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THE ROLE OF MANAGEMENT SYSTEMS IN DISTANCE EQUCATIONz.AN ANALYSIS

OF THE EDUCATIONAL MEDIA SERVICE OF KENYA.

.
.
-

‘Wamuyu Ngechu @ ¢
The 'management system of the Educational Media Service of

Kenya was analysed to determine whe ther the. structure of its

L

cQﬁtrolling subsystem was designed as.a viable system that is

' able to . cope with the educati®nal_ néeds of its dynamic

-

environment: distance education in Kenya. fhrg% levels of the (

control subsystem, Kenya institute of Education, Educational
-Media Service (EMS) and the~ Radio 'Section were subjected*to

systemic analysis using Beer‘s propositions about the conceptual

~

. viable system model. Beer‘s Jlanguage of viability was chosen
v v f

. e

.because it offers a powerful programme evaluation tool which
forme a descriptive model of management. The viable system model

1

emphasized the value of‘holistiC'anélysis and aesign of conérél
‘'mechanisms for ofggni;ational variety. Tbe analysis cre;tés a
des;riptron of both existing and ideal systems. Mismatcﬁes
between the two identifyr system weaknesses, and:' sources of

revision. The controlling subsystem of EMS was found to be

miésing:. ﬁajor‘ interfaces, both forma], and informal, crucial

" media operative components, especially evaluative subunits,

¢
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administrative support services, research . and developmen't C %
» [y

¥unc¢ions/ a media approving body, and containing dysfunctional .

resdurce-library services. Ali‘levels'4rom productijon to planning

3 c c,

. L]

- and control were assessed, and corrective recommendations made. ' a ®

The current structure of EMS could be . improved g;eagly, accobding N

L]
\

‘ e
to Beer-’s appggach, itf som of the missing dysfunctioning

a

components were incorporate into the management dengn. This
thesis demonstrates " a ﬁro ramme evaluation approach which

‘constitutes an essential sKill for'aeducagional technofogists

concerned with  the e44§ctiuex design .and utilization of

.

' tearning-teaching resources. . S - ; s
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Y Y. '+ . CHAPTER ONE

—~ -

TIONAL

L

) L4

s ‘ wo e

‘Projedt or proghémmeAeueluatiqn is presently in a state of

. .% > . - r , i
* transition. The heed ., for ‘change has come as a result of the

\, 9

N R QPOWIDQ interdependence of the worfd communlty. It is no longer'

fashlonable " or scholarly-for the dlfferent schools of thought to
[ A 3 "
work in isolation when solving -global ;problems.‘ ThlS is -

i

- especially signifigcant in evaluatjon within tﬁe°{Felq of sthe
R managemeht_ of \"diétance education which is highly

InterTUSCIDIIDaPy and dependent on team\ work.
)

Educatnonal technologists have gradually moved into the
Pl

1

s : ‘fiefd of distance education which includes fhe‘uesign of courses..
. . or iestructionaj prograﬁme; and the,evaluatlon of their lmpact on
']eerners.'-Distance educators are currently placing emphasns on
research studies relatlng to learne; problems, both 4n terms of -
the approbgl}teness of course materials .and  the soq:al

T environmenta_l~ factors ‘influencfna the lea%nee during the tourse
., of leaening., Educatlonal techne{oglst;’haue also’moved into tpe<
‘field of - programme or prgaect eualuatnon, especiallx-.in,
developing nations where lnnouatlons have tehded to be’ percelved
as ‘trahsfer“ of technology . from th‘ developed worlq’tq the -
T ‘,d°°°'°pi19 natiéqs.'The evalqation4of such)projecfﬁthS'tended te‘

.

be influenced by the desire to ﬁranote the concept of .education

-

samnte

?
)

queac S L PSP,
[
.
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teEhnology, ' sometimes promoting the success of {He—fﬁﬁquations
and the wvalue of their educational technology at the expense of

sound Jjudgement <(APA, 1981; Bhat, 1983; Jamison, }9@1; Kgﬁr,

1982; Togbor, 1982). . L

“ .
Programme evaluation'refers to “the systematic investigation

b
of worth or merit of some object" (APA, §981 p. 19). The problem

of programme evaluation in distance education has been compounded

.

by many factors. 'Firsz, the field of programme evaluation is

A -,

relatively new. This has meant that educational te;hnologists are

working in an area lacking in agreed me thodologies, standardsfand
~ Lo

criteria as to which levels require rigorous analysis in terms of

*

: a . ) P
expected costs. ‘Becondly, the current educatianal programmes {p

] _ .
N T————

’ - st . 4 . . M . . N . - .
most‘-unluer51t|es emghasnze instructional design and learning

. ) v -

problems ratheE ' than teéching the concept. of programme

~

eualuationjespedial]y 'gvaluation. of the ,woﬁthw or merit of

‘e

\ o

« The problgms of programme evaluvation have beenbaggrauatdd by

strong _digagﬁeementa' related 'to‘»the concept definitions and

éualuation, methodologigs which have been app\ied by the various

gyaluafoﬁé. ‘For example, economists working in the field of
. ‘ L I

educatlon ‘tended tq, favour %tnear goal—models for Judging. the

worth " of proaects.' Educatlon sts and socuologlstgﬁibagﬁjed to

<

these modelg because they} felt that the wprth of educat.ional

projects cannot. be Judggd ‘using a linear goal-model: They: argued

‘that education is not an industry with“recogdizable arid

v
,

méasurable“inputs- and outputs. Education is a social systemkénd

.

‘cannotxseparafe'itse]f|ff the influences of thé-exfsting sacial

3

educational innovdtions in developing nations (Torgbgﬁ, 19283). .
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dynamics. (Instance, 1981; UNESCO, 1977, 1980 , 1982).
" Distance education is especially challenging"becauss

“ ¥ 4 N . ) B
programme evaluators have x;t to answer the fundamental question

of what " is evaluation. Is it a self-judgemental, quantitative
mehsure' of. the merit or* value< of a pﬁogr;mms or innovation? v
Educational - technologists have to answer’ this question in

- 3

relation to distance education project evaluation. What is being

evatuated? Is it the instructio*al content, design,‘derfuery'
‘ . -

systems (téchnology?, its impact, on learnerd _in terms of

measurable learners’ acquisitidn; the management process.or the

imﬁact on society? Where is the emphasis and who decjdes? Another

v

fundamental queétion regards who wiill do the evaluation, the

! - * : .' / »
specialised- evaluator ' (external . or internal?, generalists '
(educational technologists),  distance educators,' taymen . ;
(cuﬂﬁit}ees), or native peoples “who have "cul tural e}péridhce? . -

