerary of Technlcal
Change; Two Studies on Diffusion of Inngvation," Human
Organizations, 20: 80=82-MS. Also quoted in RogersT.

3Harold D, Laswell, "The Process and Functlon of
Communlcatlcn in Soclety in Layman Bryson (ed.
Communication of Ideas (Instltute for Rellglous ‘and S clal

"~Studies, 1948), p. 37.
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_ in this theoretical framework. He can very. often "resort -
s Lo X
W . to several of them either simultaneously or in a succession."

The idea of successive or simultaneous utilization of

-

. strateégic approaches indicates a need for the development
e % B ’
of a cumulative strategy, model, which is the concern of .

the last chapter in this document.

- Summary

BRSSP

e - e ~w~l£~wasmthe~purposemof thisfchaptexgtowestablishwawﬁW,WmMm‘

conceptual model of change, and a theoretlcal framework -7

)
) g

' :ffom-which certain action strategies of ;nalyslng Kenya's
abortive attempt at integrating audiovisual programmes,
and ﬁébmotiﬁg, and developing an audiovisua;“centéé could
:be derived:m.It was also demonstrated that certain intuitive
administrative strategies have a fgggrefibal basis.

C : If an._ instructional change agent (the prototype

;audlov1sual 1nst1tdtlon bULIGer) wanted to-create an
A

“awarénéSS of the need for -an audiovisual centre, and at

) the“same_time get- the power group com%itted to building

“théépentre, the best app:gach_is‘one of preéiqting‘grisis,

or sen51t1z1ng the social system to the ex1stence of a

lBennlS, _E clt., P. 185. ‘ Lf‘\\i;\ﬁ
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discrepancy, then developing a systematic collaborative

E;apn}pg relationship. This collaboration which is based

on the understanding of the social system should be

initiated by the social szsfem itéeif{ ‘the instructional |
change agent should remain an activé outsider utilizing™

whatever comimunication skills available to him.

<
‘It was demonstrated that the social system did not

to resolve, or until a discrepancy was observed. Therefore
the institution builder should help‘the socigﬁ?ggzgém“l
perceive a crisis, discrepancy or something more attractive
than pgevailing methods, so that they can see the institution

§§ averting the crises or providing the attractive situation.

In other words, chances of an institutions _survival are

greater, if its building emerges from specific purposes

related to sgééific groblems; i ’iE is advocated by an

aépropriate power orvauthority source, ana if the institu-
_tion is vieW?d as instrumental to averting problems or

r -
to perpetuating desired "creature comforts.” Thus crisis

prediction, and opening of communication lines is a
0 -
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necesséi§'§ffé£é§y iﬁrcre;tingra néédiéwa;engés gQr[Vaﬁd'
secu?ing a commitment for building an audiovisual centre
and its eventual écceptance; ' -

In its attempt t; secure acceptance within a
social syétem, the leadership of the centre shoulé adopt
the approach implied in the concgptual change model

(Fig. 1). The problem of planning for change is crucial.

In this respect, institutional variables, linkages, and

. institutionality are of paramount importance. In attempting

to ipduce change the approach would be: 1l:l”§ i

ad
1. Generating problem, discrepancy or crises

F' awareness.

2. Creating a commitment to change (reflective
of the decision to deal with the problem or

eliminate the discrepancy). —

3.” Establishing a planning and/or collaboration
forum and facilitating ‘open channels of

communication.

‘4. Analysing the nature of the problem and

deciding on priorities among the -problems.

5. Developing alternative ways of dealing with

the problem which includes, examination of

-



el

avaiiabie facilities ahd the needed ~
‘facilities for dealing with the problems.
6. Mapping action strategies, in terms of
- allocating résources, deciding-on ~3]‘e
nature of innovations that could best
. deal with the problems -identified.
7. Operationalizing or implementation of

plans; and then evaluation. -~ o

The 'oyer—all process of change could very easily

fail if (a). communication lines carrying messages necessary

for crisis management, or t;ensic’:n. reductth LHff or -
suppz':essed} (b) ‘the need for the centre is imposed rather
than ‘emgrging from the social system; (c) .the real

* LY

" nature and source of the problem is not well identified,

“and finally, (d) there is no commitment to dealing with

the problem.
~The most. feasible Eppfoach éppears to be working

wn.ththe social system to open communication lines and
™ diag’h'o;zsii}'cj 'J:at’hér than prescribing soluticns. Finally,

“therd is no’boundary drawn as to when.a certain strategy

shodld be used. -
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In the following chgéters, tge conéeétual model
of change and some of the principles discussed will be
appliedvié ihé analysis of Kenya's abortive atteﬁpt to
build an audiovisual centre.- The model and principles

discussed above will be used in deveioping a few audio-

visual centre.




- between what Kenyan politicians think they are expected

CHAPTER IIIX
- CREATING NEED AWARENESS

Straﬁéqy Rationale

The preceding chapter advanced the premise that when
a change agent identifies a peed for change of which the

social system is not aware, it is necessary for the agent
. - . ]
to adopt a mechanism of sensitizing the social system to

the existence of a discrepancy and a problem so that i;s

existence can be acknowledged. In order‘td‘f
social system to the need to change, several strategies
were. suggested. The strategies which were discussed in
Chapter II and which will be simultaneously applied in
this chapter include: (a) a focus on the discrépancies
between where Kenya is headed and what Kenyan politicians
N j .
promised the country would be; . (b) use of organized
. .

"feedback. to estéhlish the existence of a &iscrepancy
. ) .

>

to do, and what they are doing to eliminate ignorance;

P,



r
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(¢) use of change agent-opinion leader position to

stimulate problem sensitivity, (d} to raise questions’

about educational practice which need improvement,

~and figally, (e)- suggesﬁ how similar. problems have been

dealt with elsewhere.

The purpose of this chapter is two-fold, first to.

provide further intuitive and theoretical evidence of

need awareness as a prelude to building an audiovisual

érogramme in Kenya; second to establish the negd”fbr an
audiovisual centre in Kenya by désc’ribinéhms “that
educational and instructional systems designers might
congider if Kenya is going to achieve the stated.educational
goéls. In some caSes the énalysis represents idealised -
situa;iqns, nevertheless feasigle for‘ggsya of the future.
The creation of problem awareness and the sensiti-
-
zation of Kenyans to the existence of discrepancies is
implicit in the ponceptual model of change. This chapter
will operationiize‘this aspect of the conceptual model.

Sensitivity to}a problem, the discovery, and the

acknowledgement of an existing discrepancy are not a
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sufficient means to change. The cycle is only_coﬁpleted
when problem or discrepancy perception are followed by an
appropriate action. The following section will focus on

the déscription of how man intuitively reacts to various

problem or discrepancy sggggéions.

Intuitive Moves £o Change

Intuitive moves to change are evoked by the percep-~

tion and acknowledgment of a crisis or discrepancy. In the

U.S:A:‘for example, the launching of the Sputnik I in 1957
‘by Eyé Soviet Union evoked the enacting of-%%?f§§%§0n31 g
Defense Education Act (NDEA) two years later. In New York
State "the rate of instructional innovézion in . . : elemen-
tary and secondary schools more than doubled within' 15 months
of the firing of the Soviet Sputnlk I on October 1, 1957. w2
Thus the firing of the Sputnik I was a ggggsr in the enact-
ing of NDEA which, under different titles, set the pace of
reorganlzatlon for educatlonalgand irs tructional 1nnovat10n

-

in the U.8.A.

: lIn a way the enacting of NDEA could be seen as evoked
. by the perception of a discrepancy between the new reality of

5 the Soviet leadership in space technolegy as opposed to what

hitherto may have been thought. On the other .hand, it could

i be: seen as growing from the crisis created -by the fact that
i 1) if the Soviet Union controlled the space, U.S.A. would

" be vulnerable to the Soviet Union'!s attack from the space.

¢ Explicit in this action is also a splrlt of man's desire.to

CE compete with another man, i. e., what came to be known as the

race to the moon and tHe question of who gets there first.

2Henry M. Brickell, Organlzlng New York State for

,‘Educational Change (Albany, N.Y. State Education Department,
£196L),; pi - 18. .
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Increased Knowledge and information discovery
in the U.S.A. evoked the establishment of the Educatlonal e
- -

- Resources Information Centre (ERIC) which now codes, stores,

' 1
retrieves and disseminates regsearch lnformatlon.! The

> ) .
perception of a gap between researchers, and theory, on

one hand, and practitioners and application of theory on

the other hand led to the establishment of twenty regional

egu;étiénal laboratories. One of the laboratories, the

'Eastern Reglonal Instltute for Education (ERIE), grew out
- - ‘ _of "an awareness that exlstlng research<¥¢b§¥§h§ were not,
effectlng improvement in education."

Furthermore, the crisis of poor instruction and
the falling standards in American Somoa, prompted the
Governor to accelerate the pace of educational development
by usihg television. In Hagerstown, Washington County,
Maryland, a crisis of few expert teachers against a- large

- -

. : number gf learners brought about a commitment from the
suéerintendent in the use of television as a means’of»
"sharing the expertness" for the benefit of all the

children. WNiger (West Africa) did not start on her

i . >

history and some of ER major accom llSh-
ments %Ris area Xs cont a?neg E i';ERIC jDeve opment

through June 1968," EO. 020-250.
* 2pastern Reglonal Institute for Education,

Syracuse Office Publicity Material. The ERIE was established -
in 1966 under Title IV of the Elementary and Secondary
Educatlon¥A¢t, of 1965.
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.

radiovision programme until it was,realized that her

resources were not sufficient to satisfy the educational

needs. Thus the crisis of "insufficiency” of rescurces:

_.produced a_commitment from the French-Government, and
-

3 R
Niger's Ministry of Education to use -radiovision and

television, with the latter serving as.the pivot:of

instruction toward which all the activities of the class

-

-

gravitate, including the television follow--up.l

Problem perception alone is not a sufficient

condition'for effective insfruétionai Enahgg. !PEGblem T

perceptlon, or dlscrepancy discovery only leads to change .

‘lﬁfthe power groups respond appropriately to the challenge

.

created by the crisis or\the discrepancy. The challenge

created by the possibility of the United States of America
R 7 - ™ .

being outwitted by the -Soviet Unisﬂ in space technology
. . u

was~resggpded to by the Congreés epacting the National B

Defence Educational Act in 1959 which set the paée for

building organizations within which to inche instructional

An account of Niger's experlment is contained in
“Educatlonal ‘Talevision” in Niger by Robert Iefranc. 1In,
New Educatlonal Media in Actlon- Case Studies for Planners,
enexal .
evlew of the cases cited. are also contalned 1n the same.
publlcatlons, Vol: II-III,-and reviewed in The New Media

‘Meno to Educational Planners, Schramm W. et al., Paris,

umsco/lmp, 1967.




éﬁénge in the Aﬁef;can"séhool’ﬁystgm. -~The -challenge

created by the knowledge rise and the lack of effective

- . ,

means of acquiring and ‘transmitting it as soon as it is
LN N -

... available was fespbnded»to by the creation of ERIC,éentre§.

% .
The challenge of the‘igp between research and. educational

practice.was responded to by the creation of ERIE, among

other regional public education agencies. So was an

- -

appropriatelaction also- necessary in American Somoa,
‘Nigér, Washington, and Maryland. _

These intuitive actions support.: A that

crisis perception and a commitment to'dealing with the

problfhs is‘a neceséary condition for briﬁgingzbbut the

2! e

building of amr organization to plah instfuctibnal change.
*" In the event that the power group does not perceive the

¢ problem, the change agent's approach could be one of

‘évbking thq’percepﬁiqn of a diserepancy within the social

.

#

i

systen
o ey . - R 2
o _ v Theoretical Perspective . - ,;.
- % The’ intuitive actions in support of crisis percep-
Tepne e ) i ' .
j tipn as-a‘prerequisite: for getting a .social system to

o

-



§aE affects its”

: and Lew1n 5. "quas1—statlonary equlllbrlum."';slmllarly

: the advantage of. the lnnovatlon.ﬂ The 1nnovat10n w;ll thus f
t,a dlscrepancy.

Aten51on

Support for/“7w

Gy T T

',the 1ntu1t1ve actlcn ls found in a number of: theoretlcal

‘7'ba515 descrlbed b Gross s "cr;sls management " Chln s
Y

“ten51on reductlon,? Toynbee s,~"challenge responslve L

.

~,reveallng educatlonal crlses, tensxon, challenge, or:

; dlsequlllbrlum in the KEnyan 31tuatlon could be lnstrumental

"'hemphaSLZes the_relatlve advantage of an 1nnovatlon and

»
L

ate of adoptz.on.“2 When motlvatlng a soclal

f;that the soc1al system not only acts, 5 ‘that it ldentlfles

e

be seen as B means of avertlng the crlsls or - ellmlnatln'

Another theoretlcal basms is. ;nherent in Chln 87

uctlon. To create a tenslon 1n a soc1al system

b to the adoptlon of better facllltles and methods of teachlng.»r"

‘slnto actlon, whlle Rogers pomnts out that a: 'c isis 1‘f’i“ -

lBertram Gross,»"Natlonal Plannlng.' Flndlngs and
lacles ;4 public Administration Review, XXV, No. 4

’f(DEC. 1965), “and ‘B ‘Benjamin Akzin, Yehezkel Dror, -Israel:
frgggg—Pressure Planning - (Syracuse. Syracuse Unlver51ty
\lPressp 1966) . : : Rty

2Rogers, lefu51on, ;E. Clt., p. 125. o

- eE G 5 EE 5
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would make tbe.social system want to reduéé the tension
for its own surviyal, and thus motivate the system‘to
chénge.

In summation, the'evidénce from intui;ive action
and thegry show that maximizing created need awareness or
crisis and disérepancy perception is a prerequisite to
introducing innoQations. Similarly, the creation of the
ﬁeed‘}or én audiovisual programme (throuéh érisis and
discrepancy sensitization) could be a&prerequisiﬁe to the
bﬁilding of an audiovisual centre in Kény3?“fj§z§& -

The following section attempts to state briefly
what;¥énya's national objectives are, and the varéous
obstacles in the way of realizating these objectives.

The section will thus develop a sensitivity to the need
-

.for an audiovisual programme by discussing problems facing

Kenya's educational planners and policy makers. The

-
"section will also/attempt to show that a discrepancy
N .
exists between what Kenya aspired to be and what it is
heading for. As far as possible, the sectidn will show

how’similar problems have been dealt with elsewhere.
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The Demands of New Clrcumstances

Background
Fd

In a document sfating policy as to what Kenya

aspired to fe and how these~objectivee would be met, the
government of Kenya reiterated the need for "equal | E
T . ;
opportunities, " and the need to satisfy the principai
condition of dgawing "on the best of African tragitions,“

as a basis for development.

The document further stipulates that the

.. .progress wanted cannot be easily won and it

cannot be achieved by reverting to pre-colonial

conditions. The best of Kenya's African social

- -heritage and colonial economic legacy must be .

reorganized and mobilized for a concerted, !

carefully planned attack on the lack of education

in order to achieve social justice, human. dignity,

and economic welfare for all.

"

—
There was a promise to plan vigorously in order to "ensure
b -

uniform standards anhd relate educadtional development to the

3
[ needs'and resources of the country." For less developed
areas, the Government promised "every effort. . .to ensure
that opportunities are provided. . ." for them and-that

"in+-the expenditure of public development funds. . .

fﬂ ; _ lafrican Socialism ang its Application to Planning
(o {. . in Kenva (Nairobi: The Republlc of Kbnya, Government
. ‘Printer, 1965), p- 3.
2

Ibid., p. 1 - 31pia., p. s4.
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their needs "will be given special consideratidn.">
< . ) A ~ .
The cblonial conditions inhérited included

uneducated untrained, and 1nexperaenced“ human resources

witl an alarmlng illiteracy, especlally among the older
%
generation. To eradicate 1gnorance, these older citizens

were thus promised equal opportunities with their young.
The conditions also revealed an acute teacher shortage

-t -

and inadequate teacher préparation programmes; a rising

;demandJ%or more education andvbetter standards of living;

unbalanced educational opportunlty, and'§*ﬁ5§5¥%153ity of

other social problems.

Facing the Realities W
Ideally, Kenya's society of tomorrow will-not be

what the present society is now or wds a>decade ago.

-

Formal and informal modes,of instruction and enculturation
now requlres-—as it will contlnue to require-~that a

greater number of learners bhe accommodated in complex

igstructlonal programmes for a greager period of time.

: D%;ing thiS‘time, presumably, a greater amount of knowledge

- .o

Pridpase. o . .
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and information and more complex skills will be given to

these learners. They need this thultiple and complex
approacﬂ because they will live in a much more sophisticated.
world. They now live, and will live, in a much more complex
and f;st—changing world whiéh is mdking (and continues to

" make) much more complicated demands on them than were

required of the present generation ten or more YEars ago.

Undér the present instructional approach,l the Kenya
Government cannot possibly prepare the youth for these

new demands and situations. : §e%j§§§k -

Because of the desire to build a better Kenya and

the abundance of more up-to-date knowledge, there is a

i

growing demand for a higher level of education with

greater concern for excellence and quality. 1In view
-~

of the shortage of resources (funds and teachers) with

which to build and maintain better schools; the alter-
1Y -

native is to institute a system which not only teaches
more in a short time, but, one which will facilitate an

“effective utilization of the available meagre resources—-

Jgeachers, schools, and money. There is a need for a system

- ~
.

e e e - :

_ ‘lAs of 1968, only one school, the Starehe Boys
Centre, is ‘built in such a way as to promote media utiliza-
tion, and with access to the Library from the classroom.
Otherwise, 'most of Kenya's schools are the regular four-
wall“classrooms with the standard black wall with. chalk.

1
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which will prov1de igigllence and quality without factual
erosion.

In. Kenya, the demand for gquantity, excelleﬁce and

quality has already been expressed in the need for high
level manpower to man, the government machinery and private

1 . . . - :
sector. This demand is complicated by the severe shortage

of teachers; ' the complex socio-ekistic?

and occupational

problemé; the use of knowledge; instructional specializa-

“tion; . media selection problems; material content and 77

cultural variables; meagre economic rebﬂuf?ééﬂk and

political manipulation in technical aid programmes.

Socio-Ekistic and Occupational Considerations’

(a) Population Increase -

Kenya's population-is estimated to increase at the

3
rate of three percent every year. This unprecedented

population increase has resulted in higher school enrollments
hat S

(Table 1). The demand for more spaces at schools has given

© rise' to the néed for buildipg more schools. This building

"of more schools has given rise to the need for more teachers,

v I

Government Report, ngh—Level npower Regulrement

‘ and Resources in Kenva, op. c1t.-

ZEklsth refers to the study of human sett%gment.

3pevelopment Plan, 1966-1970, p. 13.
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who, it is.conceded; are already few. The iising
A
expectation in school enrollment, the bqglding of more

schools, the shortage of and great attrition in teachers,
i .

(if seen against the political commitment for universal

free education) means that more children will, and should
be, accommodated in the few schools and will be taught by
fewer teachers than before. The demand cannot be met.

-~

in light of meagre financial and human resources.

(b) Teadher Shortage
N '# s %" 1!. v
"Our greatest problem which we are tackling is-the

serious- shortage of locally trained teachers, The Hon.
nd
J. N&agah, Minister of Education, ackngwiégging the teacher -
: - /

shortage, implied that thetpolitical’%ommitment to universal

. /.
free education was threatened. Even if there were an
adequate supply of<teacheré, it is doubtful whether the
. calibre qf‘ﬁuality of teachers now being prepared and/or
serving could cope with the changing occupationél needé of »
the society which is increasingly calling for more complex
édupational skills than the teachers themselves may have

been prepared to give. Moreover,; changing occupational

'kenya Today, Vol. XII, No. 1 (April 1967),
The Ministry of Information and Broadcasting, Nairobi, Kenya.
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needs have opened new places for teaché;s as well, and

thej are moving into more lucrative jobs, thus, teachér
attritioﬁ’grows‘even greater.

(c) Dispersed Population and
Settlement Patterns

Kenya, like other developing countries, faces a
growing concentration of population ifh urban areas on the
ope hand, and,a scattered population thinly distributed
over the rural areas oh the other hand. The problem of an »

isolated rural population is compllcated by the nomadlc

nature of some,of the communities, partl 1larly the Masal,
the Samburu and the Turkana.l The growing urbanism,
coupled with scattered families in rural areas, and nomadic
natqgf;cf<some potentiai learnérs calls for a very complex
system of educational planning an&,in§tructi;n if everyone
has to be educated. FaCed with a general lack of effecti&e
and pragti;al means of all fdrms of communication, the

Vscattered soclal units or communities are hardly dccessible,

and the knowledge gaps between the communltles could rise.

In the face of increasing educational and knowledge gaps

N lAn excellent evaluation of population Movement
in KEnya is contained in Land and Population Movement in
Kenya, by Prof. S. H. Ominde, North Western U.P., 1968
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N r
between the communities, the govermment would have no
alternative (short of building portable schools acceptable
to the roving social units of the nomadic communities)
but to build clusters of boarding schools, or to establish
schools of the air which would gibé rise to the need for
a central place where the lessons and instructional material

would be prepared.

(dY Increasing Mobility

One finai aspect of Kéhya society which should be
b.considered is that it is charécterized g¥8%§§%§gg“§ocigl
‘and physical mobiliﬁy of moves from rural é}gas to urban

areas and vice versa. This mébility calls for a

consistent instructional system so that if a pupil moves
. z

from one community to another, from the urban areas to
\\\\ rural areas or otherwise, he would h@ve™a comparableb
instructional environmeﬁt. Thg mobility requires .
" an instiEﬁﬁion thjgidould help maintain uniformity of
‘ matefgal as‘yell as techniques of instruction. 2
In summation, the population growth rate which

has led to the building of more schools in the wake of a

N

|
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prennl

shortage of teachers means that a greater number of pupils
might not be taught, and that the increased number of
schools might not be utilized. There is, therefore, a
need in Kenya to eiplo;e the possibility of effectivély

"sha}inq the expertise" Of the few available teachers to

>

serve the need of the many children.
\< .
There is a growing gap between the knowledge and

ediicational experience level of the nomadic and the

settled communities and also between the rural and urban

: »
c ommunities. If this widening gap is 33§ﬁ§%£5§d¢;xenya

j ' might f£ind herself developing the "class"'éociety of those

k - ] who "know"and those who "don't know." There is, therefore, . 1
j a,;egd for Kenyans toqsépmit themselves to eli&inatingr

ignorance equally from the nomadic and settled communi-

_ties. There is also an urgent need” for a system which

,
would provide an equal experience for rural and urban children.

Because of the similarity of the problem, maybe
Kenya could learn from Peru's Telescuela Popular Americana,
Australia's Schools of the Air, and Niger's Radiovision

1
nrogrammes.

4. Schramm et al., The Hew Media, Memo to Educational
Planners, Paris, UNESCO, 1lEP, 1967.
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Knowledge Rise and Ignorance

Aside frqm socio—ekiétic problems, Kenya is
confronted with the lack of facilities for information:
acqui;ition, storage, and retrieval systems. The developed
world is already actively‘involved-in an unprecedented'h

discovery, organization and structuring of knowledge,
S0 Quch so that its Véry abundance might precipitate the

problem of ignorance in Kenya. Yet Kenya is committed
.to eradicating ignorance. As a result of the knowledge

."increase created in deve loped countries'by.gzténsive data

' gathering and research activities, developing and developed

countries alike are threatened by the léck of transmission_
system to those who need ity Materials are created and used,
and no one knows how effective they have been. Ideas are
advanced, and sometimes mot tried.

Fxom places of studies overseas to his home in
one of these developing, or ignorance-threatened countriesu/,\
a promising scholar could plunge into a System which is

intellectually dead. Most of the time, the gap created

by this ignorance, particularly in terms of the contemporary

‘
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and recent knowledge, grows wider. A student is thus

threatened by decadence. There is, therefozgj_a need for

Tar _an institution which will'involve itself in the search for
new ideas on instructional techniques, knowledge and
}nfoéhation storage, and retrieval systems. fhere is a
need for an institution that will‘link'the major knowledge
and information acquisition and storage éentres in other
pagés of the world with the social system in deveioping

_ countries. o 1 ' -
The rise of ignorance is -also é&négﬁﬁ%ﬁseﬁto a

- 'gfowing concern over the ;ncreasing gap between the
reéearchers and the teachers, between research %nd the
implementation stage.i Et takes a very long time before
.reseaibh findings are implemented by practitioners or

S
are given to teachers. The prevalance of ignorance in
developing countries has ;lso precipitated .a knowledge
gaé pgtwé;n them arid 'developed countries and in some cases,
it is giving rise to decadence and obsolescéhce‘of knowledge

and skills. It is these gaps between hations, between

-'f research findings and implementation, between what is known

lDuring the DAVI convention in Houston, Texas, which
Sy 5. I .attended, there was a general concern related to this very
Vs “l.. 7 subject. In Kenya too, although it has not been explicitly
: ) o stated, one notes that in the absence of research information
i dissemination system, there.is a definite gap between the
researchers and the practitioners. .

y H
e R
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and wﬁat‘is unknown, to which media institution would
agdress itself by serving as a ﬁecessary link, as a
clearing house, in order to promote development.

To sum up, the growing gap between knowledgé
acéuisition and utilization, between developed and develop-
ing countries, between researchers, theorists, and

~
practitioners hastens the advent of the very antithesis

;f kﬁowledge boom--"ignorance boom"-~in both developing - N
countries and among‘practitioners and students who need

it fog»applicatiéh. Kenya is no excéﬁ%i§§ﬁ§§oﬁ§‘those:that
Vare threatened with ignorance boom. The gap between Kenya's
_field officers and §blicy makers, the teache;% and researchers
.accelerates the advent of ignorance boom among teaqhers;
Pérhaps the gap could be shortened by establishing an
efﬁective information acquisition and retiheval system, or
estab%ifhing a development oriented institution to translate
thebry into praééice, or pu£ programmes into action.
Problems of this nature are being handled bf the United

States' Federal Government's estéblishment of the ERIC, and

* BERIE organizations. ERIC to acquire, code, store, retrieve and
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transmit information, and ERIE to utilizé existing research

findings and developed programmes to effect improvement in

education; thus forging a link between research‘aﬂg

A.\ - £ - .
educatidnal, practice. ~KEnya, therefore, needs to harness -

the resources of technology and initiate a programme
whlch would not only foster widespread acquisition and
adoptioh of new ideas and practices but also.foster a
w1despread 1ntegratlon and appllcatlon of the ideas in

T

the. solution of educational problems._

‘Reviewing the-role of media in the instructional

process, Carpenter expressed the concern that by concerning

1tself w1th the perceptual, cognltlve, and effectlngﬁphase,

'instruepional technology has tended—tc\fulfill the §Eimulus

and display phase;l rather than fulfilling evaluative

'feedback“and learner's self-regulatory actlvxty, much

@

'lnstructlonal medla “has tended to be regulated and manipulated

by someone else. E

o4

L At R A S >t
&Y -

‘evaluatlve feedback to the learner As Kenya -adopts

lc R Carpenter "A Constructlve Crlthue of




i instrqctional technology there w1ll be as need for re—'

;examihing the role of medla dns teachlng. ‘, d' FERAErTy

There lS a’ shlft not only in emphas1z1ng learnlng (ec

theory but also toward anslnstructlonal systems deslgn

e

”jlﬁbased on; expllc1tly stated teachlng/learnlng, lnstructlng - Y

”e cllmate of a classroom is also
e important”if the quality of 1nstruct10n*1s to be enhanced;

f‘jIn v1ew of thls Shlft “of empha51s, KEnya needs to- deve10p

‘iiorellable 1nd1ces of student and teacher performance.-}The'

€

development of such lndlces could con the growth

s

" e

of the much needed professlonallsm of- teachers.‘ Aslde ; ,“

STaAT ,f from the 1nd1ces, perhaps medla can enhance the teachers

. v
QR g3

[N B professlonallsm just as medlcal profe551onallsm is enhanced

by its: tools of trade.‘

Another concern is related t’_the new emphasxs on

the need for a teachlng theory" : thls 1s the Shlft
. e
of emphasls from the 1nstructor to the emphasxs about

“the learner and what he needs. ThlS is coupled w1th a"

.»shaft of emphas;s from mass 1nstructlon to 1nd1v1duallzed

; -nstructlon. Thls Shlft is- more cruclal as lt becomes more

lW C. Melerhenry, “Medla and Educatlonal Innovatlon,"
: 25p.  the paper by: Truman Pierce {Lincolnz Unaver51ty of
Nebraska,,ExtenSLOn‘Dlylslon, U.N. P., 1964) ISR e
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recognized that Kenya's learners do differrin terms of

. motivation, social,cgltural background, occupational
choice, théir basic skills, and individual characteristics.
To'satisfy the learner’s individuality and best help him
acteaiize himself, there should be greater stress in
stating the kind of behaviour that a learner should exhibit_
after being instructed. The_individualisation of instruction
reéﬁiree explicit statement of resultant behaviour of the
learner. Nonetheless, the statement of 6bjectives is not

——

complete in 1tself unless a learner hasi ns. of

'kncwing whether he has achieved what he set out or was

expected to do.

This leads to another concern advanced by cybernetic
scholars who are calling for some means of assuring the
3 s ) - /\ » 3 ) » '
provision of feedbdck and the learner's ability to exercise
~s control over his own responses .in relation to his own

had g

o . - 1 . .
environment. It now has become evident to cybernetic
scholars that feedback regulation of behaviour is a central

factor in learning. There is, therefore, a need for

! dssigning a learning and training situation to enhance

: lAn evaluation of cybernetic principles and their
. f relationship to learning is contained in Cybernetic Principles

S Lo of Learning and Educational Deslqn by Karl U. Smith and 4
Margaret Foitz Smith (New York Holt Rinehart and Winston

Inc., 1966). L ~_

S
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the learner's ability to control his own pattern of learning
‘behavioural response. This becomes more and more necessary

. in individualised instruction., Other aﬁthors have called
for greater flexibility for an individual student's own
débision in terms of when, where, what and_how he approaches”
his own learning task.l
Perhapsnth greatest concern in our time is the
ﬂinability to decide on whethgr the role of instructior is

to impart- factual knowledge or to impart concepts and modes

oE_learning. It is being asked-whet} hing facts is

" more important than teaching how to get the facts. 1In
" other words, is the role of a mathematics teacher one of
teaching facts or mathematics to his pupils, or is it cne

of teaching them the skills of a mathematician and hence

' — .
the process of becoming a mathematician? Historians, or

’

social studies teachers are-also preoccupied with impartiqg
the skills of gooa citizenship, and thus they are calling
" for inguiry skills. It is thus evident that the emphasis

" /' is more on the skills or tools of a‘scholar than the facts

he receives from someone else. This presupposes an information

o -

P N A precise statement on flexibility in environment
S and-strategies for learning is contained in J. L. Trump and
D. Baynham, Fdcus on Change, Guide To Better Schools
(Chicago: Rand McNally & Co., Second Printing, 1961).

o . oo . f X -
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retrieval centre from where learners can get the

nécessary information. Such a centre does not ekist

in Kenya. How can Kenya incorporate inquiry skills in
;'her instructional process without effective information

gathéring, classific§tion, coding; storage and retrieQal

system?

Whatever course of action is decided on, there is

a need to re-educate Kenyan teachers in the matter of
. <

Juaking a judicious decision of what and when to teach,
how and where to teach? This»judiciouggdﬁgﬁﬁgon«ds needed
as a basis for gauging concepts and skills which result.

Teachers also need to develop a criteria which show when

. .

the individual learner has mastered what he is learning.
Because there is so much knowledge to be transmitted
’\ - . .
to learners, educators elsewhere (as would soon be in' Kenya)
- . : have wondered whether to use multimedia presentations
had
or single channel‘presentation.l There is disagreement on
whether effective teaching/learning could be dccomplished

through flooding the learner with information through

similtaneous multiple presentation or presenting information

i

lAn excellent reassessment of the process is made by

Robert ‘M. W. Travers, in Research and Theory*Related to
4 Audiovisual Information Transmission, Revised Ed., U. S. .
- ‘Department of Health, Education and Welfare, 1967, pp. 88-117.
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o

at a relatively slow rate through one sensory channel.
T

EY

There is also disagreement on whe£her to utilize techno-
logical facilities al&né with or in place of teachers!’
face-to-face relatiogship with theirkpupilsl This dilemma
and the decisions to flood the learner or not, to use
multimedia or single media presentatign or not needs

further éxperimentafion and research. There is a need for

" a framework within which these could be experimented

within the developing countries. V

; Teachers in Kenya also wi%l nee%wggéggiprgééred ?0'
cope with the new instruc;;onal modes creaﬁéd by the attempt

to -deal or cope with these concerns. As the socdio-ekistic

problems and those felateg to the knowledge inc;ease have
precipitated into ignorance and instructional problems,
they-have also critically affected tﬁg—ééacher;l so much
so:that his'role_in Ken?a may have to change gradually.
If he hagufo cope with the new and future instructional

' situétioks and’ demands, the teacher'; role must change
from thé traditional role of imparting knowledge tg the new

rplé of imparting skills and fostering abilities that help

lAn evaluation of the teacher’s role and dilemma is
contained in H. Schueler et al., Teacher Education and New
Media, Washington, D.C. A.A.C.T.E. and Lesslie J. Briggs.
et al., Instruction Media, Monograph No. 2, American.
Institute for Research.
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~ S i the learner to becone what he aspires to be The learner
,
{ needs new modes of 1nstruct10n if he ‘has to cope thh the

rate of 1nformatlon increase. . Moreover, the teacher will

no_longer be the only source of;knowleégé,'for soon, there

" may. be many morg.libraries, educated and informed parents,

and other sgurces from which the learnér gets this - -
knowledge such &s television and radio. The growing

[ - K abundance of sources and means of 1nformat10n~transm1551on - s

'w channels or systems means that the teacher w1ll no longer

';‘»’ o be the only and necessary souxce of nel

», o

k o V knowledge. a” '

o L i ¢ .
o o o Teachers have not only to learngsto develop a

'«,‘ -

Judlc10us ablllty of decrdlng well in advance what the . -
1nd1v1dual learner wants‘to be able to do and the behaviour
S —N .
L Tor skills’the learner needs, but teachers also must clarify
L ’T what they.wantAthe learner to develop. The-teachers‘also
need to be equlpped with the alternative waYs of prov1d1ng
lnstruction, they should also strlve to create the most con-

duc1ve environment in which the 1ndiv1dualised 1nstructlonal

p—ocess could be ‘carried on These decisions not only -,

SRR NN
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call for a high diaghbstéc skill in the teacher, but ;i;o
call‘for a careful understanding of thé learner}s needs,
backgréund aﬁﬁ his personality as an individpél. As. of

now, teachers are not prepared to cope with the resulting

) 'l
technological innovations. -

"The teacher of tomorrow.will, and must become an

effective~pléﬁner and manager of learning facilities and

environments conducive to effective self- and individualised
instruction and learning. If the learner has to be

independent,  and the teacher's role becémﬁﬁéﬁﬁ&t of

ntééching thé

teéphersﬁ future role will be those of teachingfthe learner

in the use of books, the -library, and information storage

systems, such as microfilms and the machines that- go with

A .
them. There is, therefore, a need for an institution which

will plan for and help the practising teachers to cope with

hat

the growing and changing instructional demands.
In summation, there are widespread differences as

to what media can and cannot do. Neither is the question

B -
-

about what a "live" teacher does and what “machines” can

learner the tools of becomingAa scholar, then the




do resolved. 1In Qiew of the realization of the
"individuality" of leérners, it‘is not vet resolved
,as‘té what éonétitutés this individualityf In view of the =
growing d;mands made on the teacher, theré is a need for
a ;ystem'whiéh would helg the téachér.éomply with these
demands. Even though most of the instructional problems
discussed in this section are prevalent also in developed

countries, Kenya especially needs to be in a position to

handle these problems. it

. W 3 v < B
Material Content and Cultural vnsiderations

<
The preparation of educational materials for use

"in Kenyan schools should, while beingzprepaféd by Kenyans,

take intd consideration KEnyan.social cultural variables.
- §

The material should also take intﬁ“aacount those cultural

[N

a§plratlons reflected in the curriculim content.
© T The teachlng of social studies in Kénya s primary
schools aims at stimulating“in the child an interest in

and an understanding of mars development. . .his customs

. and traditions, his way of living, his relationship with

hls nelghbours nt Moreover, ‘sessional paper number 10,

) Pr arz School Syllabus, Ministry of Educatlon,
1967, Government Printer, Nairobi, 1966, p. 10l.
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tp which- reference was made éar;ier,l sought to draw on'
the best African traditioms as a pnincipal.condition of
development. In view of these a}ms; educatiénai materials
should refiect Kenyan customs and traditions if they are
to be used in Kenyan schools. : ~

As of 1967 there was no local educatiopal filmé
production unit, and neither was there an organization
doncerned with the integration of the best of Kenya's

) P . . . 2
cultural traditions, into educational materials.

.

. . Most ‘of the fihnsandnaterialﬁgpﬁggagn.schoolg.‘

were made outside Kenya for general educational purpose,

and not for a specific instructional purpose.’

.

Moreover, Kenya has different communities with
different cultural practices that are worth communicating
- . . e TN Ll
to other Kenyans. This sharing of communal cultural heritage
is erucial if the concept of.a Kenyan culture is to develop.
'-'.'
The communal cultural exposure can and could begin in the

classroom. There is need for a means of bringing a variety

of cultural.practices (cultural permeation) to other

. communities. One way of doing this is the local production

- TAfrican Socialism and Its Application to Planning
in Kenya, op. cit. . N )

B . 2There is nonetheless, the Curriculum Development and
Research Center . (CDRD) which by 1967 yas prjmarily manned
Americans and Bréggshz wgthha %Enyan eaa i'¥11<=_\Ce%t;rgqs we?g
“more concerned with reading matexial, than production of
~.audiovisual material. There is then the Kenya Film Unit,
which"is concerned with the production of publicity public -
~relations films, other then educational material for classroom
use. :
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of "cultural heritage" films based on different ethnic

groups' cultural norms. How could Kenya develop and
v i -

transmit a cultural heritage when'the materials' used

- incorporate no inherent Kenya culture? How_ could Kenya

I Ll .
develop a national culture when the different social

groups have no opportunity for sharing their cultural
«

experience with the rest of Kenya?

“w.” . In summation, the £ilms, slides and other educational

.materials prepared abroad have not been mindful of the

social cultural variables reflected in ﬁgﬁ§§s§§ﬁoél éurriqulum.

The existing cultural and group isolation in Kenya could ’

be a hindrance to the creation of one national cultural

heritage. Much as it is & hindrance to the qugtion of a

g

‘national cultural solidarity, the isolation creates

e -
cultural deprivation. National unity can only be forged

when the various ethnic groups in Kenya are presented with
Y . N

aﬁ“accurateAportrayal_of what their fellow Kenyans are doing.

Besides, the content of most éxisting films, filmstrips,

and other programmes is incompatiblé with Kenya's cultural

aépiration. There is; therefore a need for Kenya to utilize
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media to teach Kenyans about other Kenyans.

Media Administration, Technical and
Economic Considerationsl

(a) Media Selection Problems

The increasing abundance apd sophistication of
instructional media ébuld make it increasingly difficult
for Kenyans to know which system-to buy or use. Besides,

ﬁbs; of the equipment is designed and produced by people
! D

who are not engaged in the day-to—day process of instruction.

" The abundance and increase“of sophistication _could leave “

- e
the Kenyan teacher so overwhelmed that his“inability to

select and operate the new media could, in most.cases, lead

to‘his reluctance to use the new media at all. “The fact

that the teacher would not be party to the design and pro-

duction of the equipment may make himview the equipment
as originating from the:outside, and this could in the future
account for resistance to using it. A teachér not only

has ﬁo'decide what to use, why, when,” how and for whom,

but he has to learn to operate with constantly changing

equipment. The local instructional media coordinator is

‘mumvlThiéwinformatioh is. based on the author's experience
as media centre-director.  He often received inguiries from.

interested schools’ and institutions-about what equipment to
i buy. " In determining the equipment to buy, the author could

not-find in-Kenya, a consumer, report or a media index with

" facts“and figures like what ohe could get in the U.S.A.
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al%o faced With the problems of what to buy, why and
where to bpy the media or‘equipﬁent. There is an explicit
lack of knowledée on what different equipment will do,
and the circumstances under which they will operate. Theré
is né clear'knowledge of the eff%éiency and eff;ctiveness
of the pieces of equipment. The coordinator's decision has

been, by and large, dependent on the evaluation and

persuasive techniques of the salesman who, in most cases,

~wés interested in selling his commodity.

While the coo;dinatof in a devégggggsggﬁﬂ;ry is ’
challenged by the abundance and increasing sophistication
of}mediaf the coordinator in a developingvcounﬁry such as
Kenya is challenged by lack of variety in the equipment

- that is on the markét. .In Kéﬁya, t@g_ggly overhead
projectors on the market were either Bell and Howell or
BM.l‘ Thg;range of- 16 . projéctors available includes

A

. e |, .
only Bell and Howell, Kodak and perhaps R.C.A. to a small

extent, and practicélly no lécally based instructional -

" £ilm producers.

“This was the case as of 1967, Aug. The author
.‘came to this conclusion on' the basis of .a visit and survey"
he'made during a Kenyan Trade. and Agricultural fair in August
1966. This was followed by a survey into the Capital City

;;_(Nai;obi) 1967 made for the purpose of this study.
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Thus, while teachers and instructional hedia'
coordinators are overwhelmed by‘the abundance and
sophisticatioh 6f the new instructional media, their
counterparts in Kenya could be overwhelmed by the scarcity
and bgsoleteness of some of the equipment. There is need, .
therefore, for developing some guiding criteria of media
selection either for classroom use or for purchasé. Such

guidelinés will not only help the practitioners in deciding

.on the right material for use where and when it is needed

but also in the kind of adjustmient to méﬁ?éaﬁzﬁfdér to
Id

make it suitable for local use.

(b)’  Economic Considerations

Most instructional media equipment that is produced
commercially is tailored to the econcfild capacities of

countries producing it. It is manufactured to operate in

special éfvironment within the countries of origin. This

environmental tailoring include such components as electrical
systems. -In Kenya for example, it is necessary for electrical

appliances to be wireéd for 220-240 volts, and operate at

50 cycles, It is cumbersome for Kenya to import eguipment

; - ‘::’; { ) . \,//’# S
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from elsewheré like the United Stétes‘of Anerica where
electricai;appliances operate on 110 volts. Importing
equipment from other parts of the’world not only involves
extra cogts of a transformer or rewifiné the appliance,
bu; also it means .that fhe rooms where equipmen£ is éo

be used must be adapted for them. This adaptation of

1
rooms costs money as well.

hd .

Audiovisual aids produced commercially are expensive.

fhis cost is.increased even more by.gustoms duty ané by
any local faxes that might be imposéé*ggééa%he§ are
shipped to new areas. Developing countries which already
lare spénding a large portion of their entire:national
budgets onweducation programmes cannot afford to spend
tﬁeir entire educétion budgets on audiovisual materials'

— .
adaptation alone.