5 ‘ ~ ‘

Answering - these fuﬁdamental evaluation questions i3 part of the

o \

role of eddcational technologists, who as probleﬁ—solvers are.

equipped to evaluate the worth of existing programme evaluation,
' )

toolé and - techniques. This is done by investigating the tool’s
app?op?iétenesg through. empirical replication studies ‘or thrbugh

o k]

RdtionaI. analysis . of conte§tua11y specific cases in abstractn‘

terfis. . ¢ - "

*

- The ﬁeed to euéluate projects became apparent in the 1940s . "
with the growth of public ' awareness and ,a demand 'for
hccount;bility and relative decline in educatibnal expendi$uge§ T

(AERA, 19833 UNESCO, 1982; Instance, 1981). At the same'time'.

mgnagement moved “from *accepting prescriptive solutfdbs of the -

.

» LN * ' \
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1960s _ts th; adaptive sélutions of the 1980s* (Jaap, 1982 p.é60).
The failure' of some educational technology projects, especially
in .dgveloping nations, creafed a need for finangiers:and Jocal
management to audit projects in order to account and justify the

publfc expendi ture. Funding agencies .and, policyrmakers in

o
v

developing nations ‘commissioned programme evaluation studies,

-expecting information for makKing decisions related fp‘the future

of specific distance education-projects.

S

The resglts of programme evaluation studieg varied and

A
-~
.

~ differed because evaluatorg used differentheqaiuation'foo)s~and
tephniques (UNESCO, 1977).f7 Differences also gxiéf%d because
programme evaluation studies are contextual, .oeing highly
" influenced ‘by social ~Jiglues, individual Backgrqunds. aqd.the

evaluators’ model of reality. Shaw (1980) pointed out that each

-

person constructs his/her .own version of reality using a
hierarchical system or . lattice of pefsonal constructs. The

differences in evaluation studies can be explained in part by
L .

various personal realities which are heavily influenced by who
. 4 &

sponsored the _evaluation, firstly who did the evaluation, who

1

received the information, ‘who was evaluated and what was done
with the information. The work of Shaw is especially significant

iﬁ, demonstrating the Adifferénceév'in .peoples’ . judgement of
. . - . ) A . .
*similar® realities (Shaw, 1%980).

.
-

The History of evaluation studies in developing nations
indicates the need tb. égﬁee on cbngfpt definitions and the
. N . . | A .
resolve of methodological .issues. By doing so, policy makers can

be provided with data on which to make goo& Jjudgements about the

¢

: 4 . . '
° .
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benefits of introducing distance education projects or improving

~

"exXisting institutions. Distance education is especially relevaqi
to developing nations. where high populations of young, highly

motivated students have discontinued schooliné due to lack of

further educational opportunities. Thfé population represents a

key resource for the developing nations: a papulation which would
not need toraiécontiﬁue learning‘if distance education designed
to ‘suit' the learning eQuinonments were introduced. The major
brobfqm JAn developlng hatidn% isa the, ﬁrouiaion of sounhd
Qducatio;al materlals to all citizens. Such provision has to be
based ' on soun& managemenf of digtan;e. eadcation projects if
developing nations ° are to diﬁness *an ianease in the
productivity of educgtiona1 éxpepditures (UNESCO, - 1982, p.33).}
In reviewing the current literature about the e#fegtiven;ss
of distance eaucation in developing nations, clear me thodological

“differences appear in terms of’how.the evaluation is conducted.

Nor th Amefica tends to favour éxperimentél stydies with emphasis

on internal and pxtennal.ualid(t} while Europe tends to favoﬁh\

case studies (UNESCO, 1980, 1982).

. ,Sincé 1975, the American Psychological Association and the

>

. UNESCO have been working towards establighing programme
, . PR .
‘evaluation  standards and methodologies. UNESCO has concentrated

on the &iscugsion of methodological issues while APA has
concentrated on establishing standardé for professional programme

evaluators. Once finished, the two documents will resolve some of

=]

. the exlstlng differences.
N

. \b The most’ sngnlflcant workf}ggo this field has been the

t * . ' 'E]
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- of tﬁe above qualitative indices, it is also Tmportant to éssess'

- overall management design.

.

contributions made by Cronbach (1980), and economists working in

the field Bf education in developing q}tions Schramm, 196?;'19?7;
Jamison, 1927 Jamfson, Klees ‘and .wells, 19783 Orivel, f980;
Wagner, 19803 and’UNESCO, i9?7, 1930, and 1982 . Most of'thgse
reviewed stqdies' concent;ated dh showing how éistance education

[}

projects in .developing /nations increased or !nfluenced indices

like pupils’ inquisitiveness, rate of attendance and truancy,
enrollment rate, redqction' in repetition and dropout rates,
‘cognitive development in terms of increased peﬁformance of

teachers, criterion, and norM—r%%erenced examinations, enrichment

°
0

of formal learning—teaching, [ncreasea education-learning through

extension of ﬂeduqational' and learning oﬁportuniﬁies, and’

increased social mobi[j%y as a result of equality in scholastic .

Achieuement and marKetability of distance education graduates

‘(UNESCO, 1977, 1980, 1982). Whilst it is important to evaluate
the rorth of distance edUcétion'products and prﬁ%esses in terms
the effectiveness and g#ficiency of thé management systems at the
level’' of the organization as a whole, i.e., in terms qf the

)

Therefore, significant evaluation gaps will continue to

4

exist if programme evaluators fail to considor'methodologies‘for*

evaluating the. management systems, ggpeqially the design of the

management procesé. UNESCO recommended the worth of the,
. L i .

&

jﬁanagement process evaluation, "A better process evaluation, i.e.

=

v

a careful description of. the actual functioniﬁg of -the project in

_ the épurse of ité-\opeﬁation, might help better tb'identifx 

RTINS MR

3
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impor tant é?ﬁtextﬁal factdrsl and thénéfone help to increase

“

‘ / . .
generalizability of, expeqiences'A (UINESCO, 1982, p.132-133).