. Instfuctioqgl technéloé? requires a new and
‘appropriate environment. Adﬁption or adaptation of imported
~instrﬁctional aids will dictate a remodeling of ex;sting
yéphésl fgciliﬁie;. Moreover, tﬂeré“is insufficient personnel

to plan for adaptation and adoption 6f programmes as well

lAs an AV Centre Director, the author often found

- - .himself in the problem of thisg nature. Most of the equip= -
‘ment that came to the Kenya Institute of Administration

came from the U.S.A. 1In some cases the équipment had to
“"be rewired at an extra cost. : o
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as advising on the remodeling of learning spaces; training
such personnel could cost quite a lot of money to the
governméﬁﬁsmaf'develo@lhg countries.
When teachers and schools administrators are
unenthusiastic about using audiovisual equipment, it may
not only be because they don't know how to operate it, but

also because they find the material and equipment too
-;xpehsive. Their lack of enthusiasm is their defense
mecpénism response té the high costs and their own inability
to operate it.+ Most equipment‘sften?,’rx\ & £6r use with ‘
‘other material that goés with it, e.g., the laﬁgﬁage
Llaboratory requires language tapes to be useé; 16 mm.
projectors require l6 mm. film#; slide and filmstrip
projectors require slides and filmstrips with a content
. . ) - :
r@flecting local needs. The purchase of current saqftware
to go with the hardware involves not only cultural
- . .

incompatibility of their contgnt with the cultural norms

of the social system, but also involves great costs of

é&optioh and perhaps conflict with copyright laws. It

\ié no wonder that in most of the developing countries,. ..

F)
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there is equibment without appropriate sgftware to go.
with it. vKénya is no exception;

Moreover,“begause most of thé software'hés to be
updated once in a while it is clear that the méterial used
in d;véloping and underdeveloped countries may bé either
out-of~date of q?séleté because of the expense factor.

The equipment is often sold by an agency that
N A
R,

offers no maintenance service and the partédgg?\this

.

equipment take a long time to come. Meanwhile, the ruined
madd

equipment does not function any moré aﬁﬁ¢5§ﬁ§§?eﬁas up -
Vs

) . . P -
in the storage rooms, yet another "white elephant," for
o . .

the school. )
Throughout the course of this study, it became

increasingly evident that the reluctance of school systems
. — R i

or training institutions to use audiovisual equipment could

- 'not only be a product of the high costs involved in buying

-

any single piece of equipment, but that the equipment

Ad
could be too sophisticated, and unconventional. In covering
for their own ignorance about its dberatibn, the tendency

cdould be rationalized by blaming the high costs. To put




;. 100
it succinctly, Kenyan educators could be afraid of changing

to the unconventional and thus unknown. And the few educgtors

. 1
who have bought; audiovisual equipment could find it

difficult to get the software that would be used with the

equipment. .

There are not many people available to advise and -~

report their experiences on the costing and use of media.

A need exists for a centre which not only will supply

" the necesgary information on cost analysis, but also one

o

which will help in updating the“méteria’%‘étibn of . .-
eqﬁipment, énd if necesséry, the productioﬁ of the software.
Thé cenpre will need to coordinate its acti&itiés with the
overseas_producers in the-production of material that is

.

functional on &' cross-cultural basis. This collaborative -
~N

‘arrangement will minimize the high costs involved in the

. »

purchase of imported goods and ‘theréfore make it easier for
T .

the poorer local school systems to afford instructional media.
Besides minimizing the éosts of the equipment, the

centre will have to-minimize the apathy by restoring the

~ customer's cénfidence in the use of the equipment, perhaps
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by demonstrating that the sophiistication is only apparent

and by incouraging a positive attitude toward the use of .

media.

(c) Procurement-Time Factor
Very often the few schools that do utilize media
have had to wait for a very long time before their media

or equipment comes once it .is purchased. So do they have

to wait a long time before any spare part that might be

- needed comes. When the spare part fails to tury up, the -

-

. 3 P -
equipment ends up in the storage room, andv§§us adds to
the growing collection of "white elephants." The crisis
is.thus one of time wasting between the actual purchase

of equipment and its deliQery and utilization. In somg

cases there is no ohe to demonstrate its utilization.

There iéffhus a-need-for rapid procurement-of both the

equipmeng with its parts and the relevant media or software

.that goes with.it. o :

In Kenya- (as of 1967) like any other place, there

is'a competition of interests. A competition exists among
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the.followinQ: the so-called National Audiovisual Centre
housed in the Min?st;y 'of Health's premises at Kenyatta
Na%ional Hospital; the Ministry of Agriculture and Animal
Husb;ndry'é Audiovisual Services housed in a tempo;ary
?uild;ng on the National Agricuitufal Laboratories premises;
the growing collection of audiqvisual eguipment and soft-
ware by the Ministry Cooperative aﬁd Social Sérvice's

Department of Community Development (though they have not

" established any department or office for this); the Kenya

e~

St'cefitre, and

s

Institute of Administration's dudiovisudEa
e

the Ministry of Education's visual aid centre advocated

by the Science Teachers.College. All these aim at one
objective: the improvement of instructional ahd/or

training process. They’§£g“§hus likely to purchase similar
- T —_ . .

e

equipment at varying costs. This means that instead of

bufing one piece o%~equipment,’the government indirectly .

buys many, depending on the social units operating the

.separate facilities.

This separation of facilities is an expensive -

,ékeréise; it amounts to duplication of eguipment, personnel
. 3

Ny

i,!"'"
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*

and ‘effort that any developing or undefhevelépeq country
s _cannot afford.. In some cases, the separation”Bf services

18ads into uﬁder—ut;lization as well as over-utilization

of personnel and equipment. For exampie, while the Ministry
% . <, - .

of Agriculture's facilities were under-utilized, those of

the Ministry of’ Health were -over—ttilized to6 such an
extent that they were incapable of meeting their customers'

oo

time schzdule, in which cése they developed a policy of

’ . .
. giving the first briority to orders of their own Ministry
el ] 4 §
o S R ;
- and related departments. This meant th her ministries -
‘(‘ . were served even though this centre had been conceived as

serving the national interest. a

The audiovisual’centre at the Kenya Institute of

Administration devotes itself tovserving the needs of the

B

‘Instiftute. Although it is the only .centre with qualified

" personnel in audiovisual.techhiques, the personnel cannot
;.personne. e :

be ‘used for the benefit of other institutions because

;ofméhéESepanationzpoiicies develoéed'by”the~sepa;ate =

_dnstitutions.




. ) L ) : 104
Mention also sﬂould‘be made of the film estaﬁlish-
ment of fhe Ministry ofr;nformation and Broadcasting:'
Though the bulk of their films are for information and
propaganda éﬁrp&ées; one would have tﬁsught that their
pﬂétographic and film experts could be utilized to produce
educ;tionai énd instructional films. '

Thus there is need for céordination of effort and

activities to reduce the production costs and to use

effectively the existing talents that might otherwise be
~under-utilized in separate service dEﬁ%ﬁS??‘ =

Sepération is a temptation that befalls any young

o country, and Kenya has not been an exception. These

separate service centres have developed an effective.’
resistance to the creation of any institution that would
. - ) . ;
organize audiovisual services on a national basis. The
more the resistance grows, the greater the recurrent

-
costs of running the separate facilities and the lower
the calibre of work produced.

Indeed; the advantages of integration of services

in_a National Audiovisual Centre not only involve minimising
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costé,‘but,.as the draft paper for the Development
Committee noted, effect a

full utilization of profesSsional staff and expensive
equipment, [so] -there is the added factor that-many

of the visual aids designed and-tested by the National
Visual Aids Centre at request of a particular ministry
could be used with-or without modlflcatlon by varlety
of teaching institutions.

“
Further, Mr. Prosser (the adviser on social
‘development) had warned that:

It would be a mistake ta éet'up two separate
institutions for visual aids. . .[as]. . .

often the material constructed on one sid an .,

be used on the other without slight a‘ﬁ%ﬁgon. «
There is therefore, a need for an institution to coordinate
-the purchase and utilization of instructional media and

equipment.

(e) Technical Aids and
Local Politics -

Technical aid hae its own pros and cons. While'it
accelerateg thelsolution of a problem on the here-and-now
(basis, it typically does not address itself to future
>problems. Thus, thle a section of audiovisual services

nﬁght be set up in the Ministry of Agriculture and Animal

\

lDraft “?or Development Committee Paper, MNational
Vlsual Aids Centre,“ 23/1. Treasury.

- 2In an 1nterdepartmental note No. DV, 65/9/04
- 14th April, 1965.
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Husbandry to help in Aéricultural ektensien now, we
cannot predict with certainty what the future of such a
centre would be, particularly if the sophistication of
the eguipment is not matched by sophisticated local
experts.l The search*for‘such a‘lecal persoﬁ often

perpetuates the foreign experts stay.2 -In some cases,

there are instances where the expert makes the decision-

makers believe that?}here is no local counterpart capable

.of £illing his post, thus perpetuating kris stay.

Another problem related to techéf?gﬁzgfd 1s the
manlpulatlon of the receiver by the donor, in such a way
that the recelvef buys only the equipment manufactured by
the dorfor country as well as bringing the maintenance
service personnel. In Kenya, for exegg&e,‘there is
eudiobisual equipment which originated in the U.S.A.,-
No;dic(cqutries, France, Germahy, and lately Russia.

Thus, Kenya had no choice of what to buy.

lIn sierra-Leone for example, at_the-departure'of
Indiana ‘University technicians, the ‘centre that they had
built almost failed due to a lack of technicians of .com- \
parable skllls. PR

The USAID Audiovisual project with the Ministry

of Agriculture in Kenya has had a problem of finding a
local ‘expert to replace the USAID'technician. There has
therefore a prolonged dependence on the USAID expert for
more. than it had been ant1c1pated by both USAID and Kenya

'Government
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When one has a collection and cluster of equipment
which originated in different countries, their maintenance

service is problematic. It means that one has to arrange

for the purchase of spare parts as well as provide

technicians to maintain the equipment from all over the

globe. The cost could be so great that the enthusiasm for

technical equipment fades. Moreover, because there is so
P
-

much time spent in waiting for a spare part to arrive

from the various parts of the world, the enthusiasm for
o

a . their use is diminished. : 5*2*533@~ -
3 With the various equipment originating from many
countries as far afield as U.S.S.R., some European countries

" and the U.S.A., it is difficult to trace the origin of

some of this equipment as the donors of the equipment may
~
have terminated their technical aid programmes many years

earlier. Experience shows that when the donor country

bt N

goes, so does the knowledge of operation and maintenance

s -0f-thelr. equipment. When kn ledge of operation and main-
tenance of equipment is gone, so goes its utilization.

This inteng}fies the problem of crisis to which the
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equipment was addressed. If the problem is seen to
v :

increasé,'the social system tends to generalize from

this single incident that all the audiovisual facilities
:do not help solve the problem. The need for a local
institution to pick the -thread and transfer this single

negative experience into many more positive useful

experiences can not be understated.

e

Thefe is, therefore, the need for a local institution
which not only would advise on what eguipment should be
donated but also how the eguipment will béﬁ§§g§§%5dj'
Furthermore, such an institution would not only look
into;currency restriciion, but also-trade problemé. The
institution would also address itself to the future state

of audiovisual services and functions initiated by the
-

technical aid programme.

.

It was not the intention ‘of this chapter to give
- o

an impression that problems, concerns or .crises facing

' educational planners, instructional systems designers,
teachers and any other media utilizers and coordinators

. - are exclusively what has been identified: rather the
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intention was to demonstrate the wide nathre of ythose
factors which might dictate the need for the instifution

being proposed. .Insofar as these factors that have been

“identified serve as a means of directing the attention of

the proposed institution and therefore determine its
| - R

strategy and- process of developing and promoting an audio-

visual programme they are a necessary approach to 1nstltutlon‘

building. 'Becausewthey are Fhe most appropriate -indicators

_of the institution's doctrine and objectives, they provide-

' T Anprite Pites ¢ i
a basgis for the institution’'s input-acti oﬁtput model

to be discussed.

. In summation, it is evident that Kenya, ,like other

developing countries, facés a variety of educational

problems. Ranging from media administratién and technical
. /‘_‘\ ».

problems, the social, cultural and ekistic problems

reflect-gya need for 'providing Qualitative instruction; the
- .

need to. deal with teachef attrition, and the teacher's

‘ 1nab111ty to cope w1th changlng demands; the need to

deal wlth all forms of kncwledge gaps, and the problem of

extendlng learnlng fac111t1es to all KEnyans wherever they
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may'be.” Further, there is the great neéd té deal with
v T iliiteracQ; the need to extend educatibn to those wyho
* never had aﬁ opportunity; the need ﬁo.prom6£é>cul£hraln
.permeation to create a Kenyan cultural héritage;“ and,
,abo;e all, the need to facilitate language tgaching.
Other countries havé had similar needs andrhave adquately_
met them through the use of instructional technology.
T;ese‘neéds point to the existence of a discre§éncy between
the aspired state.and what is; and the need for an
effective means'bf dealing with them i ﬁrv'iscrepsncy'A
i s . is to be avoided. Experience frém other éountries show

. . .
that such means could be an organized audiovisual programme.

Input-Act{vity—Output Model

Arising from the problem amalysis is the need for
> . a progfamme or institution which would respond to. these
Lot needs. FPor effective response to these needs, an input-

activity-output model is-developed (Figure 2) as a guide.

For the purpose of this analysis, an input is defined hs

any request or demand that a social system or the environment

e . i M

makes -on the institution. In the context of the problems
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discussed in the preceding pages, the input-might include N
a request for better instructional systems design to cope
with problems of individualised instruction, teacher

-n—ghortage, population increase, the nmigration from rural to
urban areas and vice versa, or teacher instruction in the

utilization of media. Activities are incorporated in the

strategy that the institution develops in response to the

hed

challenge from the customer-client. With respect to
insﬁructional’prohlems, the institution's activity might
be designing instructional systems, traiﬁﬁﬁﬁ%;s&thérs in
utilization of technology, innovating and diffusing new
ideés,~producing instructional materials, consuléation

- facilities, research activities, etc.

Y
N

Outputs are defined as the actiyvities that the
: . N
institution has done or items it has produced to meet |

the needs of the client-customer system. These include
a3

items such as installing computers to receive, store,

retrieve and transmit information; training teachers and

R ‘
instructors in the selection and utilization of media or

. i - technology; conducting research, etc.
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[y

On the basis of Kenya's problem-énalysis in this

chapter, the inpuﬁ into the institution might be demands

or expressed need for facilities f6r>the following:

a.

e

To .these demands, the institution might envisage

. Convenient and quick information or

kriowledge acquisition, storage, retrieval,

transmission or dissemination. “

Instructional systems design, instructional
technology planning, development and -

promotion. L

113

Instruction and training in medid selection

and use.

Equipment maintenance and price appraisal
criteria. T -
Research, development and planning activities.

. —
Innovation and diffusion of innovation to.

facilitate change.

pertinent activities (converéion functions) aimed at dealing

with these requests. These mighﬁ be broadly stated as:

h
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Storage and circulation activities for kﬁowled@e,

information and equipment. ’ .

Production activities.

# . . e
Research, development, and evaluation activities.

Training, instruction, advice, and consultation

activities.
Equipment maintenance activities,

Innovation diffusion activities--publication
activities for professional journals, news-

letters, and memos, etc. Conferences, work-
o

shops and demonstration sess%esﬁﬁﬁﬁ&c.J- o

Va

With these areas of activity stipulated,‘the

a.

- institution will now come out with the following services:

Séme kind of clearing house established to
handle knowledge and information, thus bridg;ﬁg
the gap among researchers and practitioners,

centres of knowledge in developed countries

_and those of developiﬁg and underdeveloped

countries, member government department,
ministries, institutions and any other social

units.




Locally made or adapted instructional

materials such as movie films, slides
and filmstrips, video and magnetic tapes,
and any other graphic materials that are in

demand.

Advice and;coﬁsultation-expertise in the
provision of inﬁormation on new architectural
designs for better learning.spaces for schools
of the present and the future, appropriate
technological appliances either adopted,
adapted or locally made. Coordinate
ingtructional systems plann 12&;*&?&1‘9:1 ing
and promotion. Develop media purghase,
selection and utilization criteria.

Innovations, and innovation dissemination
activities carried out through professional
publications, newslettérs, memos, workshops,
and demonstration sessions,.conferences and
any other contacts that the institution makes

to effect its ipnovative and diffusive thrust.

Storing and loaning, either on a permanent or

temporary basis, of equipment. This calls for

an inventory of all equipment within the country.

The institution should see to it that the

equipment.is mechanically maintained so that

" it can be used whenevér needed:
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Storing and lending-sofrware such as

"films, slides, video, and magnetic tapes,

radio-telecast materials, microfilms, etc.
This will require established media library

facilities.

Trained, instructed and well-gualified
personnel who will both utilize and operate
the equipment and material.that the centre
pm@&&Tmmwemmamsmdmwu&

assistants to conduct follow-up studies.

A trained development team to be responsible

for translating into action;egkgéa;esLand
research findings.

‘Evaluatien and follow-up studies to-help

determine the future trends and needs or

studies leading to modification of material

- being tried in the field.

Operation of pure, appliggﬁsnd development-
research acfivity; and thus creating a céntre
of: ’

i. Research information where éll'those
involved in research activities can
obtain bibliographical,ipfbrmation, as
well as depositing their‘findingsvfor

‘practitioners.
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ii. Planning and conducting surveys, .
evaluation and experimental studies in

. : instructional processes and syétems,
appropriateness and relevancy of
instructionél material and equipment,
and the extent to which 6bjectives are

net.

© iii. Coordinating all research activities
locally as well as working with outside
agencies that might require local

cooperation in research.
-

3 , e ¢ <y -
iv. Working with‘practitlbgggé 5 planning, -
( g ' developing and trying out instructional
strategies and systems for specific

curriculum they develop. -

v. Interpreting, evaluating, and reporting

research reports from other sources.
g ——

vi. Studying to improve, or offer alternative
instructional systems, and strategies.
- s , .
From this analysis, it is evident that demands and
- —
requests put to the institution are a product of the perception

of a crisis or a problem, and that these requests determine

the number of sub-systems or departments that an institution
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objectives."

1

‘has to-set up.

{
gt

118

It is equally true that, without the

inputs, :the institution cannot justify its continued e )
existence, and neither will it be able to create,th§§;;£*5§’7

activities or departments.
.

crisis perception enables the deveiopment'of prototype
¥

It is similarly true that

media institution based on "institutional purposes and,
The lnstltutlon is not, and should not be,

a closed system. Becduse it is based on specific purposes

;and objectives, it.remains in contact with the environment

o~

and/or the social system. The ihstituﬁigﬁugggggfsf'ahd
o L S

is ‘affected by, the social system and/or environment.
It is affected by the environment;s‘inguts (in terms. of .
"
requests from and,reactlons to the institutidn's 1nnovatlons,

or responses to specific requests). The media 1nst1tutlon
- /\

affects the environment.by its outputs (in terms of its

1nnovatlons being dlffused, or ‘the resgonses to the environ- .
«"...
ment s requests or 1nputs into the lnstltutlonal system)
S
As the’ 1nst1tutlon affects the env1ronment it gathers

)f

«‘information-about the effect of its innovation on the -

" ‘environment.

jv»" S L — . >
This information is then fed back (input)
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nto the insti?uﬁioﬁ, and with it, the inétitution then
teers ~%ts future operation towards éttaining external
gquilibrium. The institution thus.is built on an effective
eedbagksystem.

‘This chapter sbught to: (ai put the conceptual
odel of change, especially, cri;ié'awareness as a prelude
o c?ange, in the perspéctive'of Kenya by  (b) analysing

. ¥
he problems and the various discrepancies that exist in

enya as a means of (¢} sensitizing, KEnyans#to instructional

roblems to be considered by Keﬁyan eduég§?§§§ugbaiicy—
akers, instructiongi systems designers, media programme
laﬁners, and thus‘'(d) crgate a need for a National.
udibvisual Centre. The ciapter discusseé problems

manating from ekistic and demographic_considerations,

nstructional considerations, media administration and

écﬁnicalwgonsiderations, and‘finally, cultural and politic¢al -

onsiderations. From these problems or need considerations
n input-activity-output model has been suggested. Put
ore precisely the chapter demonstrated why Kenya needs.

national educational media resource centre.

-

¥
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SURVEYING AVAILABLE FACILITIES
»

Rationale

.

2 Surveying available facilities~as a prelude to the
ptfoduction.of an audiovisual‘programme is inherent in
he cahceptuél model of a'planned change phenomenon; It
s also implicit in Lippit‘svforces towards a changing

1 } . - s
rocess. In the conceptual model, the ptgggg§§g§~under—-

aken as an action aimed at mobilizing available resources. .
t ‘has also been widely used in d variety of ways for a
umber of reasons.

o~y

In Thailand, for example, when the Thai Government
3 . o B .
anted to introduce educational radio, they uséd the survey

f ‘available facilities as an opportunity to: (a) - survey
- o

he needs of the social system and the enviromnments;
b) interview officials and practitioners inh order to-
nderstand local conditions; (c) identify educational

nd .training needs, and (d) £ind out what participahts

: .lRonald Lippit, et al., The Dynamics of Planned
hange. (New. York:. Harcourt, Bracé and World, Inc., 1958),
p. 73-717. ’ :

kS
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in the social system thihk they need from the new services
if offered, and what extra facilities (on top of what the%]

have) they would want to use.l e

Apart from beihg used aéné'means of stock~taking

- and mobilizing internal resourtes, the surveying of

available resources leads to the discwvery of inadeqdaciesf
hence making it easier for the external agent to identify
what needs to fulfill without being redundant. Apart from

the survey serving as a useful means of 1dent1fy1ng

potentlal'subsystems of the larger system, E%é process 1s'

also necessary for facilitating the establlshment of
cgnsultlng relationship” (Lippit) and the collaboration
. B

necesgéfy for identifying the limitations of available

facilities, and determining where tq}ggf and who needs

extra facilities. Besides, during this stage, an opportunity

"for the "examination of alternative solutions" (Lippit)
e

in terms of what to use to avert a problem is maximized.
% .

Diagnostically, surveying available facilities also

offers an opportunity for clarifying the source of failure

. in the social system's existing efforts to the solution of

lelbur Schramm, et al,, The New Media: Memo to
Educatlonal Planners (Parls, UNESCO. iigPp, 1967), P- 33,
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.Ehe problem. To facllltate an effective” dlagnostlc survey-

of“avallable facllltles the following points are also‘;

Whether there is appropriate distribution

of power and resoﬁrces, and whether the

distribution is too .diffuse .or too centralized.

" Whether productive efiergy, skills and

available resources are utilized or blocked.