. - vy .. ¢ .
Manageme;& evaluation” studies are crucial because they are

T

contermédx)with the staff'who execute distance education policy
detig/;ns in terms of désigning,‘ Heueloping and producing

/ ,
N i;;ﬁfuctional, materials, and execution of various admlntstratcve

o s ppoft duties related to dlstqnce education institutional

//actiuities, such as planning, desiéhing regulations and
\ { procedures to enhanqe' work ﬁerformances, ]eadersﬁfp? or;'the
executiye ’ functioﬁs,' measuring . of leamner merfqrmances, an&
/// evaluation pflthe.overall~distadCe education acéiuities.‘
./ " .

o

Holistic organization-oriented evaluation.

~ The workK of educational technologists has been challenged by

sociologists who ‘hauélirbued that education is a social. activity

' whose impact, both short and long-term, cannot be evaluated using .

)

a qﬁantifiablé criterion-based waradidn. These challenges have

W led to the currgnt search for a theoretlcal framework on Whlch

LN . 12

lnterdlselplinary teams can evalu‘ﬁ¥ distance education proJects.
* .

The dilemma faqnng glstance educatlon programme -evaluators has

led to the re'cwn of the worth of holistis analysis and the

perception™of |n§}itutional activities from a syﬁtemlc vnewponnt,

_i.e., understanding organisations in thelr entlrety,and,gs a

i .‘). dynam}c body interacting to‘produte end-nroducts.

[

“The work of Stafford Beer ‘is especially signlflcant in this-

fueld.‘\Beer has provided a concethal framework whnch’is also a

tool for ‘analysnng management systems (Beer, 1970,,19?2, 1979,

'
.o n

b . ! -
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‘19él, 1982). The analytiéal tgol'is a form of manageriél languagg

1

for evaluating the design of. the man.gement process. Beer’s tool

[

is powerful because it assesses the management process rather

g |
{3

than the prodact. The conceptu&l tool "subsumes other
me thodologies lfké naturafistﬁc case stu&y apptoiches and
experimental design. The tool is able to do 0 because Beeé’s:
language is mqlti—dimegsional and h;listicl The Iangw;ge.has
dr awn heauily from the concgpts of maqagement (execution,.
requlations?), General Systems Theory (system’s organiiational
theory), Conversation fﬁeory (clieﬁt—cqnsuftant agreement 6n
concept definition for intqraétion), and cybernetics (control of
the 1low .of infopmations./. -

’
12 »

___The object of the evaluation in the present study was the ’

v

Educational Media Service (EMS) of Keny{. EMS is a braach of the

distance education system of Kenya. 0f particular interest was

-

the management'system,‘and Beer”s conceptu%\ tool was considered
' . . o . 4

highly appropriate for completing the task. This tool was chosen .

because of its  specific relevance to a distance education

brdadcasting system. The conceptual tool emphasises controt' of

7 .
information, team work, interdependence of management functions
'and. the design. ,of the. total organisétion in-terms of creating

,essential interfaces. The tool was used to find out what or which - .

'parté ~of the management process were missing or dysfunctioning

Kdisfunctiooningﬁ in terms of Beer’s déscriﬁtivé model . The T

1

nonexistence of ;such processes reduces_thé'effectiuen?gs of the:

system and therefore its efficiency -in terms of work peq?oémandg;
B . . . ' . -

- Beer’s conceptual model was judged to De suitable in” terms

-

b

i ]
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.0of ewvaluating the management proceé% because , it is broad,

holi%tic' and accomodates different uie&pdints,‘making the tool

interdisqiplﬁnary, value free, and therefore applicable to mgn&

[y

',manggemenf situations. . The tool is also powerful because it

offers a holistic methodo\ogy foé evaluating management functions
ana recommending ideal @anagement design systems. The tgol is
comparable to the diagnosti% cbnceptu;l‘tools which are used [ﬁ
medicine and law to determine .patients’ states of healtﬂ or:
clients’” legal problemﬁ. "In Beer’s language; the'clienf and
gonsu]tant can interact because the cohceptual‘modei has qefined
five essential - components of any manageméng system. Thus fhe
learning .evaiuation proceﬁs ié, baged on ag%eed defianions of

coﬁcepfs which constntut! the management language. However,

unliKe medicine or law s dnagnosttc tools, Beer’s language allows

"-the ™client" to make the final implementation decisions.

.

- Beer“’s lénguage‘ of m&nagément was considered ﬁo- be
significantly -r;levant to an educational broadcasting
orgahiiitio; where Ehe. 'éq§t6ré$ﬁ function® is defined as “the
control" | of transmitted _in*orm;ﬁﬁon. The. Educational Media:
Serufce of Kenya 'wa; éstablished ‘to provide high ‘hualitr

information beyond that, normally provided by classroom teachers.

Dlstance educatlon proaects l!ke EMS which use a teamwork

3

-

.approach rely heaonly on sound organlzatlon, co—ordlnatlon,‘

rﬁgulations, procedures, execution of activlties, produc¢tion and

. transmission -of 1learning materials in time', forward planning,

user views, interfactions, . internal moni toring of output,
. . i ' ‘,' . A f . .
utilisation of learning  theories "in designing educational

1

g S
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messageé and fdevising effective dissem?nation deliveryvsystems.
!

All the above listed management functlons (process) are embodled

Y ’

and subsumed by’ Beer’s managerial —language. Hence, there is
. ’ N -~

comparable parallelism or“correlation -be twéen the _concepts

explicated by Beer‘s language and “the crucial management
functions of a distance education'system}

The purpose of the study was to evaluhte the effectlveness

~

and efficiency of the desugn of the controllnng<subsystem of EMS'

(i.e., the management subsystem) in tne terms of Beer~’s uuable

'Asystem, model . This wis done by superimposing EMS management

functions 'onto Beer’s descriptive mo&el. Once superimposed, the

, . . . . 1
analysns was expected ‘to reveal the state of the existing

management system of EMS in light of Beer’s viable system'model.