Whether there is an open communication
. P

between the subparts of those owning or

opgrating sepérétezavailabl

ties.

.

Whether there are decision-making and

action-taking skills.

goals for. action.

" Whether there is a clear commitment“to

Whether there is a corresg ndence between

external reallty and the s1tuatlon ,as

percelved by the socxal system.

-~

following pages will seek to put this rationale

-

‘what-kind ‘of “help-is needed: (b)

in the-perspective of Kenya. A description of available

‘facilities will be made in order tojmaKe decisions related

the direction
N .

e

';Ibld., P

is. 1sq1mpllc1t in the Llpplt Watson .and WEStley
 or1e tati n questlons'

21-48. @




along:which'improvement is desired and ekpected-
(c) max1m121ng the. utlllzatlon of exlstlng faclllt;es~
(a) 1ncorporat1ng the operators of exlstlng facilities

in-the planning and deCLSlon—maklng for the future course
. EcY ' N
of action; (e) what operators of available facilities

or subunits need in terms of llnkages-. and (f) weakness

in the past approaches.

kel

N Available Facilities

’ A stock—taklng of the ava:x.lable fa;%\ltles in |
_REnya, revealed that as of August. 1967, the follow;ng sub~
units of audiovisual services were in opera;ionzl

SE 1. The Health Educdtion Unit,»iS'loca€ZdAat‘_ )
) Kégyetta National Hoepital and is run by the
Ministry of Health. This is probably tﬁe

oldest programme. Starﬁeg‘ln the M;nlstry s
Health Educatlon programme- it has received
FEFSR great deal of aid from USAID and financial
o ‘donations from other Mlnlstrles. It had been
hoped that the centre could serve the enﬁire
goéernment and‘thus it was-designaﬁed ehe

) "Natlonal Audlovlsual Centre.” Eut~due to

: lConta:.ned in the author S.memo T 29/13 to the
—b:inciéaJq—3bnya—Inst&tute—oi—ﬁém&nestfateea, the-Beineipal

£

“had: asked:the author: to.act on the Director of Personnel’s
‘letter AT, 45/65/025 (18) o£:22nd June, and -the. Permanent
fSecretary, Ministry of Economic, Planning ‘and Deve lopment
‘letter EPD 173/01 Oth Jime 1967 asking the Principal-to
kdrawlon the K.I A.- experience and’set up a Natlonal Centre.

L K
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ldack of staff and a commitment to the entire
government service, fhe centre was unable to
meet the reéuests of other ministries. The
centre has since then.seen its role as

primarily serving the Health Educafion Unit.

While'th§ health education unit was functioning,
UNICEF, UNESCO, and USAID were simultaneously
donating equipment to the department of
Community DeVelopment."Despite the numeroﬁs
pieces of equipmenf, it was not clearuas to

how much equipment was held'by this department
as th;y“had no.inventory and go-centraliséd
place to coordinate the utﬁffgégééB'Sf the
equipment. Most of it was scattered throughout

the country.

The Ministry of Information and Bréadcasting

which is- the central government's agency for

mass media, has television and radio production
7 = ~ N

studivs and transmission units. It has £ilm

and>~photographic units and a small-scale

printing outfit. Apart from school broadcasts

- o raqio, this organization remains an agency

for entertainment and information purposes.

.oDEilgﬁpéntly has the University College,
Nairobi, started to use it for adult- study

programmes. -Although this agency is a
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national services agency in }rinciple, in
praéticé, it gives its first priority to ‘
inforiation and broadcasting functions. They.
5e¢ their role as primarily public relations-

and improvement of Kenya's imaée abroad.

The Minis?ry of Agriculture and Animal
Husbandry, in conjunction with the Department

of Cooperafives in the Ministry of Cobperatives'
and Social Services, operates a joint audio-
visual service funded by USAID. Their centre,
wﬂich is located at the National Agricultural
laboratories is by far the ?e?p ‘utilized

of the government 6utfits.k?he cvﬁ%;éihas

several mobile vans equipped with generator,

"film and slide projector. The centre maintains

a film processing unit and simple graphic
material making equipment, Their services
are primarily for agricultural and cooperative

extension work in the canEEy.

The Ministry of Lands and Settlément has a
photographic unit  in%its survey department, - -
specifically for serving the Ministry and any *
premier of the public who wants to buy their

maps.
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6. vThe Police Depagzment of the Ministry
’of Home Affairs has also a photographic
section, primarily for policéf

7. The Kenya Institute of Administration has
an audiovisual céntre which was established
and built under that Kenya Government USAID
contract p;ogramme. Unlike other areas in
the Government, -the audiovisual centre at the
K.I.A. is the only one which is specifically
equipped with equipment ‘for regular classroom

use.

;é’-,' e

8.. The Ministry of Education, on thi cher.hand{_

does not have any ofganized gﬁgﬁgiiéual pro;

*~ gramme. The Ministry has to rely on the‘"viéual

_ aids" lessons that teachers get from inadequately
equipped teacher training institutions.
Nonsghpless; tBere are related institutions
like the'Curriculum~Development Centre that
tries to make visﬁalsalong—;zth reading
materials being prepared for primary

. 1
<, education.

- lIn all-the cases consulted, except Thailand,

almost all the initiative for instructional change comes
not from the Ministry of Education, but from another agency.
In almost all cases, the Ministry of Education is always
the last agency to develop an audiovisual programme. A

‘similar trend is apparent in Kenya.
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A schematic analysis of the four major services

i
i

(Figure 3) indicate that there is no physical structure
large enough to house an institution capable of responding

to the needs cited in Chapter III. ‘It was equally apparent

that there are not enough human resources capable of

handling the sophisticated audiovisual equipment implicit

in the input—-activity-output model. Neither have the
existing facilities been extended to rural areas. Both

television and radio programmes are alméS%ﬁé?Qbaifable

to, and ineffective in, rural schools. Thus, the problems
- M -

as indicated in Chapter III remain unresoi&ed.

-, Problems Encountered

Maintaining separate services and centres could
-
have some advantages and'disadvantages. An analysis of
Kenya's services appear £o- reveal some uncoordinated
effort which could be a waste of resources. For example:

‘a. While it is claimed by the Health Education

Unit that their services are over-utilized,

some of the services like the process cameras,

-
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‘the litho-off set equipment etc, were

not ﬁsgd to their fullest capacity. The
audiovisual centre at the Kenya Institute
of Administration, which was capable of
providing instructiog in the selection and

utilization of media, is also not often used.

b. The quality and quantity of production is
always insufficient: For'this reason, the
HEalth Education Unit.which had been design-
ated a "National" centre wound up serving-

only the Ministry of Health, and particularly

the health education section.

c. In almost all cases, it is difficult to

coordinate and is not easy to have a common

picture of the effect of the-programmes pach

unit organizéd.

d.  The aggregate cost of maintenance and production
is not clear; : since the «&ntres have kept no
record account of expenditure on the programmes

or missions accomplished.
> .

=

e. Most of thém have no gqualified sfaff‘to prepare

and utilize the instructional material.

f£. They have no long range“action'érogramme;

£hey only react when requests were made.




A

“« . e 130
g. They have no record of what is produced,
where it was uSed and its effect. Thus
they lack systematic field testing and
evaluation of the material they produce

and the equipment they use.

" h. The few "experts" that they have are often

-either under-used, over-worked or misplaced.

Attempting to Coordinate

-

- -

in recognition of this expensive and uncoordinated
approach to devéloping an audiovisual proérémme, the Treasury
ofpthe Government of Kenya asked the UNE@QBéééﬁértf'
Alexandér Sﬁgw's advice o$>the organizational problems of
a national audiovisual programme. It was envisaééd that

the separate programs could be coordinated for better

benefit to all‘departments of the government. Shaw's

_—
recommendation reiterated the need for establishing one

natinnal centre on the basis of dntegrating the existing

-

centres, with the exception that the film section would

be -ofganized by the Ministry of Information and Broadcasting.l

lThe Ministry has a £ilm unit, but no "instructional"”
£ilm has ever been produced. Their films still remain
“"public relations.” - .

A
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" UniYersity College, Nairobi, R. C. Prosser (no relation

- : R e 131
& . ’
This need for coordination was also sSupported by
A.R.G. Prosser, the advisor on Social Development to the
Kenya Government, when he noted that "It would be a mistake
to set up separate institutions for visual aids. . .[for]
. . .Ooften ﬁaterial constructed on-one side can be used on

: . . . B 1 .
the other with or without slight alteration.® Besides, the

Director of the Department of Extramural Studies at the

r”

td A.R.G. Prosser) also observed that “There is a good

-

argument for - coordlnatlng all these proq*g&ééx*e nadlo/
telev1510n, cinematography, general adult educatlon techniques,

under one umbrella~—extend1ng traininq\ggcilities on an

East African basis."

The Development Committee in the Treasury: in
response to the recommendation by Alexarder Shaw recognized
that: . - . - .

—~
The advantages of a National Visual Aids Centre
are obvious. As well as the economics that are effected
by the full utilization of professional staff, and
the expensive equipment, there is the added factor
"that many of the Vvisual aids -designed and tested by
the National Visual Aids Centre at the request of a
: particular Ministry could be used with or without

lInﬁ“erdepartmental Memo DV 65/9/54, l4th April, 1965.

2In a Note to Mr, Cox, Adv;sor to the Department
of COmmunlty Development.
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e
modification. . .[besides ensuring]. . .-

uniformity of teaching.
In this papei, fhe Comméttée proposed that the “National
Visual Aids Centre will have twé broad diviéions, one
concerned with formél education, and one concerﬁ;d with
informal education wiéh particular emphasis on design
work." Despite the realization of the éxpenses’involved
. in ruﬁning separate institutions, the Treasury Department
‘and the Development Committee continue to authorize funds
‘which have gone into develoPing‘the same sepdrate

2 e -
institutions that it had discouraged in 196%. There is

¥

either a wrong accounting procedure, or the Kenya Govern-—

ment was not really committed to integrating the audio-

visual programme.

- N
Iessons of Experience

-t

Two ‘factors contributing to the delay in building

~

..an integrated. audiovisual centre were the lack of a fulltime

institution builder and the general lack of commitment to
a national centre. The decisions about it§ building were

made by one Ministry, the Ministry of Economic Planning
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and Development, which is primarily a "service" ministry
which is not supposed to advocate any one thing or
project. The ministries whose separate services the centre

had counted on were not involved from the beginning. There

was therefore no-opportunity to talk it over and get the

whole group committed to integration. At any rate, the

Ministry of Economic Planning and Development has not always

‘had the mandate to order any other ministry. This lack of

mandate in the ministry rendered its role weak. Without

. N .
the support from the power groups, the céh%fé;iﬁﬁ'nb
“/
political legitimacy> Because there was no political

pay-off, the other ministries saw no reason why they should

support it.l -
In addition, the Ministry of Economic Planning and
* ™
Development could be viewed by other ministries as an

" A *
"outsider." Similarly the doctrines and objectives

i ™

advocated by this Ministry and\%f?er advisors, like the
Prossers, could be received as coming from the "outside."

If this is thé case, doctrines, or-objectives could be
; e

w

seen as incompatible with the existing ministerial objectives..

(Paris, UNESCO, '11EP, 1967), Schramm stresses the need for
"strong support from top authority" as thls is indicative
of unity of purpose, p. 102.
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The Ministry oﬁngformation and Broadcastiﬁg could not

see how its "public relations" function could be: served

*

by a centre which épﬁeared educational in emphasis. Neither
could othef ministries éee how their "speciéliséd" heeds
coﬁld Ee served by one single centre; whigh,to their mind
lacked specialized skills. Because ofwa'diffuse‘power or

legitimacy source, not enough energy was mobilized for

fbuiiaing_the centre.

’ In the United States audiovisuai éentres are either
attached to universities, in which case ﬁhgé%;égéve'tﬁeir,
legitimacy from the uniwersity, or the? are attachei_to

large professional organizations like the National Educational
Aés;ciation's Department of Audioyisual‘lnstruction. The
Federal és well as State Governments have also played a

-
leading role in establishing institutions such as the

federally-advocated Educational Resources Information
-
Centre, and various other audiovisual departments-within

State Education Departments. They have legitimacy and

legal backing.
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Although the names and locations‘of_the institutions
differ, their concern is to help facilitate the control,
flow and transmission of information and knowledge to:

(a)‘ Fhe practitioner who wants to apply it; (b) £he
teacher who has to draw the learnef's attention to it,

and (c) the learner who has to internalize it for his own
acqglturation and self-actualization process. Besides

the control in the flow and transmission of knowledge from
researchers to thé utilizers, there is the ipherent problem
of acqui§}tion; organising for éasy stoéagév rgzr;éval

and dissemination the information or knowledge as soon
as:it‘is discovered or made available by researchers.

In Kenya, the situation is different. The University
Cgllege, Nairobi, started in the fifg;ﬂi: has been going pn
" wathout a media department. Only recently has there been

a move t;“gstablish an instructﬁonal communications system’
attached to the Department of Education. But the move is
hampered by the Qeneral lack of personnel to get the
_institution going. It is understood that the main advocate

2
for this joint set-up between the Ministry of Education
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and the University College is UNESCO. The‘Government
of Kenya, unlike the United States' Federal and State
Governments, has not provided the nécessary legitimacy
- and commitment for such a single institution.

“ The probiem is, not only one of finding more and
more knowledge related to an innovative instructional
technology pfogrammes and supplying it to developing
'couélries, but the proBlem is also one of finding, within
a social system, what might be called "agénts of infiltra- ¢
tion" to carry on with what has been adv&%ﬂ%;#ﬁtom without.
the social system.

Despite the popularity of the idea of stérting
centres for instructional communications in deve loped
dountries, and the readiness with which these countries

-
- have sought to promote similar ideas and en?husiasm abroad,
there is neither tﬁe leadership-with the necessary commit-
~
ment, nor the guidiné principles which would help the
outside ad&oca£e to predict with certainty the. survival

. of the institutions they advocate.

: . Some institutigns are often advocated so hurriedly
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that»there‘is no oppoituni;y to briﬁg‘abOpE ﬁh;erstanding
participaﬁieéwih the deciéion;making eiocess of establishing
the cehzre. Undér such hﬁ:ried advocacy for an institution,
fhewinstitutioe's objeeﬁivéé’and doctrine rema;n vague- to
e the'sgeial system as &t is to the institution itself, The

National Audiovisual Centre had no exglipitly stated
objectives. Whenever ghe doctrine or objectives‘of-the
" institution are known only to external advocate, chances
.are that as soon as the advocate goes, the inst%;ution

%

flounders.

It is suggested that there is a critical stage of-

an -innovation during which it is put to "trial"l'with'a

view to either accepting it or rejecting it. The pfoposed
National Audiovisual Centre was subjected to this in its
lnltlal stages. The Department of Communlty Development»

- gave -some funds, but when the serv1ces were not prov1ded, —

the Department w1thdrew its support. To the Department of

Communlty_Development, the new innovation--the National

Audiovisual Centre--had not_proviggdfthe services for which

; it hag been built. Thus, the "expected" role function was

«

2 lE‘ M. Rogers, Diffusion' of Innovatlons (London~
G[The Free Press, MacMillan, 1968), p. 84. -
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unfulfllled and on’ this ba51s, the department w1thdrew

-lts support -at the most eritical’ stage because the

1nst1tut10n dld not brlng change whenl it was most needed

i To the Ministry of Education which had its own set
i !

of expectations, there: was a .discrepancy between.the centre

serving as ‘an adult educational material designer, and not

as a "formal education® material designer. . (The adult
#‘: &

.. .- education proéramme was not then under the auspices of the

Ministry). Thus, to the Ministry, the centr‘ would not be

capable of handllng the,needs for formal @€ (atlon, and the” 4if
edelt igg'informel education programmes. The Min?stry remained .
nnenthuSed‘about the whole idea. g

The Mlnlstry of AgrlcultureAsam the centre as

lncapable of prov1d1ng the speclallzeg_ssrvlces of agrlcultural

extenslon programmes. Moreover, they.had just trained their -
own staff and they “would not have llked to see the staff =

usea to serve other mlnlstrles who had not flnanced the

tralnlng of the staff Above all, the centre was seen as

1
threatenlng the bumldlng of thelr cwn facllltles.

.k 3 . -

lWJ.th the help of USAED the Mlnlstry has since
bullt excellent facilities at the Natlonal Agricultural
Laboratories site; two mlles from the centre of the Clty
of Nazrobl.‘;‘; T N :

b
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The Ministry of Information and Broadcasting
viewed the centre's functions as incompatible with the

Ministry's priﬁéry function of propagating government

policy, This was expressed in the Ministry's decision

to héndle the £ilm section, and not the production of
edhggti nal materials. ) *

Thus the centre was met with resistance for a number
of'reasons. First, to many people it was another audi;—
visual aids production centre. Sgcond, there were no

qualified people in the country who cou¥s E~spoken with

expertise about its diversified functions. Thus, from the
start, the institutions lacked the necessary professional

staff with technicall preparation to run and organiZe such

a specialized institution. Third, information about the

-
instilation was inappropriately communicated. The general

promotional work had varied from the treasury department,
it g

the Ministry of Economic Planning and Development, and

finally the Director.of P%fsonnel. Because these depart-

ments and ministries already had -assigned roles, they

could not make room for the new role, thus the institution

r
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remained a centre in search of a committed advocate.

The draft of the Development Committee paper, to

which reference has been made, proposeé that the centre

be put under the respénsibility of the Ministry of Labour

[N

and Social Services. This proposal was based on thé

assumption that the Ministry was "neutral;" and that because

of its neutrality and a lack of vested interest, it could

e B

discharge its. services without bhias. However, without the

cpmmitment_and a qualified staff, with the ability to

‘deVelop the. necessary working doctrine, tF

not develop the.centre.

“\_;E%ﬁr?'could.

K2

One other problem lay in the fact that the creation

of the institution threatened the "expansionism" tendency

that is so common to bureaucracies. The Ministry of Labour

-

and Social Services had received no cooperation from those

»

that had been asked to give up their equipment and personnel.

bl d

'Mdigover, although the Cabinet had recommended that the

Ministry of Labour and Sogial Services run the institution,

there were no corresponding”funds allocated for the building

of the Institution.
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- It has been implied that the main limiting factors
were the lack of legal bécking and a strong and profession-
ally qualified personnel pool to inauéurate and run the
instituion. The Ministry of Labour and Social Services
was hog involved; neither did itrhaVe a leader who was
personally involved and committed to the institution's
building. The MinistryAfaiied to bring "forth difficult-

to—oBtaiﬁ skills" which were badly required at that critical

moment. Further it was found ‘that there were no state-

ments of goals or styles of action stated

Ministry or by the Cabinet. Thus, without leadership which

was
operationally competent, committéd to a change
oriented doctrine, and actively seeking to achieve
programmatic goals by building a strong organiza-
tional base and extendinq_i&s influwence to other
linked organizations. . . Y~

the Ministry of Labour and Social Service found it difficult
e

to .establislh and build the proposed institution. Since

then, the National Audiovisual Centre has remained an

instithtion in search of a rationale for coming into

existence; it never found this rationale. It:had'no

. = N
' lEéman, op. cit., 1967, p,:;i;
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::\ekblicitly stated doctrine, no leadership and no:linkages.

Without these, the institution failed to "obtain support
and complementarity" in its environment or within the

social. system.

Analyzing the Abortive Attempt In A
Theoretical Perspective

B

If Ga;lagher's model in respect. to the éources of
%ﬁgaiﬁﬁip directed change were put in perspective of Kenya,
it.would appear that the Ministry of Econcmic Plapning and
Development found itself unable ta decide g@g&é&gﬁgo“use
the utopic or pragmatic model. Thds i£ could'ﬁot "keep

from vacillating between the two models in a given ‘change

’ - 1 - A -
. environment." It was risky_for the administration to force

the issue of the Audiovisual Centre on the basis that they
L TN
knew what the country needed (thus risk being accused of
" colonial tactics--which were becoming very unpopular) and
‘ . -
"therefore could go ahead and do it as in the utopic model,
or plan with those concerned (as in pragmatic model). A

second area suggested is that when a social system has been

made’ to, expect change, they are bound to be enthusiastic

‘,lA.,Gallagher Jr., “The Role of the Advocate
and Directed Change," Media and Educational Innovation,
Wi C. Meierhenry (ed.) (Lincoln: University of Nebraska,
1967), pp. 43-44. . S S
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about an institution proposed to induce the change, but

i . . .
- i then the enthusiasm fades away if.the institution does not

effect the expected change. - There was no evidence in the

course of this sthdy to imply that failure to establish

the inséitutioﬁ was due -to the'un;atisfied change expectancy,

but rather due to the institutional advocates® inability

to generate the climate of change expectatié%. Neither

Qere éqnsequences for its acceptance or refusal explained.
Reference is now made to the way an individual or

e

, or:

I

a group of people in a social system come ¥
come to hold and fix a belief about an idea (in our

| context, the innovation of a media institution on a

N

national level). Of the four methods of knowing, proposed

by Charles Pierce,l only three are related to this
" - ™

. : : inquiry: they are methods of tenacity, authdritj‘andk

a priori.
It has now been concluded by.psychological evidence
““that men will often cling to their beliefs in the face

of clearly conflicting facts. And that they will also
3 N <

infér “new" Jknowledge, new generalizatiqns from propositiens

- lJ Buchler, (ed.), Philosophical ertlngs of
Plerce (New York: Dover, 1965), Chapter 2, and-as adapted in
: Fred N. Kerlinger in Foundations of Behavioural Research
T (New York: Holt, Rinehart and Winston, Inc., 1967), p.6.
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fthat may be false."l On this basis, when the idea N
aépeared.of intégrét;ng thé services, personnel and
equipment in separate ministries under the alispices of

the National Audiovisual Centre ‘to be administered by the

‘Ministry of Labour and Social Services, many departments

and ministries clung to their establishment thus inferring

that the new  institution was irrelevant and would not’serve

e

their{purpose.
A second method of knowing is that of authority,

where, when an idea or innovation such ag

study has the weight of authority and tradition plus
pubi}c sanction behind it, then it is what it is, as well
as what the powers that be "have said it is. If therefore,
the President, or the Permanent Secretary and the head
“
of the Civil Service, in his office had decreed its
establishment, it would have givén it the initial legitimacy,
- -
prestige, respect, personality and status. (But there
- k)

was no evidence of such weight of authority and tradition

behind the proposal for the “institution under study) .

lKérlinger,lgg, cit., p. 6.
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The third'qethod of knowing that. is of equai

applicafioh to this analysis is by, a priori, where
through.free communications, intercou;sé; and deliberate
'Eghsultations, gefefral‘and piéﬁning activities, a clearer

" ana bett;r picture of the institution®s doctrine and role
would have emerged and been made explicit to the social
system or government departments and ministries concerned.