At this stage, the -analysis was expected to show the missing and )

-

dysfunctional or_robsolete managernal processes. “The analysis

. -

assumed that the non;exfstence of essentlal componengs would-

contribute to the overall effectnveness and ef#ﬂé%ency of EMS. i

because the management system’s gapabalnty‘woulq,be impaired ta

~

some extent if survival and objectiuve management functions were

i

not being carried out.

v

The superimposed management functions were mapped'so‘that

the analyst and the ln(frnal members whp const:tute the mapped'

functions® could visually conceptualize the management process.,

- Dnce ~having been.lntroduced.to the fundamentals of Beer s model,

" the members toa would be able to conceptually analyze the system:

for its ‘strepgths ‘and weaknesses. ‘{t was assumed that sound

'imnlementation Judgements would be made i the people affected

A
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“could. visually percewe the. organisatlonal management scherhata in
its totalxty as expressed by the real ity of the unsual mapplng

The lack of .research spet:nhc to thIS area meant that the’
study ﬂhad to rely heaully on related llterature. Thus the s tudy

-

""has mcorporated concepts explauned in the management titerature,

_dlstance educatlon methodologncal studles, learnlng theorles,
< 1911:)’
.instructi%nal desugn, ' mm- gerial crbernetics, practlcal

managerial experiences from the Commonweath public br‘oa’déast“etjs

Y

and the theories of edicational technoldogy. DA

’

The Stl.t'd)f applied Beer’s manager ial language «to evaluate ‘th_e
" management design of the controlling subsys.teml.o:-l" the Educatic\nal
Med:i-a Ser’ui'ce of Kenya. The tool is +found to t:e ’power‘ful; and it
could be: considbrec;; to ?-ill“ many of the existing ,gapé, in’
programne evaluation meth'ot‘:is;\ ,T'he .«;jtudy; while  not -b‘ein-g.,a,.'
careful description of EMS -functt'oné : ouern t:ime, is however a-
careful, syétemic e’ualuation of . |ts management functlons as theyl‘

currentiy -exist. The current structure has grown over time, and\' )

|t is possible for managers of distance educatlon mstl tutions. to

e

relate thelr experiences with those o-F EMS. The emphasns was laud'

on’ the effectiveness of the .current management process in ..terms
" «)

o’f' possessung the.managemeﬁt ‘capabilities whnch have been '

"’e'poCated by Beer. The outcomes of the stady are expected to ’
‘indicatgf‘what needs t.o be done in order to\-lmproy'e the‘-_mapagement

" system of - the Educationdl Media Senv ice of Kenya, as wel ] as . .

provide "a case-study ' type .;:lembnstratj'ion of the"a.ppl‘hi cation of

Beer’s an‘.aly;:»is:.' L A o - , o C

Limi t'aet'lo.ns. During theﬂ analysis the “analyst was c:onelta‘ntl)',-.‘

+



aware’ of Jaﬁp"s warning that'-—".The trap we must 'auoi,c'l at all costs

“i$ trring- to force one mode ) ‘into a culture which is not
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ree;ponsive to its- basic philosophy or. concepts. .with' a 'natur"al 3

need to understand new- or different concepts, we tend to

interpret  the “ideas. and’ pr‘acti‘ces N from éur cutrént frame of . _
reference . Thi‘:; li'm;ts ou‘r‘: capaci ty to eipand‘ c‘;urL kn.owledge\ as we )
discdrd thpls?, gémts u;hic'h 'uie‘ see as irrelevant or ine'ffec,tiu'f'. Oh' ’_ e
. c‘lose;‘ "'examinatio‘n, however , using different cr.H‘;.‘eriaL, there are
exc i,t"gﬁg" possibilities." (p. 60). | ‘ D ‘ :
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CHAPTER TWO - SR

<
P

REVIEW (F RELATED LITERATURE

“’Qoggigégationg‘i in_ the studr of Distance Edugg;ior; e

Formal Education

. 5 T ) .
The emergent Third World nations inherited educatjonal

-

systems characterised by gross imbalances, especially in access

- to educat‘i’onal opportunities, irrelevant curricula and a shortage .

A

of teachers ‘and middle and high-level manpower. Kenra was an
example of f$his phenomenon. *The first detade folrl};-t\’

9
independence was largely directed at the ;removal Ml.
. ' . f,/# ) ’
secregation and trying to cope with the -ever i'ncreasing‘\number‘s
! . e
within the inherited educational system” (Adagala, 197?/). Thus
) o ’ 2’ : -~

after independence, the poli tical systems of the majori.tr\,of the
. L

emergent nations promided increased educational opportuni ties as

; \ 3. ' . s .
‘well as removal . of s Jlal-—economnc inequalities. These nations

saw in education the 'Key factor to equalising socio—economic
imbalances  and increasing ~ the level of their, economic

3

development—if . education was geared tg the national needs

(INESCO, 1982). This notion was supported by the economic theory

equating the 1level of- .education to economic growth and .

Pl

d;pﬂopment. This theory postulated that there was direct

s

N . -~ I =
correlation between the  levél of education and the level of

.

o
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v individual earnings. The perceived education -and economic

R+ . ¢ ™ , ‘ .

benefits at that time supported this view, especially in Kenyan o

society wher'e there was a correlation between levels of
y * - K
individuals’ educatjon, amount of earnings, and social mobility

o ’

in relative terms. This notion led to the growth of social

- demand for education byaboth individuals and theosociety. People
’ ¢ Y A

demanded education for themselves and their children. Thus Third

‘( “woﬁld"po]icy-mﬁkers were obliged to respond to a tremendods .
i / Y

~ + social demand for education. This meant that some of the Third

World nations wene spending as much as thirty percent”of their ’
ﬁublic expenditure in education. This figure is cﬁrqentlr beiné

. ". reduced in~ some “countries But in Kenya the.educational sec\or‘ )
- . céntinues to consume nearly one third of :he na%ion’s to:>T—“’““*\\\;

Al

—-. expendi ture. Thus, since independenae policx-makers in developing
\

nations have faced the managerial problem of allocating human gnd

N fiscal@‘esources to fulfill the promises made to the elextorate.
-~ VA tl
\ . - Distance education was chosen by policy-makers for economic ;

and sqgfal reasoms. It was used by some countries to sblue some
of the social groblems in terms of extending equal edqgationaf. ‘
l’ﬁ- # } -opportunities tb a1l the ci%hzeﬁs. This strategy attempted to

3 N
‘solye social inequalities created by inherited educationalr

’y tems. Distance education was embraced in a aumber of countries

5? . , .
as a high-level strategy for solving some of the. glaring
' educational probliems because it seemed to gffer a cost—effective
ot e R o :
. alterpative to schooling in terms of utilising scarce resources '
i . to ﬁeet some ., of the social needs, expectations and demands for E
. . education. Economic evaluations by funding agencies like the
(‘ In . = \
"v \ ) . ' ‘ ;- ) . '
- \ . J
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World Bank, 'UNESCO, USAID, UNDP show tﬁgi distance educatidn.
systems- are generally cost—effective wi th variations,(UNEscd,
1977, 1980;  Perraton, 1982). Economic evaluations by Jami-son,
Klees, Wells, and McAnany (1978>; Orivel, 1977) and others sﬁow

that radio has been used cost—effectively in the domain .of social

o

development due to the low cost of transistor radio sets.

-

The concept of distance education.is being used in a general

way to refer to instructional programmes conducted and dpeéative

at a distance\. Educaiionaf broadcasting systems are usually

-

subsumed under, the conéept of distance educatitn if they are

-

under the managément of educational instifutions/organizatiens,
(Keegan, .1982). This is -because broadcasting is one way of
quiOering educational content at a distance,wsimdltaheously to o

identified learners. The .same programmeé can be recorded‘br

audio—-cassette in fhe case of radio, or video-cassette in case of

o television. Howeve;, thgyvcaﬁéot be formally 'educationa]'“under
, Keegan’s ‘definition if some form. -of feedback. does hot exist

. (Daniel, .Stroud, and Thompson, 1982). ,Some edpt;tionéL

broadcasting systems are tightly  managed by Ministries of ‘

Education ,in,tgrms~of content, finance, emplbyment of&gta4f, and

provision of receively sets to users. Examples of some successful
- N + . .

’
? ‘

educational broadcasting systems are the Tele-Niger project, Hong

Kong Educh;ion‘ Te}euision~ Service, Singapore Eddcation?L Mbdja

M 0

» ‘Service, Zambia Educational Media Service), Sri-lanka/édqcatfonj. !

Service, anq' the' Mauritius College of the Air. The content of
distance edué%tibn- transmitt%d through - the eddcaiional o T
o N . C ) . ‘ :
broadcasting systems were seen_ .as strategies. for equai]sing W

4!
L

—
a
»
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educational imbalances created by  physical, - social,
psychological ‘and economic barriers and environments. Such

distance education programmes or projects varied from nation to
nétion -~ and continug to do so - depending on the nature_o{~thé

probiem being solved through learning—teaching at a distance.
4 ! 1

~

Differences éxisted and still exist between the distance

s ~-

education models chgseﬁ by di fferent nations to solve the.ir

specific eduéational' probﬁemé. These models were expected to

.

fulfill specific social eKRgctatioﬁg and demands for formal and

non-formal education. igr example, distapce education was

iqitiated and continues to be used for the improvement of the

. - RN

quality  of primary and secondary _gdgcation within the

<

copvén;ional "classrooms, fqr the exfension of education beyond
.the classroom, and revamping educationa? s;stems in Africa, Asia,
_:the Pacific lslands and Latin America (ﬁNEéEﬁ, 19727, 1980, 1982;

Jamison, -and McAnany, 1§78; Pérn§ton 19825; In fact, Bearly’arl

broadcasting systemsihave in the past pr;vided ;n&'stillfggntinue

to allocate air time for educational broaacésting to improve the
- quélity of ‘school educaéion. S}nqg its intﬁoduction, diskance

education has proved to be a signifiéant,methﬁy’for so]ding

: A L \,
~social, economic and political problems in rel&iigiiﬁ}p~ to

enhancing individual - étbnomic peneffts’ and produciﬁg better

. citizens, thereby"fulfilling " the . expected economic and social ..
. & : . - .
objectives. y ‘ ‘

-

s
Whilst si}bﬁficant inroads have been made in terms of

! inéreaéing educatigponal opbortunities through distamte educatiobn

: : . he
the dilemma which continues to exist among the Third Worild

*

-
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nations is how to expand mass. education without iowering

educational gtandérds; and the related problem of arresting rural
- N 3 M '

’

exodus by’ tbe.primary'dnd secondary school graduates. The youth

who ‘should theoretically. stay in the rural areas to enhance

- )

sncio—economic. . development _by ,practiéing better, and more

ﬁroduct}ﬁe agrfcqltural methods continue to migrate to urban

areas &eeking - blue collar Jjobs. The ‘rural areas are made

N . '

)

. , !
unattractive to the young by the educational system which -

o 4

emphasizes elitism and urban life to the déetriment of rural
development. More recently, the economic, view which equates.

provision of education to solutiqn‘of.sqcﬁa] imbalances has been

~

. . o

oppbsed by sociologists who believe that education does ngt alter

social and regional fmbalances. The sociologists argue that the

Tcontent of current education systems —- -includ}ng distanqe
education — is elitist, and therefore .irrelevant - to the
hoped—?dr economic benefits and to thp removal of social

inequalities (NCEOP Report, 19773 ‘ UNESCO, © 1982). These
'Ldialecticar dispu}es héqe.increksed~the educational dilemma, and

increased the complexity of policy decisions and choices. The

. ¥ ‘Q ¢
educational needs ,aqd demands mentioned. still .exist and the

¢ d

pol%cy issues are complicated by the fact that better. education
. . . . - - - <

. must overcome the following constraints: - - ¥

v

»
-

-lack of qualified teachers, especiall? in the science‘subJectg

and maths ¢ r ; -
e . :I‘ \“

—the majority of existing teachers are qntrainedl-gspeclally in

the rural areas ) oo

~lack of adequate financial and ph»sical resources.

. ~high teacher/pup}l ratio *

° 2 . ¢
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-hugh drop—out rate . . : -

-rural to urban mlgratlon by primary school graduates

" e~=irrelevant curricula)t

-severe shortage of learning-teaching resources

Y
v

These educational problems ' coincided with greater

“utilisation of media -::;BQr;es 'in education, especially after

World War* I11. Different education systems were 'implemented to .
. - ~ s
utjiize‘ media capabir[ties in order to increase educational.

effectiveness in three ways. First, distance education systems

would wuse .broadcésting “in order to reach the majority of the

2
~

target grbup of in-school “leaﬁners. The broadcasts would be
supported by cdmplementary print materlals. The broadcasts had to
be snmple ‘S0 that they could teach and be understood with minimal

teacher support.uli there were no teachers, the broadcasts would

' occur with student—monTtor supervision. Hence; the programmes\

'de—emphasized teacher support by making them sumple‘ personalised

and addressed dlrectly td the learners. Such distance educatlon

"systems aimed at improving the qualltY' of formal systemSAby'

prouidlng h'i gh quallty broadcasts and textbooks. Second "both then

pnderquallfled trained teachers and the untralned teachers were

"to be educated: through in~service training and 'continuing'

education programmes specifically designed for the<{mprobement of

;teaching me thods and better “subject~ knowfedge., Educationé!