As it came out, in the course of this study, there was no

evidence of such an approach; thus, the institution was

evaluated on false and vaguely conceived ij"
its.iﬁitial stage.
The centre should not only be a system of cbmmunicF
' ation but a system of logical decisiqn—making} No bet%er
statement for concluding this chapter could be thought of
. N
than the sombre note that an institution does not, by
. & '

itself, proguce.innovations, and neither does it bring
about cgange; It reguires a willing social system or
ehvironment which is ready to supply the inputs into.the

institution through requesté based on their concerns, and

needs arising from perceived crises. It is also a system




communication as it is a system of logical decision-

making. As such, a media institution has a definite role

to play: “the role of planniﬁg énd.inducingrchangé in

the instructional process. The advocacy oflfuilding a
hedia céhtre need not be an affair where an advocating
institution behaves like an outside advocate whq descends
on the social system, makes proposals of starting a new

-~

progrémme of local institution building without ever

»

selling or making the doctrine of the progpective

institution explicit tc the social system ' who
will‘continue with its-administration.

.Finally, the building of the centre is notia proce
of coming igto a social system, prescribin§ the building
‘of the institution and then departing. Such short'and

/\ =S
abruptly terminated encounters are usually fruitless. The

encounters should build a continuous process of collabora-

~a

"tion, constant interaction and relationship between the

institution or advocates of change and the social system

>

or client-customer system. Neither should the prospective

146
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" change agent's function be that of an outsider descending

on a social system and/or environment, then making

;proposals or casting an innovation and then retreating

to his-base. -Rather it should be one of deliberate

collaborative efforts of.planning, trying and evaluating
the system between the agent and social system %nd/or

environment. Perhaps the situation of Kenya's experience

could be aptly summed up with what Wilbur Schramm noted
Ay

when he observes: .

A,
Let the project not begin with a plece*b?‘%&é"' s
technelogy which someone thinks could or should
be in use. Above all, let It not .begin as an
excuse -for adding technology which is primarily
for all purposes. Rather, let it begin with
an educational problem which is serious and widely
recognlsed.l - 4
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CHAPTER V

STABILIZING INSTRUCTIONAL CHANGE

n Institution
Aé?uming that the social system recognised the
problem and diégnosed the sources of the problem, they

should be aware of the need to create an organ£;§¢ion

step would be for the institution”builder’to ée‘
necessary commitmeht to building the institution from the
power gr@ups. In practice, this commitment should carry
’ Qith it the necessary legitimacy to enhance the institu-
tion's survival from the start. Where it has never
. -
existed before, the institution. is an innovation. in
itself. Insoﬁgf as it is an innovation, the institution
might bé subjected to resistance for a variety of reasons.
Therefore, it will require a strategic way to-diffuse

the idea in the social system in order to get a commitment.

148
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iﬁ his: discussion of stages in éhe aéopﬁion-gfocess,
Rogers suggests five stageg:. (1) awareness, (2) interest, -
(3) evaluation, (4) trial, and (5) adoPtion:l Oﬁviéusly,
chis model is only applicable up to the third stage., That
is, itAis po;sible‘for the institution buildgr to generate
snough ayareﬁesé of the need for the institution with the
social éystem and/or environment. The first way of générating

the necessary awareness is for the institution builder to

nake a-survey of the broad areas to be served by the new

>rganization byﬁfinding out what the existing 3

o~

T A

ire and what limitations they have. In this survey the

2

following environmental factions are identified: (a) those

vhich oppose the new organization; (b) those which

support the institution; (c) those to be used as agents
-

i >
>f infiltration (rogers would refer ta.them as “early

adbpters") and (d) ' those which require specific strategic

~
b 4

linkages.
The second task for the builder would be to interview
the related officials, including teachers and other potential

users of the centre, This. interview might stress the

lEvetett M. Rogers, Diffusion of Innovations
(London: The Free Press, Collier—Macmillan, 1968){ PE.
81-85. .
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local conditions and educational needs, fiﬁding &ut the
kind of helﬁ they'neeqlif an organizgtion were set up.
This approach is’ useful because it includes potential
acceptors-in decisions about the proposed National
s
Educational Media Centre. “
Participation in decision-making and action is a

concept that was' proved invaluable by Kurt Lewin. In

‘dealing with the problem of persuadingrpeople to act

contrary to what' they had done before, he found that

people responded more favorably when they are given a

chanée to di;%dss the éroblem or idea.l This is the)
principle behind the approaches suggested. It is as;umed
that during‘the interview and §roglem analysis, Rogers'
interest ;tage‘would seek additional information about
the proposed centre. If crises prediction were successful,
then this surzéy is what Gallagher refers to as "creating
expectatio‘ff‘s;I of the institution.2

-The prediction of crises sets the stage for Rogers'

evaluation stage. The social system would then mentally

apply the organization to its present and anticipated

lReported in Mass Media and National Development by
Wilbur Schramm (Stanford University Press, Stanford, Calif.:
1967). .

2A Gallagher, "The Role of the Advocate and

Directed Change,” in W. C. Meierhenry, Media and Educatlonal
“Inhovation: (Lincoln: University of Nebraska, 1964), p- 35.



.social system view the coming of the lnstltutl ¥ as
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future situétion, on the basis of which it cén'décide
Qhethe: or not to commit itself to the building of the
institution.l It is assumed that if there is suf;icient
awareness Of "present" problems, and if the social system
anticipates a better future state, thén.the social system
sees the “rélative adva;tage" of the institution.

To sum up, the pre-instituti¥n building sﬁage

- require that expectation for the institution be created

(Gailagher, in Meierhenry, 1964, p. 65} and th t the

originating from within it (G;%lagher) and that the
social. system participate in the decision to establish it
(Lewin). The institution builder is supposed to make a

survey of the environmentto determine:

a. The nature of the problem and what. the
social system expects to be solved (this was

the subject of Chapter III).
b. Existing facilities and their limitations
(the subject of Chapter 1IV).

c. Value systems into which change will be

introduced.

kY]

lRogers, op. cit., p. 83.



Obviously, Rogers' trial stage cannotxbegin until

Thefpower structure -from which the

necessary commitment can be obtained

in order to lend the institution the
necessary legitimacy, "prestige,.
respect, and personalities to the cause

of the directed change."l

The relevant environment with which to
establish strategic "enabling linkages"
necessary for establishing external
relatiohship for the necessary future
equilibrium between the institution and

the social system and/or envirt

some form of institutionality is established and operated

and be internally maintained, the institution requires an

internal egquilibrium dependent on the é;EEﬁt to which

certain institutional variables have been fulfilled. From
-the politié;~of'ge$erating the expectation and the
awégeness of the institution, the following section will

discuss the necessary cqnditions for successfully building

‘the institution.

- 152

on "temporary" basis. In order to operate successfully d

1

Ibid., p. 38.
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Institution Building And Maintenancé
Of Intermal Egquilibrium

It was .postulated ‘that there is a critical stage
in insﬁifution building during which the institution must
prove itséif. This is perhaps what would be in Rogers'
model, the trial‘stage.l ‘The social system will'look
upon the institution with vested interests. There are
somé whérwould like to see their brother or-a member of a
partécular ethnic origin group at the top. (This is why

Esman talks of "political viability" as a neds recjuality

in the Institution's leadership);2 Others who are service
and guality oriented will look at the institution differently.
Phey will look for technical competency and quality of
work. Thus, the iAgtitution has different roles to fulfill,
0 /\
depending on whe is looking at it. It may/pe seen as a
place where a particular ethnic or vested interest group
can have an opportunity to get entrenched. The fulfillment

of these different expectations is crucial if the

institution has to survive during its "let's see what

happens"” stage. To give the institution a better chance

. lEverett M. Rogers, Diffusion of Innovations
(London: The Free Press, Collier-MacMillan, 1968), p. 84.

2Mi¥ton J. Esman, op.-cit., p. 3.
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of survival, it was suggested earlier in this chapter that
the environment. and the social system participate in its
planning. Another factor is what is already alluded to--
effective internal maintenance through fulfilling certain

" administrative strategies.

Guiding Principles

. » 3 .
. : Adhinistrative organizational strategies stress

functional aspects. These are those strategies which

facilitate the institution's coming into exist

v

. RS o
Tnstituticn builders use them to build the institution.

&,

The major-conditions_suggésted by institution building - °

. 1
research findings include:

a. A set of institutional variables with which a

systematic behaviour of the institwtion could

L4
be explained.

b. Liﬁkages with which the institution's internal
actions could interrelate. They are also
. necessary for the institution's external
relatiogs witﬁ the social syétem and/or

447“ environment.

lIbid., pp. 3-6.
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c. Institutionaiity (Esman refers to this

as the end state) which stresses the
ability to survive; being viewed by
the social system and/or environment as
_intrinsically valuable; the ability to
exert consideérable influence into its

environment, and above all, autonomy.

A. Major components of institutional variables

include. the a@ministrative elements which stress the

following concerns:1
v

a. The need for a leadership,of persqng}r

professionally and technically quall 1ed
with experiencial competence to enable

them to engage in the formulation of
instigutional doctrine, objectives, and
action programme as well as‘directing its
operation. There is need also,ﬁo( political
v1ablllty, continuity, and stability of

tenure -among this leadership.

b. The need for a doctrine and objectives
iderived from the felt need emanating
. from the prevailing c;ises and problems.
The doctrine of action is important in

determiﬂing‘operational methods that would

156

VlIbid.,“pp. 2-4.
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underlie any social action that the

institution might develop.

c. The need for a programme which would

translate the objectives and doctrine

into action, thus'enablinghthe institution

to address itself to the qpises facing
“thevsgqial_system which set it up.

d. Thevheed'for resources--financial, - human and

physical--to facilitate its technological

input.

e. The rieed for an organizational framework
. . A A VU
constituting its internal structure %Ege

processes established for operation and main-

tenance of the institutions institutionality.

E. Linkage variables could be regarded as thé
"interdependencies and other relationsh‘ips which exist and/or
are created to exist between the institution and other
releVanf paéts deemedvnecesséry for phe day-to—day running

of .the institution and the social system."l They can be

"regarded as necessary iy the maintenance of external ..

relationships and for equilibrium. These linkages inter-

dependqncies:éall for the maintenance of a network of

exchange facilitators and communications necessary for
- e £ 1

Lr——
llhial, p. 5. '
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gaining support‘ overcoming re51stance, exchanglng resoﬁrces
and structurlng and envlronment conducxve to transferrlng
or 1nterchange of norms and values. They are necessary in
the transfer of an innovation from the instituﬁion’to

>
the, social system.
«wwee-The. linkages are categori§ed,into four sub-

categories, (Fig. 4).

a. Enabling linkages with the key ministries,

departmeﬁts or other organizations and

social groups which control the a;
of power-authority relationship and <
resources. IanEnya, such social units
would be the Directorate of Personnel in éhe
- ) Off;ce of the President, the Office of the
President itself, the Miﬁistry of Economig

Planning and Development, and the.Treasury.

b. Functional'linkaqes with ministries, . depart~
ments or social units which perform functions
ana‘services complementary in a production
sense as well as those which supply the input
.aspect (of product utilization potential)
of the institution. These linkagés will have
to 5e established with the Ministry of Education,

the Ministry of Cooperatives and Social Services,

&
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the Ministry of Health and Housing; the
Ministry of Agriculture and Animal
Husbandry, the Ministry of Lands and )
Settlement, particularly with its éurveys
section, and the Ministry of Information

and Broadcasting.

Normative Linkages with those organizations
which have norms and values relevant'to the
doctrine or objectives and programme of the
institution. These would have to be with

the Curriculum Research and Development

Centre, the Kenya Institute of Adgi ‘:"t;g‘.ty:i:gp,
Police Training College, the University ’
College, and other institutionérof higher
learning, the Railway Training School, thé
Post and Tele-communications School and )
other training institutions that are in the

country. —

Diffused linkages with societal elements which

belong to no particular ministries or

e .
organized institutions, yet would wield

considerable influence in matters of policy

affecting ‘the institution,

The attainment of institutionality and the sub-

i sequent‘establishment of complementarity and autonomy

g
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.. requires the ability and the will to survive. Because the

L@

capacity to survive is so impoitant in institution building,
£

it is important to suggest certain strategies that would

enhance its survival. These survival strategies call for:

a. Tﬁe ability to expect and function under
difficulty which might Be brought about
by the stress and strain exertéd ﬁy

- ‘external and internal competition, pro-

blems of development.

b. The ability to accept frustration with

minimum stress. . ,;dafﬁz;kw <.
. - .. :

¢. The capacity to change and abaﬁdén the ~
solutions learned earlier, or those -
practiced elsewhere--for those which worked
elsewhere might nhot necessarily be workable

L2
in a new environment.

& —
d. The capacity to resist any disabling symptoms
preduced by tensions and anxieties in the

~face. of failure. =
" e. The capacity to find more satisfaction in N
giving and assimilation than receiving.
f. The ability to get along with-other

institutions thfough exercising flexibility,

and thus avoid competition with them.
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;!,m.‘s

i " g. The ability to accommodate the folﬁWayé'of
g the culture within the social system and/or

env:.ronment .

h.. The ability to meet tﬁe expectations and
T‘@fulfill the different role expectations of
the ethnic or vested group, interests while —
simultaneousiy fulfilling the technical

roles for which it was created.

The ability to generate change expectation

K.

atmosphere through predicting imminent

- crises that it alone can solve.

- The attainment of institutiprality cai‘f, delf-

geheratlng or self-renewal approach in the J.nstltut:.onj

life. Thé extent to which the institution is orderly and
_i* internally maintained is a crucial factor if the institu-
tidh has to stand the trial stage. In this respect, the
“

1nst1tut10n could be seen as an effectlve decision-making

administrative organ. . It is belng suggested that internal

e

mainteﬁéncé is a product of effective decisibn—making on

the part of the chief executlve. Since the institution is

also a system, it has "bullt in dlfferences, gaps of

:Agno;agge, mlsperceptlons or differential perceptions,
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internal ,changes in a component, reactive. adjustment

and defences, and the requirement"l of its own survival
which generate tension. The centre thus needs to achieve
internal equilibrium between its component sub:systems or

the various departments before it §an begin to effect -its

environment. For this purpose, the centre has to rely

very much on the executive decision-making process.

-
.

Institutions as Viable Effective Decision .
Making Administrative Organizations”™

Of particular interest to the'institutﬁé’

executive is the achievement of "efficiency" particularly

in the ma*imiéation of . production by the man-machine systém

“within his institution; the high production which must be

attained at the lowest possible cost. One of the models
N —
of reducing production cost and maximizing efficiency was

2
proposed by Frederick Taylor, a pionéer in the field of
manégement. Since the earlyzmpieca work" model and then

the subsequent “task system" or "task management," man
—

Robert Chin, "The Utility of Sy5uem Models and
Developmental Models for Practitioners" in Warren G. Bennis
et al., The Planning of Change (New York: Holt, Rinehart
and Winston, 1961), p. 204. a

5

“A complete account of Taylor's thlnklng, is contained
in his three documents: "Shop-Management," "The Principles
of Scientific Management," and "Testimony before the Special
House "Committee, " all published by Scientific Management,

“with a foreword by H. S. Peson (New York: Harper and Bros.,

1947).
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I has sought to eqﬁip the chief executive with the most
f effectivé strategies of effective management.

The process of decision-making in relation to

getting more work out of an instituﬁion‘and its abilify

-y ”~

to survive is very much dependent upon the chief executive.

.

If he realizd@s his functions, an institution would not be

concerned with Tayibr‘s mechanical approach motion studies,

or his vague "task management" or "task system,” but rather

with the extent to which the chief executive is able to

N | '-('.5‘> .
clearly define his role. As a contribution to?ﬁﬁﬁ%ﬁ%fiﬁﬁ-

g

. . . 1 . . . .
tion of his role, Henri Fayol suggested five functions,

often referred to as "Fayol's elements" which are
“delineated thus: T

a. To plan, which involves organizing for
K . sl . TN
i ‘ Wgthe future and identification of a strategy

of. operation. e

b. To Brganize, involving the building up of

material, and human organlzatlon including

1

- an economic deployment of both human and

material resources,

da complete account of Fayol's thinking is contained
in his General and Industrial Management (translated by
L__Lxmstance_Stnr:s.JLnndQnA_ﬁlr_IS§QQ_E;ngn and Sons, 1949);

i
3
i
{
i
i
1
]
|

and The Administrative Theory of the State {translated by .
Sarah Gree; -and published in papers on The Science of
Administration, Luther Gulick“and L. Urwick (eds.) (New
‘York: Institute of Public Administration, '1937).
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—c+ To command, which involves seeing to it

that the staff does their work.

d. " To coordinate by uniting and correlating

all the organizational activities. -

e. To'control by seeifig to it that everything
is carried out in accordance with the rules
and pfocedures,laid down.

It is not only the beginning of clarification of

these executive functions that are géined from Fayol, but

the basic understanding that the administration of the

prospeétive institution is not only the function'o
leadership or the "powers that be" alone, but that it has

to be spread throughout all levels of the institution, .
thus going far beyond the process of delegation.

The concern with high production can lead to a
tendency to regard an organization as void of human element,
thus regarding people as a means to the end and not part

. of the system for formulatlng the strategy of achieving
the ends. Hence the inclusion of the function of “command"

which has since ﬁhen been left for the police and members

. of the armed forces. This term was not droppedruntil
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Mary Parker Follet™ injected a psycliological aspect of
administration into the management of organization. Of
her pluralistic appréach, one that is of interest to the
institutional chief executive is the heed to realize that

lower level executives should be regarded as partners in

:

helping to formulate the general policy of the institution,

including for our purpose, the customers. Her considera-

tions imély that institutional employees and their union's

contributions should be solicited on the basis of genuine

community interest. This is why the establis B aitfused -

. P E
linkages as a strategy of institutional operation are
b :

advocated. When we advocate the need to train staff and

media utilizers, ?ollet's second consideration of the need

to shape a profession in business mana ement is a relevant

consideration. Although this would tend to defeat the long,

cherished "generalist" view by audiovisual coordinators,

~y -

it 'is now advocated that a time has been reached when
< &

media institution executives should see themselves as

-~ R

1 = . . ; : :
Her ideas and contributions are contained in

" her publications, The Speaker of the House of Representatives

(1896) ; The New State (1920)-and Creative Experience (1924);

London. For further reading also see, H. c. Métcalf, and

" L. Urwick (eds.); Dynamic Administration, The Collected
Papers-of Mary Parker Follet (new York: Harper @nd Brothers,

1940).
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is an inefficient executive.

167
experts, ir not professionals of some séecific fﬁngtion;
for our purposes, the chief executive is an expert sf
entrep;eneuriﬁg the efforts of "experts." By‘running
around--in the name of a generélist——doing what other
peoplg'couid ie trained to do- by ;hose who.know it betfer,
the executive could fail to give his colleagues an oppor tun-
thohmmpmdmmrﬂn%em@%umenmhdm&

If he cannot get the right people with speéialized skills

for his institution, then it could be suggested that he

Cbns%dering the ideas of Mg§o and Roethlisberger,l
the céntrelcould bewintroduced to anothéer aspect §f human
rélations. In this respect, it is logical to consider
action through a cooperative effort; sociayaggzironmental

gonditions; the informal patterns ®f behaviour, sentiments

" and beliefs that\gxist in any one singié group, whether

“formal or informal; and the need for the executive to be
on the listening side as necessary considerations in

designing operational strategies of the institution. .

Y Harvard University Press, 1939).

. 1For a full account of their contribution, see Elton

(Boston; . Harvard Business School, 1933) and F. J. Roethlisbefgel
and J. W, Dickson, Management and the Worker (Cambridge:
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In considering an organization as a cooperative

system composed of activities of human beings, each part

or department- should be seen as related significantly

to every other part. All these parfs are held together

by a common purpose and the willingness and effective
Wk
communication among the people and the parts. . The chief

executive'

s functions is seen as that of preserving the
"internal and external equilibrium" of the diverse people

and subsystems of the institution.l In maintaining this

. : : Rk
equilibrium, the chief executive should strive to eéhnclle»

the conflicting forces, instincts, conditions, positions,

ideals aﬂd beliefs of those with whom he works, particplarly

“at any planning stage. To achieve the necessary eguilibrium,

Bernard would have liked to see leadership, communication,
—

precise decision-making, judicious exercise of authority,
P

responsibility and sensitive understanding of those with

whom he came in contact as necessary variables of

institutional leadership's strategy of operation.

‘ 7
lBarnard, Chester, L., The Functions of the Executive

(Cambridge: Harvard University Press, 1938), and Organigzation
and Mapnagement -(Cambridge: Barvard University Press, 1948).
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Another manager-scholar that is of interest is

o1 . .
Herbert A. Simon. Though extending what Follet, Mayo and
'fRoethlisbergér offered, he stands out for his meqhanismé

of influence based on the proposition that people are not
passive instruments or neutral means to enhds, but rather
that they are decision-making or thinking assets. His

: " a
mechanism of influence which is manifest in -the process

of decision-making involves the need for:
a. The perception of behaviour alternatives.

b. The anticipation of various consegidifdedus -
S
resulting from different behaviour. ’

c. The evaluation of these consequences 1n

terms of the "satisfaction,* "utlllty"’

"welfaré" they may yield, and

d. the selection of another behav%ggz\alternative

2
on the basis of the foregoing evaluation.