"~

. broadcasting was utewed as an |nexpenS|ue alternatlue for ra|S|ng

the academlc standards of the prlmary teaching force. anally,

the policy makKers and the planners thought that the qua\gty of

- . . ’ o
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‘ﬁhe ruralp:areag Qoulqsbe improvearif distince‘education systems
. offered integrated hon—fo;mal currtcyle; a curriculum th;t would
. attemptf to iAgorponate(Eoncerns of socio-economic productivity,
‘i.ei, béifer me thods -of Sgriéulture, concepts béth farming.and
;animal .husbandry, .and health ¢ekills. Thus, different nations

" choose difféﬁent .models of distance education to suit their_

policy planning needs. (UNESCO, 1977, 1980 and 1982)

Distance Education As An Alternative Route To Education -
".M“«ﬁrhere are)distance education projects Wwhich were initiated

/

specifically f@o provide alternative routes for primary school

o , _ i q ) ’
graduates wha failed to qualify faor g ecnmeht/pr{uate sponsored

‘secondary schools, forwexample, Mex Telesecundaria, Brazil’s -
. | Sk
Maranhao = FMTUH, . Minerva Madureza Projeét, Bahia Madureza,

< o
1

Malawi’g Cofrespondence Cdllege,gtc.

Distance ‘education often serves as non-formal education,.
‘o

meaning education for the illiterate and semi—literate. The .

‘

content of distance education is dgsigned to matgﬁ the learners’

— -

v L]

Qaily' actiuffie%. It is expected to infofm, to changé.attitudes
. ;nﬂ lfp . improve gocjo-gconomic dopqlopment. Such distance
eduédtiqn projects do not offer cert}ficatioq. :
Radio, much more than television or print, has been used
su;ce}sfully for sdci;l development (R@smuéson and Span—Mead,
1 1983). In 1977 tﬁere were 33 educational radio projects in Latin
America (UNESCO, 1977). R;dio is also'fcosk;eféoctiue, wi th
compééﬁtiue studies. on cost -o*féctioon;ss favouring radio over
television (Jamison and McAnany, 1977> . The 'radiophonfE schools*

]
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which started in Ci\ombia and ' later spread to other parts of

Latin America are successful distance education innovations for

adultg' mainly because fhey have developed a curriculum based oﬁ
the needs of rurial adult learners. b , o

Current studies in distance education in developing-nations

w

‘ are encouraging. The literaturel survey (CEDO, 1974; Daniel, et

al, 1982 revealed that distance, education ins{itutions are

moving away from autonomous systems to joint ventures be tween two-

or more agencies. This co;opehation is between either public gnd
private enterprises 'or‘natfonal and -international institutions.
For 'example, Ghana quadcasting Corporatisnvhas co—oﬁerated wi th
the Institute of Adult Studies to greake a‘multi—m;dia distance

°

education " system. ‘This facet of 'c6~operation'Aexfsts in many

developing *~ nations. Other ~joint ventures between distance

—

education organizations exist in Malawi, Kenva, Sri Lanka, Middle
~East countries etc.. The CO—operatiob is between government
'iﬁstitutiong.

In Latinlﬁmericé,,uniuersities haue‘co-operated to form an

international distance " education system- "the Capricorn

‘lpteruniversify Program" which has been initiated and implemented

by educators from Argeqtinq, Bolivia, Brazil, Chile, Paraguay.,

~But . in A general, distance. education universities in developing

nations hgue{not‘been well] deueloped'(UVESCO, 1982 .

Third world governments have used radio'successfully for
pblfticaf campaigns, ‘radio -forums - (Ténzania, Qenegal,
Bangladesh), and other t;pos'of programmes to ‘initiate, stfhulatb

and motivate listeners towards change. There have not been many

1

a . . . . RS

5
3
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‘studies tn./instbuctional radio. The .most prominent. is the .
. N . . * ) , . *a .
Nicaraguan Radio Mathematics project which .waé found to be
instructionally effective but expknsivg‘N(Jamison.et all, 1978;

Perraton, 1982; UNESCO, 1980).
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'National Perspective: the System of Education in Kehra.

¥

.- _ The System

The fopmal

~

system- 6f education consjsts of’thrée'léuelszl

-

e

-

.~ basic ‘education (pre~school- and primary); Secohdaryleducation;

and tertiary education. Basic education has seven grades at the

end of which _students sit for a selective examination to

secondary school ing.

Secondary education consists of three

stages: Juniqt‘edhéation which consists. of the first two years of:

secondary education,

fdllowjng two Years;'

.two  years. . Thpré

. , ‘ ) . . 5
three stages: "juniour", “ordinary", and 'advanced"ethinationsﬁ

4

are selection examinations after each, of the

the "ordinary level” which consists’of the .

The -Junior gxam}natjon is taken by some students who may wish to

discontinue 'scﬁool

are prerequisites

The “ordinary® and 'advanced' examinatlons

¢

“#or’ the next: leuell.df.educatioq, They are

¢

and the "advanced level® which consists of

important certification examinations. The examinatidns are set

apd‘,'marked' by teachers, under the auspiceé ot the \Keﬁya

Examination Nationa) “Council. - They  are therefore

’tgacherrrefe?gnced

lin

contrast to norm and criterion-referenced

tests (UNESCO, 1982). There ace plans to reduée secondary

>

education to a pcruod of four _Years (Eshlwann, 1983). :

Univers:ty qducatldn takes th%ee to seven years depending on

" the faculty. The system of educatlon in Konya is very elltnst and

s .

A

-

o
b




-tertiary education as well as related training programmes.

Lo ) © 23

éefective' mafnly‘ﬁecause of. Jack of adequate financial and human

resodrces. . }

Kenya‘’s educqtioﬁ' system has éxperienced several chanéés
since independence. Some of the significant changes have Eeen:
removal . of 2rac;al aﬁd. nelisTous °sqgregat§on .and barriers,
aéhigvement of. uniyersal primary. education;, Ioca}isatjon of
curricula, (ntegkatﬁon ‘of education under " the .Ministries‘of

Education, ‘and Joint management of education by ggverhment and

parents. The most recent change has been thi’diu}sjoﬁ of the

. former Ministry of Education into two miniséries:‘Basic and

. Higher. The Ministry of Basic Education .is in .chaﬁge of

pre—school education, primary education,,primary-teacﬁer training:

programmes, adminisiratiue "and supervisory departments. The

-

Mingétry ot Higher Education s réspon@iblé for secondary and

“

4 . L]

Finance. The two ministries consume about 30 percent of the

'tatal gbyernment budget. If the qxpendituros on training by ather

ministries are included, educational expenditurfe rises to about

41 per cent of the national budget. Most of the bxpendifure

wf@hin the two min{stnieé is con;hmed~$y'teachers salaries: 90
p;r—cent in phiﬁér}; 65-70 per*c:nt in secoq&;rr; 40 percent ‘at
university  levél. (Fine, 1974; Eshiwani, 1983). According’ to
UNESCO (1%82), Kenya teachér;‘gge,highly paid in comﬁarfson with

the national’ per capita incomé, teachers salapyjﬁeing five times

higher in average. Kenya also relies on foreign teachers,

..especially in technical and university education. These fe;chers_

’

<
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are ;;aid 20-30 time":»'higher than the national 'pet‘,ca;{ita income.‘

- Such imbalances ,createu’pr}oblgms and a perpetuation of elitist

]

edt*cation based on high teacher costs (UNESCO, '19.82). In total,:

primary education accounts for . &5 percent of recurrent

expendi ture. fhis figure does not include money sﬁent by parents .