In summatdion, the extent to which an institution is

—~y

- ’ 03 . "f/‘ ) Iy s . 3
internally maintained as an effective decision-making

' '
organizational system is dependent upon the relationship

lAs in his Administrative Behaviour, among many other

publications, the first edition of which was prefaced by
Chester I. Barnard in 1947. The revised second edition

with a new introdunction by Simon is available now (New York: ]

Macmillan Co., 1957) ’ R

2as reported in B. M. Gross's "Scientific Approach
to Administration," in Behavioural Science and Educational
. Administration, D. E. Griffiths, ed., NSSE Year Book
_(Chlcago. -University of Chicago, 1964), p. 69.
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between the chief exécutive andAhis subordinate; or-the
working gang, ang fhe clarity with which he perceives

and communicates.his roles. For his éuidancé, the following
administratiye functions are'ﬁroposed:l

a. To PLAN through Studyihg future trends,
formulating policy, arranging operational
sérategies such as Budgeting to implement

-~ policy.

b. To ORGANIZE by effective, efficient and
economic deployment of human, economic -
and material resources, dellnearlngﬁw *‘ -
]obs are to be done by man and which ones
are to be done by machines, and obtalnlng the

difficult-to-obtain commodities and talents.

c. To CONTROL by seeing~to it thét everything is
done in accordance with what was set up in
operatinnal plan; to see to it that a time

" schedule is compiled with or revised when
necggsary; to see to it that the institution
acts within the basic objectives for which it

was set. s

d. To COORDINATE the human and machine activities
of the entire institution, its separate depark-

" ments and experts so that .there is no

" discussed later on.

lThis‘distinction is made to assert the distinction
between the technical and professional functions to be
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R

.functlgn as-a social organ. Like any agent.who seeks to
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duplication, or under-utlllzatlon of over=

@tilization of experts.

e, To COMMUNICATE and EVALUATE through

’ determining the extent to whi&h separate

missions of departments are met within the = -

framework of the institution‘sﬂobjectives;

-~ making sure thatrproper matters of policy,
operational strategy are communicated to
relevant and appropriate tafgets; and :

- developing and opening a bilateral communica~ ‘

tion system within the institutiod.

f. To ESTABLISH a mutually acceptable Agerflking.

. relationship based on reciproca;'ﬁr” t and
Equilibriﬁm or harmonious inter—departmantal
labour-management or superordlnate—subordlnate

relatlonshlps.

Maintaining an External Eguilibrium

Assuming that the institution is intérnally main-

tainéd;:it'must now begin to relate to thé environment

‘and/or‘social-gystem. It does thls through adoptlng
-‘psycho—SOclal strategles. These enable . the- 1nst1tut10n to

B be externally related to the environment in order to

-~
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initiéEerchange, t?e institution must now prove that it
-z .

is capable of innovating and diffusihg the innovation so
that the innovation (instructional media) is finally
accepted or. édopted.,

There are certain fac;ors which characterize
what would be adopféd and what would not. As iq the process‘of
bringing ‘about the acceptance or adoption-of ideas, the

communicator acts on a maxim "who says what, in what

L 1 . -
channels, to whom, with what effect;"  a social change

agent might say who advocates what innevation

_social system, for what length of time, through what

diffusive channels. In this connection, Rogers suggesté
four elemers of diffusion:2 -

a; The need for the institution to have an

innovation which is a.new idea t® bBe spread.

b. The need to identiﬁyvthe means through which
I the <dpnovation will be comﬁunicated, diffused
or effused within the social system. In
practice, such diffusive and effusive means
include:

- - i. Specialized publications such as the

DAVI's Audiovisual Instruction, or the -

. J'Harpld D. Laswell, "The Process and Function of )
CQmmuniCation'Society," Layman Bryson, ed., The Communication
of Ideas (Institute for Religious and Social Studies, 1948),
p. 37. 5 R ) . :
Rogers, op. git., p. i12.

R
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Audiovisual Communication Review.

ii. Néws letters, orders, memos and
directives,-depending on authority
relationship.

iii. Exhibitions, conferences, conventibns,

+ demonstrations, seminars, and workshops,

and observatién trips to successful

projects.
iv. The loan of documents and distribution
- . of materials.

(One of the largest Audiovisual Institutions in the

United States of America, the National Educatios

tion's Department of Audiovisual Instruction has very ably
-used these diffusive techniques to spread its innovative

thrust.) ' ' .

c. The need to identify, define and understand
social systems which would be afgggggd by the
innovation. Thus there is not only the need

to understand all the minisfries and government

depafthents in Kenya, but also the need to

discover the existing power relationship and
any areas of conflict and cooperation between

them.
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d. Tﬁeﬂneed to define time spans during which

the stages of adoption’ shall be fried, and

to help in facilitating the adoption process. -

Rogers..has suggested a five pbint adopiién

-process, namely: '

i. An awareness, when the innovation is first
heard of, and“the desire to know more about
it stimulated. At this stage, conferences
are called.

-ii. . Interest which should lead to perceiving

' ; the innovation és'providing a better )
alternative to solving a crisis, like -
that'generatediinrthe U.S.A., agidu %
launching of the Sputnik--the néedvfdr
new teéechniques of teaching so as to

surpass the U.S.S5.R. after Sputnik.

™, . . : . .
~——iv.. Bvaluation as to whether the innovation is

worth trying or not. The evaluation is
done on the basis of wHether/;hs innovation--
if adopted-~will help to eliminate a
prevailing problem.

* v. HAdoption of the new ideas after a series
of conferences to pro@@ée preliminary
tentative érototype and trial and eval?a—

tion of the innovation.

“Ibid:, pp. 81-84.
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These e;gments of diffusion are‘géneralIy in
agreement with those advanced by Katz Ei9éi), i.e., theA
.tracing of an innovation, over time, through specific
channels and finally within a social culture.

Whilé communications stresses the need for a
communicator in a c;ﬁmunication process, so would change
agents stress the need for the presentor of the innovation

and the chgnge programme. In a change induction process

this is-what other scholars (Gallagher,~Béhnett,"and .

~Rogers, Loomis and Beegle) call advocates or "
R .

Elements of Change

In dealing with over-all strategy of change, five

guiding principles appear to be widely applied, all of -

which stress: . —
N

a. The need for the programme of change to be

tailored to the cultural values and exper-
ad

iences of the social system receiving the

innovation, '

. : ’ -

b. The need for change agencies, be they advocates’
or institutions, to be concerned with improving

the social systems' or units' competence in

: W. C. Mierhenry, Media and Educational Innovation
(Lincoln: University of Nebraska, 1967), p. 23; H. G. Bennett,

- Innovation, The Basis of Cultural Change {(New York: McGraw

" Hill, 1953), pp. 291-95; C. P. Loomis and Beegle, Rural
Sociology: - The Strateqy of Changes (Bnglewood Cliffs, N.J.:
Prentice Hall, 1957), BE. M. Rogers, Diffusion of Innovation
(New. York: The Free Press, 1962), pp. 254-84.

T,
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dealing\wigb the perpeived crisis ?y them-

selves as well as improving their competence

in evaluating new ideas other than simply #

. promoting innovations.

. &
The need for the social system to perceive

"a need for an innovation before it can be

introduced.. This is in line with the generally
publicized crisis prediction approach so that
the innovation is perceived as a means of

dealing with the crisis.

The need for change agents to take intg’
: /

consideration what leaders in eargl

of diffusion of an innovétion thinki7¥

The need for the institution to anticipate
and prevent any negative social consequenées
that might prevent the diffusion of the i
innovation, and thus frustrate the efforts

toward inducing the desired change.
-

The cultural values of a social system, the

'improvements»qua social system's evéldative skills, the

generation of a felt need or crises, anxiety in a social

i system, the analysis of what the local leadership is

thinking, and what might prevent the induction of change,

would not be achieved without open communication to facilitate
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a-clear—knowltedge-and understanding of the clieﬁt;éﬁetéﬁér;~mim~
L system byrthe institutiet. The need for the discovery 3; »
these elements points to the need for a deliberate and -
- collaboratlve plannlng process 1nvolv1ng the 1nst1tutlon
-and the customerecllent system. N
. The néed for collaborative effort of Planning cenﬁot
-~ be over-emphasized. It is so important that it deserves

e | o . - .
- R . ' further treatment. It is during this planning stage that

= .

e . crises and problems are identified, objectives or

i formulated, érogrammee and time of action mapp

{ o faisea, alternative methods acceptable to the objectors,
L N -formulated, and above all an understanding of the proﬁlem
g R o . : L |
' . made, statement of objectives agreed upon and a programme

of action mutually understood.

) . . . -

The extent to which an innovatien advocated by the

. . - .

institution can be effectively utilized by the social system
e [

R depends very much on thé nature of relatlonshlp between the

1nst1tutlon and the customer—cllent soclal system. The
collabo:ative procéss of planninggis not pnly necessary

?for‘préﬁoting a closer xelationship between the institution
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"ﬂsréiscovered, and their authority relationsh
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and-its-social system, but it also calls for an under-~
standing of the factors influenéing‘the thought processes
of the social system. Planning not only serves as a forﬁm
for creating common groﬁnd, but it also helps the institu-
tion in undegstanding these categories of'¥he social
systems most likely to accept--and therefore useful as
areas of infiltration--or object to the inﬁE;ation. Dur;ng
planning, ;he dissident, the indifferent, the resentful

and the unaffected could be identified, their value ;fétem

’ 4
" In a change-induction process, the importance of

discovériﬁg who obeys whose orders, who objects to which

~ E!b -

.orders, who is threatened by what suggestion is not only
- . ‘

important in the decision for areas of infiltration, but

-~
also for the formulation of innovation and change principles

suitable and wo_'rkable in the particular social system at

-y

- a particular period of “time.

In wonderin§ why some innovagions advocated by

institutions, are readily’g;cepted and adopted, while in

....other institutions_similar innovations in different social




systems are rejected, it has been found that there are

—
basic characteristics that the accepted innovations have,

and that these characteristics facilitate their adoption

within the social system. Learning from the experiences

of other successful institutions, it appears that these

tharacteristics reflect the following needs:

a.

. U.S.A. after the successful Sputnik launching

. AR
The need for crises perception insofar as

-+ it-leads to the need to plan for change as

we & as to an emphasis of the relative
déagtage of an innovation, thus affecting

}Nate St adoption. 'This is: J.nd:.gamﬁ

the massive adoption of innovation ihstruétional
technology in the education system in the -

by the Russians. THe launching brought the
subseq&ent perception of a general threat to

the defense of the U.S.A., hence the

National Defence Education Act. Nonetheless,

" other innovations have been adopted in

instfuctional technology as a result of the

perception of the crises posed by population

explosion, and the knowledge and the rise of.

ignorance.

i79"

1

(3

B. M. Gross, "National Planning; Findings and

Fallacles," Public Administration Rev1ew, XXV, No..4 (Dec.
1965), p. 265.
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The need to percéive an innovation as having
relative advantagel insofar as it helps to‘
solve a criskis, or offering an alternative
better state of affairs. Thus most of the
innovations in instructional-communications
in the U.S.A, were seen as a means of
accelerating theweduca-ticin programme to put
the U.S.A. on a equal footing with, if not-
help it to surpass, the Union of Soviet
Socialist Republ'ics (USSR) ,~as well as

improving the gquality of instruction. -

- The need for the 1nnovatlon to be comggtlble

w;Lth the established soc:.al norms gﬁ‘ﬁ‘ﬁles
This could be expla:med ywhen the general )
innovative thrust in instructional communiéa-
tion was perceived as enhancing the "greatﬁess"
of the American vsyst;:‘m, as well as insuring,
its uhqucstionable lead in all spheresiin

the western world. o »

The need for the inn0vatign to be communicated
in s‘J.mple terms s0, that- it is understood b
the soclal system. A complex innovation ﬁces

time to adopt; often it may be resisted s

"“because it lS "over the head" of the rec:.plent

N The need for early adopters or agents of

infiltration to perceive. the inhnovation's

s

lDetaJ.led account of :Ldeas proposed in- ii, did, J.V,A

- v, and vii &re £ound in Rogers' Diffusion of Innovations
(New York-

The Free Press, 1968), pp. 121-47. 4
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divisibility. Divisibility will enable -them
- to tdckle its adoption in stages over a B
---period of time o

f. The need for the innovation's communigability
or the degree to which the results of adoptioén
* . . : . i
or rejection of an innovation are visible to
£l . .
members of a social system% . "
These needs and concerns are important insofar
as they détermine the rate of an innovations' adoption or

“integration, and thus help to determinevwhethef an innova- .

tion shall be adopted or rejected. They emph

imporhénée of identifying the social norms, fears, :ensions

L] N : '

and values within the social system on the basis of which
. %

Institutions as Innovators and
Advocates of Innovations ~—

.

. - . s . . N
. The need -for an innovation implies the importance

; - -
of the 1nnovators themselves. One of the roles that the

centre mlght acquire is to be the maln innovators, the

i advocates and agenﬁs of change 1n~1nstructlona; technology.

f'in;hisﬁgéper on: the "ﬁole of the AﬂVocate and Directed

.m,.

; «~;QlEverett M. Rogers,’ "The communlcatlon of Innovatlons
n a ‘Com lex Instltutlon, Educatlonal Record (Washlngton,
Amerlcan Council on Eaucatlon, Winter 1968), p. 69.
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| Change," Gallagher proposed two models: pragmatic

and utipic'advocates.f He sees thé'role>ofcpragmatic

. advocate not only as conceiving and advocating ap B
. o . B .
P . j innovation‘in instructional technology, but also ful-
i . .
fllllng ‘a number of roles, namely. ) ’

- L 4
a. Creating a cllmate conducive to the

acceptance of the innovation by planning
-~ For the‘fucure on the basis of the present,
‘the rationale being thaf”ﬁlans for the future
" grow from the past, and-thus they'mcst

. . ‘incorporate.what has been establishedid

the past.

; b. Advising on consequences of accepting or .
+ . rejecting. an innovation, if not planning .

for the lntegratlon of the lnnovatlon as to

minimise the disruption of pre-existing

traditions in the event of its acceptance.

. %' c. Creatlng a situation in which potentlal
:‘i}'y‘.fw : ’ accqgtors come to view change and growth

. : “as_gene:ated from within themselves rather
thah ffom without them., The role of the

advocate 1n this case is. 6ne of enllstlng

: potentlal acceptors (agents of 1nf11tratlon)

/1n,plann1ng procedures, while Te serves as an

lArt Gallagher, in W. c Melerhenry, (ed.), Media

 f;:':;,‘and ﬁdﬁcatlonal Innovation (Llncoln' UnlverSLty of Nebraska
g ) - Press, '1967), PpP-23-50.

2
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’ llpkages.‘

ingtrument of incentive, guiding ‘them in
1dent1fy1ng and deflnlng ‘their needs. /

. 4. «Creatlng expectatlon of change, not so much-
on the assumptlon of its’ belng automatlcally

accepted by the acceptors, but to predlspose

“them to a greate; w1lllngness to exam;ne

alternatlves.

The development and strengthening of the above roles
. &
lS dependent upon the advocate's understandlng of several

VT -

aspects of the systems to be changed, 1nclud1ng the systems

<.

| :nemms)énd values, internal organlzatlonal pattgﬁaﬁfﬁg@. .

PRuprAALS

" the way'the system relates to others through establlshed

LU . -~ .
Unlike the pragmatic advocate who is sensitive to

his cllent—customer system, the utopic advocate s role is

/\
one of-

. ~a. ‘Manipulating to gain acceétance;‘ thus by

‘ focﬁsihg oﬁ”acceptance other thanfinnova—
f“"tlon apprec;atlon on value basms, his basic,

: premlse 13 seen’ to be that~he knows what is
best for the acceptors or those to be ‘changed,
‘and that is why" he would plan and. do . th;ngs

or,‘rather than plannlng and d01ng w1th his accepm




b. Zealous advocacy for reforms, thus attachlng
a great deal of value to expediency and the
necessity for speed. For this reason he
employs sanctions and other forms of force to

gain acceptance.

For the’purpose of this study, the pragmatic model

n is more acceptable than the utopic model. Because of the

utopic advocate's enthnocentrism, impatience and style, he

-has_less regdid for the social system he intends to change..

Since he plans and does things for his acceptors, the
acceptors would view the innovation as Orlglnatlngdgsggkgy
without them, and because he employs sanctions, they would
ténd to accommodate him and show only external conformity”
Awi@hout ever<generating appreciative values for the innov;—
tion. This model is not in keeping with éhe new spirit of

perceived "independence." Moreover, the utopiE’EBdel

and té use it would be risking being accused of using
2coionial tactics." Nonetheless, it can be referred to as

| and wher the situation demands.

seems' to have been the main instrument for colonial powers,
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Institutions as Designers and
Communicators of Messages

It has already been indicated that there is some
parallelism beﬁween elements of change and those of -
communication. In communicatiothhe crucial elements include
the messagé, the source of the message, the chénne; and
the receiver. The receiver aeterminii’the nature and

=
content of the¢message as well as the nature 4f the channel.
It is also agreed that the most iﬁportant aspect of inducing
change in the attitude of the receiver is through ahgﬁfgfgl :
knowleége and understanding, as well as the ability to
predict the receivers' behaviour. On this basis, the
channels (meang of diffusing innovations), the message‘
content (the innovation), and the time %o communicate can
be decided. Similarly,‘as already noted in the’;;;bess
of change, there has to be an iﬁhovation (message), an
advocate or Qgent o;‘the“innovation (the source of the A
messaée),‘the means through which the innovation is’to be

diffused (Channels), and finally, th/;\>has to be a target,

or what the communlcatlon theorlsts call the destination

L .
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of 'the innovation. It follows that the nature of the
soeiél system (their needs, fe;rs, problems, internal
organizgtionalapatterns and relaticnships) would determiﬁe
the content and the nature of the inné&ation 3nd its'méans
TT—— - ’ S '

of diffusion.

It would appear that an institution or the advocate

" of change must not only study and judiciously understand

" the needs$ aspirations, fears, norms and values bf its

.social system on tﬁe basis of whichAa cho%cerbf an
_inno;ation and i£s.diffu§ive means can be decided§g5§§g$g. FN
instiéutién‘or éhange advocatg must also knéb its own
lim&f&tipns én the basis. of which expectations’of change i
can be gauéed. As in communications1 a change .of at;itudeT

cannof be ‘achieved unless.the communicator is able to

. N N . ,\
predict the terminal behaviour of the receiver; so must

- the institution or the advocate of change-be able to

Ly

predict the terminal effect of the innovation, on the

basis of which he can advise on the conseguences of its

rejection or accéptance. Thus he can design remedial

“ measures tc minimize- the disruptive consequences, if any,

P

o
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of the innovation to the pre-existent social norms and
values, and therefore minimize resistance. )

Thesé communication tﬁeory contributions underscore
the need for a sensitive and constant’observation of and
coilaboratgpn with tﬁe social §ystem by tﬁe~advocate of
inﬁovations. On this basiS~thé‘innovation and its means
of diffusion can be determined. This is important not so
much to note what innovation to introduce next, but to
assesé the impact and effect of the innovation being
tried as well as getting the stage for the féedbg@ﬁ%g;E\“d!

evaluation process.

‘Institutions as a Possible Source
»  of Knowledge and New Beliefs o

Because the way a person ﬁés come to knoﬁ and hold
a belief is importaht in human life, especialiy—in terms
of change, it becomes imperative that 'a study of tﬁe ways
{;hrough whic? people come to held their beliefs be understood.
On this basis thezﬁﬁerican philosopher, Charles Piercel is

relevant. He proposed four general ways in which a social

system or .individuals fixed or came to hold their- beliefs.

lJ, H. ‘Buchler, (ed.); Philosophical Writings of

Pierce {New-~York: Dover, 1955), ch.. 2: For further discussion

see M. Cohen, and E. Nagel, An Introduction to Logic and
Scientific Method (New York: Harcourt, 1934), pp. 193-96.
. A ) 4 -
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The first method he_proposed was the method 5f tenacity,
where men held firmly to the ﬁ;ﬁth they knew to ﬁe SO . .
because théy had always known it to be true. The seéond
method is the method of agthority; or the established
truth, ;n thi; respect, it is.required that many authorities
be readytéiQays fo lend their prestige, respect supporf,
and personality to the cause of the‘innoGation. Tyis is
still iﬁ pr;;tice when a fact is accepted as valid only
on the basis of backing it with gesearch by ‘some ieading
authorities iﬁ £hat area. The third method is tﬂéﬁégstﬁf.J‘
a priori, i.e., one of finding the innovgtion or change
agreéable téieason, though not necessarily to experience;
The fourth method is one of science which has the unique
characteristics of self-correction.
—_—

Thus, in our context, if the idea of an institution
and whatever it ﬁas to offer, is perceived as what has
always-been the truth, or if it is backed by the top

executive, or for that matter, if it is a logical thing

to do under the perceived circumstances, it would stand

a better cﬁance of being inté&%ated in the social system

i




-

189.
éndbthus becomé institutionalized.

To sum up, the extent to which ;n institution is
externally-maintained is éependent upon a numberﬂpf factors,

namely, the extent to which it is able to effebtively

respond to speéific problems facing the social system

and/qr environment. To cope with the environmentgl problems,

the institution must come out with the difficult~to-obtain

innovation Qﬁen,it is needed. It must successfully diffuse

%his inanatioﬁ by: (a) creating in the environment an

expggpaéion for;it, i;e:, explaining to the envinanbggkis <

the eonséquences for the innovation's refusal or acceptaﬁce;

(b) Dby geﬁérating an atmosphere conducive to narrowing

éhe credibility through studying the various ways in whi;h

the potential acceptorslcome to hqia a new bplief}

(c) designing»appropriéte messages and-commugzzgting

them effectively in the contex£ of the potential acceptors;
: S

(d) designing, adapting or adopting and advocating

appropriate innovations compatible with the potential

accéptor's cultural norms, and above all (e) " maintaining

ite own eguilibrium between the power groups (from whence
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came legitimacy, prestige and commitment) on the one

. hand and the social system and/or environment on the other

hand (from where it receives continued justification for

existence, continued support in the wake of withdrawal =~

of legitimacy and support from, the power group.)