.who are responsible  for constructing and maintaining.primaf‘y

school buildings as well as teachers hoduses. Tt;is expendi ture - is .

likely to rsise since population growth is at the rate of 3.5 per

cent. The 'popdlation' census . in ’1979 showed that the total
Qpﬁuiationsis abdu_t 1S million Ke\\yané,' 7.3 of whom are under 16
' years of age and the ,.e'ducation system will have to provide
q‘educ_ation for tﬁe gxistiné and futur’e school—going population..
Growth of Education. Be tween 1974 and 1§81, primary school
enr‘ollr.nentﬂ‘ increased' by 38% while secondary scg;ools expanded-at

the  rate of .11%. Some of this differeﬁco Pepﬁesents ‘a Jack of

access to 'se'condgry education to primary graduates, the majority

'

of whom are qualified for further 'ed'ucation'. The n‘ta.jori'tx of the

primary schoal are _, graduates leaving the school systeém be tween

thirteen . and fourteen years old; ‘t‘ou young to ei ther work or

’Iterminate their - education. Thjs dilemma has led to the gradual’

re-structuring of basic education from seven to eight y'ears“

(NCEOP, 1977. Eshiwani, 1983). : ‘ S

‘The teaching force has grown from 24,324 in 1963 to 127,580

by 1981. The .number of untriiir;ed'pr'imal_*y school teachers has

»

conptinued to grow. Between 1980-1981, 30-34 percent of the

primary school tgachers and approximately half ‘of the secondary
school ﬁach_o‘rs were untrained, There has been a high'c'or‘hola,t.i on

1 +
. R N
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bé%@een ;ncregsed enroliment andfin;reased number\of.udtbainéd
t;achers,' both at .primary and secondary’ ];uels. The role of
diséance education sysfeﬁs in kenya is to fill‘in the gaps éﬁd
deficiencies which fh?‘foqu:\;)gtem cannot combat.. l ‘
.t .“ ’ ) . . . "“—-——~ £

-
A}

. '

Distance Education in K l o ' . f\

R

There are many institutions ‘offering correspandence
education, both. privafe#and government enterprises. Ihis review

is limited ‘to the government funded systém#’hhich are ‘under the

P

Minisﬁrieé of Education, Tﬁe Kenya Ministries of Educatjon have
two institutions teaching at a . distance, the Educational Media
Service (EMS) under the auspices of the Kenya Institute of

" Education (K.I.E.», and the Correspondence Course Unit (C.C.U.)

[ - R . ce
which’ is a subsystem of the Institute of Adulsd Studies, .
University of Nairobi. Tho‘EduEatibnal.ﬁedia Service is«dnd;p the- . ..
control of. the ' Ministry of _' Basic qduca&ion while {he

Correspondence Course Unit is under,’tho' Ministby of Highéh
Educéfioh. Since its inception in 1967, C:C,U. has continued to

offer .distance education for" in-service teacher training and

upgrading. The eg tion is 1imited to ppimary.school:téachers. ,

)

“Recentiy, . C.C.U: ha extended its upgrading tra;ning role to

other - professional«, e.g., trainipg~of 3,000 1iteracy teach
education of co-operative wbrkers,‘otc. c.C.U. cohceﬁtriios ok

v
X

-adulit and hon-formal, distance educafion.

LY

D ‘K.I,E; }s'a national hjgh—l}vol curriculum dtvelopmbnt,unit.
It has six projects dealing with al) aspects of Kenya's |
curriculum ‘for education. Out . of ‘the 'six, three of thom are .-

4

~



'///dfitince education ‘systems.. These ane‘the-hedip Language arts gﬁ;f;_

. v
///‘ project,  the African‘ Curriculum Organisation and Educational

'Media Service{

The radio.Language Arts project is an experimenlal programme

. ) ' ) N N /,/’
sponsored by USAID and executed by the Academy for Educational
"'DevETopment. The progamme seek;}to explore'the cost-effectiueness

- {

K of lncrea51ng raqlo English Ianguage programmes from "once a week
" to dan!y , on * lmproued learnlng at the 1ower prrimary level for

rural target audiences;'Lower primary re{ers to the first three

years of basic- education, #dges six' to efgﬁ;. b .
The Afrfcan Cunriculum*Organisatfon, based in k I. E. teaches
.. < '

African currlculum deuelopers at a dlstance“,The courses consists
.of correspondence lessons whlch T are a( first studled at the

learners’ ° |nst|tutnons, and resndentlai face—to face teachlng af”’ "\‘
LI \

N . [ ) - 9 - v
the K.I1.E. ' . o Al %1

-

The ,education Media Service started 'in 1963 as Scnools

Broadcastlng. The -main - delivery system waszradlo supported by .

print. It was |ntreduced to cambat ‘the- same educatlonal problems

outlined in ° the Beckion‘ on developing nations. Schools
. a mE - t e
broadcasting was es%ahlished, to improve the quality of primary
RO v /

and ‘secondary educatlon - by preparlng and prodUClng educatlonal

radio programmes to canplement the school currlculum. -The radio-
. 3~
section' continues to offer high quq[lﬁy direct radio teaching to

schools for both  learners and teachers. In 1975, experimental
- oo ' . A . ? : . - .
educhtional".television ‘was added ‘to EMS for instrgctional

pnogrammec. Not havfng a film' and television infrastructure,
. ‘ o ) /'_-‘ﬁ‘\ . 1

~

te[evisionrlexperi@entation was confined }o.the,existing primary

»