It can new be pOstdlated that tension in the external

equilibrium is a product of the institution's inability to:

.
-

(a) identify the various ways in which the potential

acceptors’ came to hold their beliefs; (b) respond

appropriately to a crisis perceived by the enviﬁbﬁi&ﬁﬂ%@ -

(c) define a role rather than fulfill it (for the role
expectation change from time to time); (d4) bring about’

¥ .
change when it is most needed, and above all; (e} simul~

taneousiy fulfill the power groups expectations and respond

R -
to the social system's and/or environment's problems.
- ' & * 0
- Summary

“x

The foregoing review is an attempt to bring
together the available knowledge, experience. and éohcépts

on institution building and administration, innovation

<

. and the diffusion of the innovation within a particular

$

.
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social system at a particular time. These might be

invaluable in prov1d1ng theoretical ba51s in planning,

) designing, administering and promoting the building of

¥

Zaﬁ inst;tution aimed at providing a framework for promoting
an instructiénal technelogy proé;amme in deyeloping countries,
particularly Kenya. The analy;is represents é search for
administrative and psycho-social principles on the basis

of which plapning and launching of a National Educational

Media Resource Centre could be carried out. They .are not - "

exhaustlve, but are suggestive of how 1ndependent variables’
b -

of 1nst1tutlonal success or failure could be ldentlfled
These variables postulate that an institution's

effect will 'be based on the extent to which the institution

embodied valid and relevant administrative and psycho-
social principles, the most important of which awe:

A. Administrative Eleménts
1. Leadegship and its profeséiénal status:
' a. Technical competence
b. ‘Organizational competence:
i, Planning and delegation_ of authority

without abdication.
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ii. Efficient and effective deployment"
. 6f personnel. i
iii. Providing, acguiring and coordinatihg
experts. : )
iv. Clear distribution of functions to R

» the experts.

¢c. Continuity and stability of tenure.

d. "Political viability within a political

system of a social system. @

'%; CTommitment to the doctrine -and programme

.of.the.institution.. .

£. Egemplication of indigenous self-image
as éeen against other indigenous groqgﬁéﬁgxg» bn
- of ethnic origin. - )
g. Sensitivity to others, buthrwithin and
without the institution.
h. Capacity to establiéh and maintain an
interﬁal and external relationéhip of
clear linkages. —
Doctrine: -
a. Specification of values of the
institution as well as those of the
social system. ’ ’
b. Specification of statement of objectives
in relation to specified environmental or
social system's problems and needs.

c. Determination of operational methods and

e Ll
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meéans of achieving the objectives. ’
3. Programme: Delineation of actions related to
l the perfo‘rxlance of the institutions functionms.
4. Resourcesf
» a. Financial adequacy.

b. ’Physical facilities like buildings,

ete. -
" ¢. Human : ;"\’?/ :
. 7 d. Technological competence of staff \,

5. Internal structure:
~&. " Hierarchical -description of role‘s and
: functions.
- ) b. Delineation of functions and depa%ﬁ%‘ =
roles. '
B. Linkages: I;ientification- and delineation of centres -
' or areas to extend the following®linkages:
1. Enabling b
2. Func_tional Ly n
3. Normative TN
4. Diffused
c. Institutionalil:y:
1. Does it‘ have the will, ability and capability
to survive? -
2. 1Is is{_‘l:fac}y to establish complementarity with
other institutions or is it 'in coinpetition with

{théfm? °
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3.' Has. it established enviroqmental‘support§

D. Administrati&e arid functional strategy: -
o Planning capacity )

2.‘ Organizational capacity

3. Coné;olling capacity

4. coordination capacity

5. Communication provisi;n

6. BEvaluation provision
E. innoyative and Diffusive fhrust:

1. Doés it have the capability and ability to

) “conceive and advocate innovations?— 7
2. "How often does it come out-with innovations?
e, L.
B 3. How compatible are these innovations wilieZReea~. =

»

"local norms and values?

4. Are these innovatioﬁs perceived by the acceptors?
a.- as of any/reiagive advantage? o

b. originatfhg from within themselves or outsé?e?

! " 5. Available means of innovation diffusiqg;apd

i : dissemination. -

. ‘a. Professional publication.

b. Periodical newsletters.

. Demonstrations.

"d. Workshops and conferences..

i : ’ e. .Observation and visits.

Is the target or possible acceptor identified and

0 *

_clearly delineated?

i
10
#
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F. *Syrategies:

1. Understanding of target's organizational

patterns:

a.

b.

Superordinate-subordinate relationsh;p
idegtified. ‘

Staﬁus.of various leadership patterns
identified. ’ ’ e
Sources of knowledge and belqu system

flxatlon identified.

2. Understandlng of target's social nature:

a.

b.

C.

Norms and values ldentlfled

Needs and problems surveyed and identifig

e

. B a%" ¥ 3 %
Creation of change facilitating situations.
i. Crises prediction.
ii. Consequences of adoption or rejection

of innovation explained.

‘ Basy integration of inﬂbvation-planned.

i, Create problem awareness or perception.
- . . ; 3
ii. Generate interest and commitment to

dealing with the problem.

iii. Defgrmine agencies of infiltration.

iv. Present the innovation to look as
though it originates from within the

acceptors.

o .
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Understanding of social structure:

a.

b,

Linkages relating the institution to
acceptors. o

Identification and controi Sf rewards
v;lued by acceptors.

Uﬁderstanding of the power it represents
and controls.

Sanctions available and how utilized.

Formal and informal power structﬁre'of

the social system identified.

Communication Relationships.

a.

b,

Conveys form, meaning, and function of .
. fm‘% ‘;!‘ . e

acceptors simply and clearly. :

Communicates from the acceptors point of

of view.

Interrelational approach: -

a.

b.

C.

Does it consider the acceptor or does it

assume it knows best what the acceptor néeds?
Does it define problems, methods™ and means

for the acceptor or does it leave the acceptor
to dg‘it by itself, or is it an'intrepreneurial

approach? -

{To what extent are sanctions, threats or

force used?

d. Does it work with and through the acceptors?




In conclus10n, thls chapter has underscored the

need to understand the process of induced change.' Thls

“understandlng forms the ba51s of the precedlng procedural

design and strategy for establishing Subsequent change

¥

"agencies. The administrative and ps&cho—social‘p;inciples

197

are needed to form & theoretical basis £6r the building of

necessary media centres.

-~

_Like all good sc1ent1f1c or archltectural or

-

engineering;structures'which are always based on well-

-

institutions should also be based on well establjished

principles of scientific institution building and change

-induétion.

inducing centre which would exercise innovative and

Since the institution will serve as a ohange-

-

dlffus1ve thrust it must emnbody established psycho-

,‘soclal prlnclples whlch facilitate its change—1nduc1ng,

e

as well as-its innovative and dlffuslng actlv;tles.<To

*functlon as an administrative unit, it must also embody

the adm;nlstratlve or 1nst1tutlonal strategles that have

P

,been spggested‘above and implicit in Figure 5.
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CHAPTER VI
QRGANIZING AND PROMOTING THE PROGRAMME
Qverview

As a first step toward detéfmining the strategy and
process of developing and promoting an audiovisual programme,
A}t was suggested that a need for, and a commitment to, the

building-of an orgénizational framework to be established.

L’

This .commitment is manifest in a legislative action or a

presidential decree or in open support from the top power
groups.
it is substantially evident that -the most success-

ful audiovisual programmes have been organize@,bx‘accepted
N *
2
institutions arising from a collaborative planning effort.

The problem is one, of identifying and applying psycho-
. #
social and ‘administrative variables which would

-

facilitate

- the institutions' building, its acceptancé in Kenya and

its subsequent induction of. change. Since these variables

< 4
-are being proposed as the major intervening variables in

T

199
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institutional success, they are considered crucial in

enabling media -institutions to develop and promote an

audiovisual programme .
Q .
When these administrative and psycho-social variables

are identified, the operational structure and strategy

that an institution adopts in developing and promoting

its audiovisual programme can be established.

. An institution is built by a socidl system to

serve the system in dealing with discrepancies or problems.

The extent to which it will succeed is not only de#endent

i - on the practice of acceptable psycho-sociai and administra-

. tive relationships, but also on the degree to which it

serves specific functions and needs of the social system

which established it. The need for such an imskitution

has been established. To enaﬁle media institutions to

take cognisance of “these needs and problémé}‘it is advisaﬁle
- .

to identify the environmental variables which not only

help institutions to define its objectives, but also help

‘develbp an action programme which will let the social

_system solve the prevailing problems and pneeds. Environmental
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variaﬁles‘of needs and problems are necessary in guiding
the formulation of ipstithtiongl objectives.and actidn
programmes: They are also useful in detérmihing the
operational depart?ents-or conversidn functions of the
institution. Thus the number of conversion funétlons,

departments or services an institution develops is dependent

upon the nature and variety of the tasks to be accomplished,

the precise definition of institutional objectives, the

7, formulated action programme, and the doctrine decided on

on the basis of the perception of environmental needs

and problems.
~
In conjunction with the operational or psycho- .

social and administrative consideratidhs developed on the
preceding pages, the follqwing pages contain a ﬁ;;gg\
statement of the nature of'edpcational media, its place
in fhe educatibnal éngpess, and the organizétional‘frame—
work of the 1nstitution“to”deyelop'and promote them.

| In view,of the fact that Qery few people uqderstand

the nature and scope of. educational media and what it is

capable of ééédmplishing in the educational process, this

ey S
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: learners and

brief statement of:}he nature of‘edecationai media and

-~
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.

,how it has been organized elsewhere is included. To'give

the prospectlve 1nst1tutlon s leaders an idea of the

I

variety of act1v1t1es, and the materlal and equlpment they

might develop, coordinate, and promote, the follow1ng

seqtibn'is a review of the”role of the institution'in its

attempt to devélop and promote an audiovisual programme

in Kenya.

el

* The Nature. and-Function of

Bducational Media

. accelerate the educational process.

- Bducational media can be used to facilitaté and

CopTme L
\Wb;« i
A T

They are the various &

'machlnes and materlal that facllltate efficients

F

effective

and ‘economic teachlng for easier and faster leagg;&g. They

fare a necessaiy‘factor in dealing with-the -question of how

to teach ‘50 as to fapil;tate learning. They are considered

as a subsystemr-w1th1n the 1nstructlonal system——whlch

F

has an slgnlflcant relatlonshlp w1th lnstructors or teache§§,

e spaces or env1ronment w1th1n whlch teachlng

and learnlng take ‘place. This 51gn1f1cant relatlonshlp is
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&

not only a necessary,factor in accompllshlng a.common

‘and mutual 1nstructlonal objectlve of successful faster

and easier learning, but also in b:ingingfabout effectlve :

and efficient teaéhing.

= " »

Educational media range from those which would

facilitate individual ‘instruction--ranging from books .to.

“complex“infermation storate and retrieval system such as

computers—Ato those used in mass instruction such as radie

and telev1sxon-

small size 1nstructhn such as fllm—strlps, slldes,

the rangemincludes those media used in-

Wﬁnﬁ .

8mm and lémm fllms, magnetlc tapes with their related

equlpment to the 51mpl_xgraph1c material, usually ‘known o

as vlsual alds.

':Used appropriately, educational media can bring
-

.about a lastlng assimilation of given knowledge, structure

e and behavxour patterqs calledffor in an 1nstructlonal

: hd
4-sltuatlon. Apart from belng 1nstrumental in enhancmng a

'"teacher s professlonallsm ag-well as multlplylng hls

1/1mpact on many more learners at ‘the same tlme (as in the

‘;’case of radlo and telev;slon), they .are 1nstrumental to
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help the teacher state his objectives more specificaliyf.'
{as in brbgiamme instruction, dial access or computer =

d
1%

assisted instruction). Where the real life éxperiefice

» . is lacking, instrgctionél media like films; video tapes,
‘dioramas, and fielé trips can provide a suitablé substitute,
thus involvingvthe learner's emotional involvement and

participation.

An increased use of programmed instruction media,

dial access .facilities, computer instruction, and the like -
could promote individual approach tO“learniﬁg and t&&®  “ i

. - .
thus permitting the student to regulate his own behaviour

pattern during the learqing process.

(5
j The National Educational
. E Media Resource Center

Functions RN

In order to promote an effective utilization of

.

educational media in Kenya, a National Educational MEdia

Resource Centre with three genéral functions is proposed.
. ) . 3

These functions are related to controlling, coordinating,

‘and promoting the utilization of the educatiopal media.

The functions are organized under service, research, and
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2. As a research centre, the”Educational Media
Resource Centre will want to deterhine_the effect of media
| "
~

in relation to specified leafning environmental space
designs, teacher #¥d, learner attitudes, and the develop-
ment of appropriate learnihg systeméAand strategies that

go with equipmenﬁ and material designed by the centre; The
centre will also gvaluate, and if necessary modify, material

and programmes with a view to determining the effectiveness

" of the prograﬁmes.

3. As a deveiopment centre it is responsible’ for
the service of translating rgeg@rch and theoretical findings
L . ¢ H
into instructional programmes. Thus it provides a link

between educational research and practices by makiné it
RSN

possible for theory. to ke used for educational improvement.

I The centre will also hedp to find ;nd/or organize
necessary matehial or programmes for use in schools or

¢ training institutions. A final function of the centre

',will be to devélpp and refine material and reliable indices
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C. Production

It is proposed that this section be responsible

for the material output of the institution, and, depending
o on the needs, it is suggested ‘that-it be ,organized under
the following fuhctions:

i. To produce educatlonal medla——fllms,
tapes, slldes, fllmstrlps, transparencies,
b T, photogfaphs, microfilms, videotapes,
packages of programmes, posters and,
other graphic ma?erial. '
‘ii. To maintain an inventory of wﬁa# és"}h .
produced and for whom. )
iii. To offer help and advice in the produc—
B : o tion criteria for local anH/fleld )
o production of simpler and cheaper
material. i o
D. Circulatign and Shipping
a. To :gceive and send out equipmé;E\énd
material when requiréd. ’
b. MWo=keep a record of vendoks‘and equipnment
or material képt. '
- : - Promotioh
l ’ ‘i. To publish a préfessional é&riodical E
devoted to instructioﬁal technology.

. ’ ii. To conduct seminars, workshops,
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demonstration sessions and con-

ferences to facilitate integfétion

and diffusion of innovations.

To conduct surveys of needs and new

probléms to be dealt with.

To open and maintain necessary linkages

with necessary bodies.
g . .

To operate closely with other depart-

ments.

To receive orders and requests from

customers and determine the elevant

section for which the order is meant

within the institution.

Strateqy of Service

In bﬁder that technical and’ professional needs of_

-~ - R
government ministries, departments "and other specialized

bodies and firms might be met, it is“better for them to

SN

appoint a chief "extension" officer or a "subject matter

,

expert® in a subject area they need. It’is duggested that
hatd

the "experiiée" be representative® of the following areas:

1. Industrial relations and administrative

training (to beAconsulted4in designing

b - .material for management, administrative

and executive training, or industrial relations.)
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Extension sérviceS'and adult education,
comprising subject matter experts in the
: 1]

fields of:

L%

“a. Cooperative education

b. Agricultural and-animal'hﬁsbandry eduéation
c. *Health educationv

d. Community and social programmes

e. Developmental planning programmes

For the formal education process, each area

S6f subject discipline might alsoc have a
"subject matter expert"” representative. of
the subjects on the curriculum. They will

serve as content consultants-in the d&eﬁﬁﬁﬁh&» ~

and preparation of material that their class-

room colleagues'need. Such subject areas

include: - '

a. BSocial studies and civics-—history,
geography, government and economics

b. Maths ) —

c. Physics

d. Chemistry

e. Né%ﬁral sciences

£. Industrial arts

g. Aesthetics~-music and art

h. Linguistics
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To maintain a common theme in all the média

produced the various subject matter experts should
meet éurlng the designing conference \trlal and evaluation
stages,yand finelly work with the development and research
wing of f e centre En refiningrthe material produced. It i
is thus necessary that each specialized area, department

or ministry should appoint a full time consultant to serve

as a subject matter expert.

Summary - -
" In thls chapter a point was made that effecti fakige. ~

‘organizatlon and promotion of an audlov1sual programme

needed, apart from establishing the need for the program,
an effective organization through which the programme

could be organized, Effective programme promotion depended
- : : -~ .
on the understanding of the nature, function and limitations

of the educational media. A need to acknowledge what
. ) - .
media will and will not do requires a judicious selection

and utilization of the media.

Some educational media like radio and television

'ie,better used for large group instruction and for reaching
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th9se who live in remote areas. Nonetheless, their” ‘
effective utilizadtion requires“a careful planning. ‘Othe;
media{ like the computer, tape recorders, video tape’ .
recorders (VIR) could be used effectively for small group
or individual instruction. Other media will énhance
}eaéners motivation, interest and uﬁdegstahding of.a

subject under study. The effective ﬁse of educational .

media require that teachers and instructors state 6bjectives

~more specifically.

A Nafiﬁha; Educational Media Resource Centﬂé#&&iiéh -~
‘is dev;xed to thé control and utilization pf media, is -
established as a research, development, and service
centre. As a research centre it conducts pure, applied,
and developmenf research {elated to the nature, function,

. . _ B —
utilization and effect of educatiopal media. An important
research function is to cgordinate research activities
.éonaucteﬁ Qy iécal ;;d external,fésearchers. The centre

is concerned with research into the various environments

most suited to effective learning/teaching and ‘the type

of equipment-on media needed for such environment. As a
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E development centre, the centre instructs or tr‘ains_“1_:ea<:hers"~
Y and change agents in the selection and ﬁtilization of educa-
i tional ﬁedia; The éentre4will_aisp generate neWHiaeés‘
about media_ufilization. As a~éerVice centre, it produces

educational materials for use; catalogue_and loan equip-~

", /‘ : .
ment; code, store, retrieve and transmit necessary

information; énd finally pfbmote its—services by publica-
“tions, dempnétratzons and workshops. ‘
/53 A strategic approach to the fulfillment of the
three funétions will require a collaborative reié%igh4h$§§ggﬁk o
with'thogé utili;ing the centre's services. It was ' .
- 3 suggested that subject matter experts and training advisors
" should work closeiy with the cgntre in the provision of
the respective services, especially in the pfodﬁction of

. . . . -
instructional materials.

> =




" CHAPTER VII T

CONCLUSIONS.- : -

’

5 Overview

Iﬁ attempting to identify the most effective process
and étrategy of developing and promoting an audiovisuai
‘progiémme.in Kenyd, a number 6f approaches were adopted.
 &hey varied from the formulation of a conceptual model of
change .to tﬁe operationalization of the model in én a?§$£§§$$ﬁ&,s
to identif& the adﬁi;istrative and psfcho-social variabieé

of institution—building and how the institution's subsequent

functional operation could be guaranteed. An attempt to

I identify significant independent and dependent variables .

necessary for future systematic testing of hypotheéég““was

made. The procedures used included a number of activities,

b S

‘namely:
~1. A study of institution building process
‘with a view-to determining the most effective
HINS o étrafégy of creating an awareness of the need

_ for; and a commitment to, building a media

216
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centre. Its organization and adminiStratibn
based on the findings from an analysis and
review of literature on institution building
~ as well as the organization and management
e LN of programmes was postulated. The iiterature
. was then put in perspectlve of KEnya s

National Educational Medla Resource Centre.

2. A study was made of the strategies of
mativating and maintaining change as

reported in literature and observed from

o

practlcal experiences on effective and
R . ’ successfa\\strategles of innova- f”\ﬁﬁ
i . tion and thelp subseguent dlffu51on. RO
This analysis ;;E—Egemed nec?ssary for
. ' ' (a) - prov1d1ng evidence in support of
the conceptual modefqof change, and
(b) indicating the centre's strategy
to assure it of successful innovation

diffusive thrust. ’

3. Inpovation and diffusion of inngvation
. models we?e_inco;porated in the formulation

of independent variables accounting for

- % o institutional success. An examination was
also made of the extent to which institution-
- . " bulldlng-ahd programme administration were

JQA ) 1ncorporated into these .change models.




-/
I . 221

i ) 2. Institutionality: the»exﬁent to which the

institution has survived,'is autonomous and
has established complementarTty with its
environmental social system to such an extent

that the social system can v1gorously defend

e
1t and: is willing to preserve it.

The third major variable is the 1nstltutlon s
innovative capacity. This is related to potentiel capacity
to initiate newideas, ways or techniqueé and processes of

) dealing with problems or doing things; transforming old
-
. techniques and ideas to look as fiew; remaining responsive, .
- &ﬁﬁﬁ}é
to new needs, problems, crises or tensions perceived by
; the community, -or ‘those it invokes within the community.
| Suyccessful accoﬁplishment of this variable is dependent .
; . ‘ o N
. ¢ | upon:
1. The technical and professional capacity™
_of staff, and the leadership, their commit- -
ment to the idinstitution's objectives and
: S S T
I an " doctrine.
., i " 2., The extent to which the institution is able
. to attract, acquire) keep and deploy~the
é . : % ; " - difficult-to-obtain skllled technicians and
o S E professionals.
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3. The extent to which it is sensitive to,

}? ; - and able to successfully respend to, the

. social system's needs, problems and crises,

4. The extent to which it can identify the state
of obsolescence, decadence in J.deas, skills

and strategies and renew them.

5. The extent to which it can accurateiy<senser
the changing role expectation and cultural .
shifts within the environmental social

systems.

6. The extent to which it can promptly come out
with the most dlfflcult—to-obtaln, yet mo

needed innovations whenever needed.

- —u; 7. The extent to which it is capable of under-
standing its own capagity and potential, so
‘ that it only promises that which it can
e . Fulfill. '
- . .- /\
(This variable is related to the firgt variable
= j. insofar as its establishment is dependent upon the calibre
- el :
and quality of leadership. For this reason it could be
; ~ said that successful attainment of the fi;gf_variable is

a necessary condition befpfe this one can be attained.)

The "fourth major variable is-the institution's

222
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acceptance by the social systeﬁ and/or environment. It is
important. that the institution be legitimiséed, accepted,

Integrated, and be perceived as part of the social system's

framework and a forum for planning strategies of dealing

-
with relevant problems to such an extent that the social
system is willing to maintain, preserve and vigorously
defend it, so that it is never seen as irrelevant. Factors
affecting institutional acceptance are numerous, the most
important of which encompass:
-1. The extent to which it is seen as a leqal/iuh@ﬁul&@ =
‘ legitimised, .instituted, and accepted means
of averting perceived crises or problems. R
2. The extent to which it is perceived as planned .
from within the social system, and. therefore
necessary for its own advantage.
LN
3. The extent to which its programmes are perceived
to be relevant to and compatible with the
social system's norms, valuyes, and thinking
- 1
or beliefs.
- ) 4. The extent to which the programme and doctrine

are formulated on the ba&is of the social

system's needs and problems. _

e s .

e
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5. The extent to which the consequences of

the institution's acceptance or rejection

i . are explained to the social system.

6. The extent to which the institution is
accepted as a legitimate source of
strengthéning beliefs and a credulent

. source of information. ’

o | The variable of institutional acceptance cannot
be.achieved unless the first three variables are attained.
‘That is, before an institution cap be accepted it must
ﬁndicate that it has something of relative advantage, toa«\

. eaTabite. -

the acceptor, that it has the necessary competence for

¥

dealing with the situation, and that its leadership is

\

sound.

The fifth major variable is the institution's.

innovative—diffusive thrust. This is related to the Institu-

tion's successful advocacy, solicitation, and securing of

the social. system's willful acceptance of an innovation

for adoption or'adaptation. It is also related to the

extent to which ‘the social system is satisfied with and
2 » :

. integrates the .innovation within. its own norms and values.
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The success of this variable is dependent upon a number

of factors,

i.

namely:

The extent to whichvthe ipstitution generates
and fu%fills a change expectation climate,’
i.e., how, éffectively does it edict crises?
To what extent does it deal with the érisis

once it is perceived by the.social system?

The extent to which the institution is able to
generate a climate conducive to easy integration

of- the inqgvation within the target segial

system's norms and values, i.e., how well does
; ; N L G g L
it build a change expectation climate? Howeaaakis. -

" well does it explain the consequences for

acceptance or rejection of the innovation?

How often does it predict crisis imminence?

The extent to whgch the institution utilizes

diffus;ve and diésemination strategies of

;. ' Professional publications, neWSletténg
mémos, etc. e

b. Exhibitisns, demonstrations.. i

c. Workshops, conferences, and training

sessions .
. Ly o

d. Visits to and observation of successful

projects. . . .

<>
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4. The extent to which the institution’'s

innovations are accepted, adopted and

integrated in the social system's

technology and norms, values or activity:

5.. The extent_to which the social system is
willing td defend vigorously and preserve
the institution‘'s innovations.

It is psstulated that not until the institution

has satisfadtorily.fulfilled the first four variables will
Aip be able to exercise the fifth one. As. a matter of.
fact, the preceaing variables are necessary conditions.

W g ‘)Su.. -~

The ' sixth major variable is r€ciprocal ‘relationship

i (interdependence)'of the institution. This is related to

the way the environmental social system and the institution
perceive e&ch other.as functionally and operationally
A -
‘related in their respective achievement of their objectives.

'The success of this variable is dependent upon a number of

i iactors,'the_most important of which are:
! 1. The extent to which there is a simple, open

i : ‘and meaningfully understood mutual communica-

tion process.
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2. .The extent to which there is a reciprocal :
knowledge of understanding. between the -
sociéz\bystem‘s and institution's respective'

-norms and values.

3. The extent to which the institution and the
socialgsystem perceive themselves as comple-
mentary and necessary for each other's con-

tinued survival (interdependence).

4. The extent to which the institution works
with the social system’s accepted opinion

leaders.

5. The extent to which there a;q‘recigr0calquh§§$§@k;
" _linkages between the institution and the
societal €lements which interact with it, .
i.e,, tHe need for L
a. Reciprbcity enabling linkages.
b. Reciprocal functional linkages.
¢, Reciprocal normative linkages. ——
d. Reciprocal diffusive ‘linkages.

Strategies

~—

Thésg variables are indicative of the necessary
strategy aﬁd process of developing and promoting an audio-

visual programme that we sought to identify. They represent

: - 4 - - ’
cumulative strategies which remain in store ‘to be utilized.

Kl



228

They arekfegarded as . recallable and transferable toa”

situation when it arises.- .In their develophent, the

institﬁtion pfogresses from one variable strategy to
another. Incorporating them in.a successive“manner, the
institution buildsyinto-and upan them in a progressive,
sequential, and cumulative manner. The variables are
regarded-as essen£ial‘to an institution in terms of
basic stratégy é;d the proeésses of planning for and
inducing directed change of an org§nized audiovisual
pl.:ogramm'e . - - L
it would appear——tﬁough not by design--that these
variables have a greaé deal to do with the institution

2

itself. This means that the basic strategy of promoting

an audiovisual programme is the successful creation of a

. -
need for, and the securing of a commitment to the building

a media centre. Its successful building and internal

s~y

functioning is regarded as a basis for its beihg accepted
. , )
by the social system as a potential inceptor.of desired.

éhange. The institution's successful incorporation of

‘the first three variables into her operational strategy
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‘ ! serves as a basis for inﬁoyative capacity; the successful
o incorpdration'of the first four variables serves as a
basis for innovation diffusive‘thrust; and the sucéessfnl
incorporation of the first five.variables serves as a
necgsséxy.conditioﬁ for ;eciprocal Eélationship; Thus a
successful cumulative incorporation of the six variables
in the institution's strategy indicétes the effective
strategy and proéess'of developing the audiovisual programme.
It i; on the basis of successful internal functioning
- and the potential capability of success that- the inst@;ﬁﬁihé&.J
can thenylook outside as to determine a strategy of manipula-
- ting the social system to secure its own'accepténce as a
trusted institution that has the capacity to perceive and
~analyze local néeds and thence introduge the required

H -_N
» . changes.

- L Thesé variables -are also indicative of a basic
. ) ¢ -
rdtionale  in the development of the required perception
. o of, and insight into, the,probléms, sources of objections

and needs of the social system.. Thus they take precautienary

measures which-would eliminate any resistange to the innovation

L




that they might propose.

’ These variables are hét beiné proposéd as
exhaustive; neither could the form in which'they are put
be necessari;y final and sﬁitable for- systematic and
scientific researchf Their most efgectivé utilization

might very well depend on the extent to which they are ~

put in a refined4hypothetica1 context.

- Cunmulative Strateqgy Model

_Igythé light of the preceding analysis, it is
loéicai'for it to be proposed that the first-strategy
for developing an audiovisual programme is the perception
of a problem or the emergence of some discrepancy, thus
creatiﬁg the need for the centre, and tie securing of a

commitment for its establishment. This is followed-by a

successful building of an institution. Only after the

230

b

Anstitution is administratively and organizationally viable

and internally coherent will it begin the process of

crééting an external relationship. This external relation-

ship is soliciting and ‘seeking its own acceptance as well

as that of what it stands for--the effective.integnﬁtion

y

. |
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of technological innovation in the instructional procesé.‘
Implicit in this study, therefore, is an
institutional cumulative strategy model. The model is

for the development, organization and promotion of an

: 5 hnd
. audiovisual programme on the part of the proposed centre.

_ The modél is offered as tentative for future verification.

Its functlon is to prov1de a cumulative strategy approach

in plannlng for strategies of effecting change in lnstruct;onal

processes 1p Kbnya. :
. ‘;Accoraing to this model, an inetitutioh haehgé%§$¥?_¢

incorpotate a number of subordinate strategies or variables

in successful bulldlng’of an institution. Only aftet the

institution is admlnlstratlvely and Qnganlzatlonally v1able

and’internally coherent, will it begin the process of

TN

‘external relagionship.

- Iy licit.in this thinking is an institutional

Ly

- cumulatlve strategy model of- s;x varlables. Implicit in

. the variables are also phases of actlon.l The model

lImpllc:.t actlon phases. are: (1) discrepancy
problem or tension awareness or perception, (2) ,institution
building, and the attainment of 1nst1tut10nallty, (3) Ainnova-
ting-and.creating resourc : .seeking acceptance -

from the social system while simultaneously; -(8) soliciting
and securing the acceptance of the innovations, and (6) securir
institutionalization of the lnstltutlon on the basis of #ts
proving itself and its being found necessary for the social

“,.8ystem's averslon of any further discrepancy, problems or
“erises. e .
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pbsits that institution building .is dependent on variables

‘which are cumulatively arranged in a set of six graded

variables. The variables call for distinct action

. A : ye
strategies depending on the nature of the environment,
the phase of action and the relatfqnship between the

institution and the social system, and/or environment.

If success is to be attained at each of the stages implied

_in’ these variables, the action strategies in each of the

variables must also be transferable and be lntegrated w1th
4
those™ belonglng to the next varlable. : Ty LY

Thus, the variables and the action strategies
within them are developed as an ordered cluster of what
an institutioh builder must do as a basis for developing
an effective strategy in the process of accomplishing the

> —
institution's objectives. Beginning with the first
variable, each of the preceding variables mediate success

—

in the succeeding variable. -
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PO . Toward a Cumilative Strateqy Theory
‘ ] . . ‘ | E o
In the final analysis, it is hypothesised that
institutional differenceé in the rate of succéss or faild;e
iare qpﬁﬁon;y obse;yable,during institution building. The

>

e . €
differences are also observable during institution's -~
~

. .

L an operation as administrative social organ , or during the
planning and induction of change situations. It is not *
uncommon to observé that while some media institutions or

agencies are accepted, patronized and become successful

SR : ’ AR -
' . ¢ in lnltlatlng change in developing and promotlng audio~

RO - ’;3 visual pfogrammes {(which are subsequently accepted and
integrated within their target social system's beliefs,
norms. or technology), others have. to fight for or justify

their own building and survival before they can even

- g ! start to develop and promote any programme. The origin

3 % or cause of these dliferences and their 1mpact on Kbnya s
,E attempt at bulldlng a Natlonal Audiovisual Centre was'

) ’ | identified. | 4

L3 ) )

This study of the origin or cause of these

differences csuld go along way in eliminating the expenses

<




inducing agencies.

‘theoretical framework it could be predicted that
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‘arising our of “hunches" of strategies which proved a

failure in Kenya. The study may also provide media

institution builders with a basis for detérmining
- s
strategies for institution building, programme develop-"

ment and promotion process. Tﬁe,yariaﬁé%s‘it'is hoped,

would §rovide media institutions greater chancesAoﬁ

success in being accepted and functioning as effective

3

-

and efficient administrative change planning and change

.

-

At an abstract level the causes of instituttdfgasise -
differences in accomplishiﬁg,a«successful and éccepted
audiovisual cogramme, andl the problem of determining
what. degree of. welghtlng of causal factors could be assigned
to each of the stated dlfferences have to be considered.

. —
A hunch exists to the effect that they ‘are of equal
importance since the success of each is depéndent on the

-

success of the previous factor. In a more specific

[

institutional differences ‘in the rate of gaining an

awareness of “the need for them, securing a commitment for -

—,
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i

and gaining acceptance for their suhéequent oiganizing{

developing and prometing an acceptable audiovisual

programme could be independently measured as -the degree

of differences in -

as

* ! : .

The -extent. to which needsrare ideﬁtifigd ’

and commitment to dealing with the probpiems,

is obtainéd. '

The extent to which the institution is

built, administrative variables and

internal equilibrium have been satisfactorily
fulfilled, and incorporated in the institqggéggggg,; .

“operation.

The extent to which cumulative strategy

approach has been incorporated and utilized -
in the institutions operational strategies

and process.

“The /degree of equilibrium between the '
1

insﬁitution,\the'social system, its customer-
clients and, other institutions performing
'complementary,Vsupplementary or opposing

functions.
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The above factors are also cumulative, starting

with the first factor, each of the preceding fa?tofs

Loa

mediates success in the next factor. It is postulated ‘3

: e 1.
that the institution's success™ is depended upon

. ¢
.successful and cumulative application of these factors.

~

Summary,

To provide an effective analysis of Kenya's
. 2 ~
abortive attempts in developing an integrated audio- '

visual‘prograhme, a conceptual model of change (Figure 1)

This success could be measured in a variety
of ways, i.e., (a) the degree of adoption, adaption and
integration of instructional technology and audiovisual
techniques (as proposed or advocated by the institution)
in the education, training or extension programmes of
the social systems, and (b) the degree of the social
sy;tem's satisfaction, the measure of which could be
based on a five point satisfactory-unsatisfactory continuum
scale, If not, the following criteria could also—bes
used:

i. The extent to which they seek advice from
the institution in respect to instructional
technology*or audiovisual techniques, and
how frequently this is done.

ii. The extent to which they are willing to defend
ideas and techniques originating from the
institution. ’ )

jii. The extent to which they-are willing to
defend the institution itself.
Apart from this serving as measures of satisfaction, they
could also be used as measures of the institution's

. success.
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deeirability,

.

variable.

innovative capacity,

£

-

institutional wviability,

innovation diffusive thrust,
ship between the institution
‘are arranged as a set of six

stertiﬁg with the first one,

e

: P
df a cumula;;ve~strategy thquy.

proposmtlons emerged at different stages.

% of integrated audiovisual programmes.

.

institution's. acceptance,
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was devéloped and cpe#atibnalized in the context of Kenya.
In ‘the course- of operatidnelizing'the model, yerioue» .

The propositions .

prov1ded ‘a basis for the development of lndependent

[

variables mediating success in the development and prpmotioh

The emergent variables included institution's

institution's

institution's

and the recipfocel relataitakns. -

and its énvironment. They

cumulatively graded variables;

each of the eucceeding

o

wmth those belonglng to the next variable. -

subordinate variable mediates the success of. the next

-

Each of the variables also incorporates actiom

,strdﬁegiee which arevtransferable and ‘become~ integrated

These varlables are ‘ecrucial in the formulation of
‘—a cumulatlve strategy model which poxnts to the p0551b111ty

The/theory could be a
: P .




','hueeful'iﬁstrumentfeffexplaining tﬁe diffe;ential‘;ete~.

iuseful way of explalnlng the varlous abortlve attempts"_ L

'to develop an 1ntegrated audlov1sual,programme. If the

1:theory is operatlogellzed-and reflned, it could be_e“"”'

1

’of operatlon andmgrokth of audlov1sual centres. With"""

5 the operatlonallzatlon of a reflned cumulatlve strategy
”_theory, those developlng or taklng over audloVLSual

o ,.‘ : o
: programmes upon tranéfer from forelgn experts, could

:m’be more: certaln of explalnlng, predlctlng and controlllng

"the success or fallure of aulev;sual programmes and ﬁheﬁﬁitn

."‘extent to whlch these programmes\become 1nst1tutlonallzed.

at

poe - - ” ; " N
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21 : 1.  Institutional variables of
. a. Leadershlp which:
i. is capable of successfully discharging
gdministrative functions of. planning,
o organizing{.controlling, coordinating,
. o « ' communicéting, establishing internal
A and externai mutually aéceétable .
working melationships, obtaining and
deploying dlfflcult~to-obta1n SklllS

and commodltles when requlred

 ii. Is professionally and technically
- T 'qualified with ﬁnqueéfionablé competence
as well as dedicated loyalty to the

1nst1tut10n.'
«

iii.‘ Has a guaranteed stable and -continuous
) tenure of service. ;
>b._ Doctrine--a commltment to deflnlte’,Pgectlves
and strategy for 1nduc1ng change!? ( ‘
¢. Programme--action strategies of what is
to be done, Qherej when;'and how the
institution's objectlves are to be achieved.

-~

d. Financial and physmcal resources.

e. A coherent internal structure based on

x operational equilibrium.’
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- R

Development and Promotion Variables

The flrst major ‘variable is rélated to the de51r—'
abllltz of the institution. This is dependent upon the

extent to whlch,the social systems' power groups are:

' W

1. Aware of the need for the institution
(based on ﬁhe,perception of the need

problem or crises.)

o 2. Committed to its building -{following the

decision to deal with the problem.)

"3. Prepared to lend it authority, prestige and
) support (often expressed in a legislative S
action or a decree establlshlng the
institution while at the same time
autﬁbrising the expenditure "of funds to

build the centre.) -

The second major variable is institutional viability,
. that—is, the extent to which'the institution is successfully

built and is eapable.of attai7gng internal equilibrium;

-y

51 attracting support to such an extent that its environmental

social system would be willing to preserve and vigorously
X . )
defend it. The necessary conditions for this include the

following factors:
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This was necessary to enable institution

administrators to explain, predict and

control institutional success, ‘as well

. as to help them account for inétitutional

failure.

Throughout thissanalysis, a number of propositions

- . ek ped

aimed at explaining a possible basis upon which a successful

process'and strategy of Aeveloping and promoting an audiof

visual programme wére imp}icit at various Eoinfé{ In

sﬁmmihg up these propos@tions,.it.is.hypofhésiséd ‘that

- institutional sﬁccesé or faiigre is a function of the f*eﬁ;ﬁlh*_

‘institqtioﬁ's enabling administrative and psycho-social

variables, the enab}ing relationships it establishes .
between it and thé social system in which it is built and

* ‘: the extent to which it rerves the purpose for which it

was built. Implicif in this pag>r are six indeéendent

variables which appear to facili ite successful ‘develop-

‘ment and promotion of aﬁ’audiov;sua} programme.

.
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| of teacher-learner interaction. | o

-To perform ﬁhe aevelopment function effectively,

.

the centres approach should be one of collaborating with

research and programme developers, establish working
e . ' .
relationship with training institutions and schools,

and involvement.

~

< Preparing for Promoting-
The Programme
If the centre has to widen its scope of service
to other countries, and becomé ‘an Bast African RegionaI

Centre, the centre will need electronic communications

systems which will not only simultaneously translate the

%

information, but also transmit the information. Thus a

7~

computerized éystem of handling requests and services is
eﬁvisaged as a long range necessity. Slow scan television
cameras, - teletype and teleprintérs, customer profile anq
Ew‘i.nterest analysis are also necessary components.

To enable the cenfre to fulfill the three functions,
it is proposed that the centre operate under six main .

conversion functions. The rationale for the six conversion

o

functions * (departments) is inherent in the input-ag;ivity—outguz

- S,
)
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~

5 mix developed in Chapter III.

1. Research:

.a. Conducting pure, applied and development

research activities:

i. Coordinate all research activities’
X

conducted by local citizens as well
as foreign scholars.-

ﬁ ii, Work with professional staff in »

designing and evaluating curriculum,
instructional materials, systems

and étrategies.

. = ) N _iii. “Interpret and evaluate research r393§5§¥y§p
iv. Study instructional design and seek
to develop instructiomal théqryr )
o ‘ ' ~strategy and systems as well as the -
‘ related learning spaces.
- v. Maintain an information pool of all
tresearch findings and activities.
_ - ; vi; Work and consult with curriculum ‘
development and other institutions.
L ' ?4 2. Developmengdln§truc£ion and Consultation:
a. To instruct and train personnel in
selection and use of iﬁstructiongl materdal
and equipment. '

G

b. To consult with, and offer advice to, -

media utilizers both in Government and
other agencies of change in Kenya.

<
~




In conjunction with the research group,

to debelop and try out theory, system w»

and strategies of instruction.

To train extension workers in inter-group

and interpersonal instruction, interactional

relations,” and development process.

. . >
Service Functions:

b.

i,

ii.

iij.
iv.

V.

-

o a. Maintenance and Purchasing of’Equipment

To arrange for purchase of eguipment

and material, develop purchase and

-selection criteria of material and

equipment.

To keep equipment in good repair.

To préduce three~dimensional aids
when reguired.

To éérry on adoption and adaptation

service on eqguipment.

209

To prepare and maintain equipment inventory.

Storage and Retrieval of Information

i.

ii.

iii.

iv.

To maintain an educational media library
of films, slides, filmstrips, wideo, and
maénetic tapes. X
To loan or~rent educational media when
necessary.

To maintain an up-to-date inventory

and inform customers of latest acquisition.

When funds permit, to serve as the

computer centre for coding, storage,

-
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2. As a research centre, the” Educational Media

. 3y -

Resource Centre will want to determine the effect of media

. >, .
- a . ~

Cin rélétion to specified leafniﬁg environmental space
designs, teacgher aﬁd;learner attitudes, and the develop-
ment of appropriate learnihg systems?and stxateéiés that
go with»equipment and material designed by the centre. -The
centre will'alsg evaluate, and if necessary modify, material

and programmes with a view to determining the effectiveness

of t?e pfograwmeém., N N | | :*@g%;géw .
3','AS a deveiogment centre it is responsible' for

the service of tramslating rg&éﬁrch and theoretical findings" ;

into instructional prﬁgrammés. Thus it provides a link

between educational research and practices by making it

posgible for theéryvto be used for educational improvement;
The centre will also Eflp to find and/or organize
necessary,mateﬁial or prggrammes for use in schools or
training institutions. A final function of the centre

Vwill be to develgp and refine material and reliable indices
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development fuhctions.

2 1. As a gervige centre, the National Educational

Media Resource Centre will be primarily engaged in the

modificétion, adoption and prbduction of materiai, and

£}

perhaps .of simple equipment. The- centre will serve as
a resource centre for inforfmation related to the utiliza-

Thus a major task of the

tion of equipment and material.

* centre will be the coordination of the man-machine-material

: . ¥
system of the instructional process ﬁy providingfiechnof

3 . -
—— A ¢

logical aids:

a. In the training, instruction and the
teaching of teachers, instructors and other -
ciﬁ}c leaders and technical extension

officers who want to use educational media.

b. To learners, members of communities in their
self-help programmes, and change agents so
that they can accomplish their objective%

of eradicating ignorance.

c. To researchers, thus enabling them to locate
and retrieve relevant informa tion and data

as soon as they redquire it.

‘& To practitioners for easy and convenient datd
and information acquisition, coding, storage,

retrieval and transmission.