¢
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teachers” coll;ges "which poésessed television sets. Since its
inceptionj'its functions have spread to include the iroduction of
film, te{évision, slide/tape and small scale media. The
production sections are supported .by four service fﬁnctions:
graphic design engineering, ;ublicgtion, and distrib&tion of
’print materials. The total staff has grown to 70. i
| The recurrent and development expenditQFé/;;:\EHS\QEEQition
is part of the« 30 percent of the nat*onal budget spent on
Eaucatién. .The Ministry of Economic Planning allocates money to.
various min(stries baséd on _ their S-year deuelopmeﬁt pléné,
annual deget requests and previous actual expendi tures. The
expenditure is divided into recurrent and development expenses.
The allocation of money is based on the submitted justified plan;
and how well these plans fit "into the national development
. policy. An wunderstanding of the total EMS operational system
would contribute to better forecasting by EMS subsystems as well
as afnual budge t all;cakion by the policy-makers.
‘At present the management system of EMS consiéts of five
éections: radio, film and television, design and print, librar)’o
resouﬁhe;, apd engineening. These sections are directed by
sectional . heads. The number of staff in 9acﬁ section varies from

5 to 24. These six sections are in turn managed by the programme

vdirector, who reports to the deputy Director of KIE. .By 1983, the -

Manabement system had an extensive environment consisting of the =,
.fpllowing: 4,135,343 primary school learners, 444,471 secondary

school. learners, and 127,580 primary and secondary teachers. The -
number ' of untrained teachers was: 37,412 in primary schoolsy and .
- ' ‘I . ‘

. > y
- « /
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8:058. in secoﬁdary\:séhools‘ (Ministry of Economi¢ Planning,
.‘* R - ¥ . °
1982). | ’ ) S .
‘ .
There are\)lé primary teachers’ colleges ‘with a total

s

enrollment’ of 12,596 in 1981. The government initiated two

secondary teacher ‘:xziqing colleges ffor training of secondary

2

scgoél teachers.’ These are tentative plans to change the system

A .

of basic éducation, probably'to extend the primary cycle from 7

to‘ SL\?ears and alter the teacher training curriculum. These

)
L}

changes will affect Education Media Service activities since i%s
¥ ' * 0
environment: is inia state of dyrnamic flux. Its future depends on

Y

the internal capability of its management system to copé with the

.4, - !
changing environment. i ' .
N < .
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* The picture painted in the "literature on the status oftq

N

distance education in developting nations is avrosy one. Yet, only

¢

" a few of the projects have been subjected to rigorbuslanal}sig'bx

L4

internal or external agencies. The Educational .Media Service of

[
'

Kenya falls into this category of acclaiméd.succbsses rvet it ﬁab
not been subjected to rigorous, sxgtemit evalhhtjon. Systemfc
evaluation in this study would inqlude“ajcrifical'exaﬁination-of

the management . system to find ybut whether or not Educational

Media Service _is doing what-it'waé(?stablished to do. This can

‘only be done .by a critical holistic-analysis of its management

PP /

system. Holistic analysis means the perception qf an organization

as a total éystem. 1+ EMS ;s perceived as a system, the ébseruer

must see it as a whole. fhig is becéLse a stte; consists of many

tompdhent parts hh;ch are 'rélat;d, integrated:or cbnnected to

each other _and their envirdnments. Thg system’s cumpOAents.haue
. , .

specific characteristics but they all work togeiher to achieve

sﬁocl?ic quectiqesd and go,~9roduée specific outcdhes. I~ some

component parts ‘are missing or dyéfungtiodai, then the system5\3”

caﬁao} function . effectively, i.e¢., it cannot -fulfill the
educationa[ objectives for which ‘it was estabiished because it

does not possess the requisite capability.
Y

The role of management is to make sure that _the organization

possesses thé “necessary capabilities in terms of the requisite

° P
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. \
component parts to enable the organization to function

effectively. Management should continually eualuaté.its structure

[N

. to éns&re that the organisation has the requisite &omponent
parts. ‘Management is:' also responsible for ensuring that the

R system’s components are harmoniously inte:faced and worKihg
‘ - \ 3 Al Y .
S . together ' to contribute to the attainment of the objectives. This

e méans -that designing 52;3uatg. operational activities, internal

integration of syste paris to enhance the operational

g

-

‘nfuﬁctibnjng, ana organizational congruence with ﬁhe env;ronment.
This .ils a. complex task aﬁdz no -manader can see fo all' the
gpefafio%s, or ﬁecisionsl involved. ﬁanagers 'thgrefore cfeate
aiulsio;s, delegate ‘power and~ desugn organizational charts to

| ‘help tﬁem‘ cope. with uariety. Th1s aspect of manaéement is

—  “cont o1*® of the organizational variety. Control in this study

'means ;that tﬁe system is organlzed to plan, |n|tiate/execute,
lead, evaldat; its actlons, generate alternative strategles and

‘ Qéluf?oni{ and restructure its functlons to cope with the needs,

. expectations and d¥mands of its environment in rolatlonshnp to

3

its opJectuves &\Jaap, 1982) .~ This means that the orgahazatlon

1)

contlnuously adapts its functlons : to gerve:  its- dypamic

environment. Coping Qith ‘the envjronmeng involves designing
system scanning mechan i sms which ‘collect inforﬁation for
o . ) .

decision-making(Michael, $973) . Facilijtating thetdé;ision—making

. : . ' q : o : ’
* process enhances the system’s congruence with its environment and

‘its self—adjugtment to cope with' its future changes. This means

thaf:>management systoms have to be aesigned so that they can

i ks 73
Sl . REA
) S N\ ’ : ) '

A\
\

funptlon as wholes, and this is the aspoct that was examined in

el
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this study.
‘The Educational Media Service of Kenya was analysed to
deteérmine whgther. it has a managemenf.éontrol subsystem that {s

organized and interfaced tot enhance integration of its parts,

o

coherence of its function and congruence with the environment.

’

specific térms the 'managemen% struciures of the téree'levels,
Kenya ’Institute of Education, EMS,aAd the Radio Section wag
subjected to systemic analysis to det;rmine whether or not the
managemeﬁt. structures ﬁave the necessa&y compongnt Q;}ts,
cohstituting the r;quisite‘syst;m's cgpapility,,to meet the needg'
and ‘demands foﬁ‘a dist;nce'gﬁu;ation management system. This is a-

major task, requiring several fypes of Knowledge and skills,

. Therefore this sQBQ<\was confined to the analysis of the actual

1

w

structural dosigﬁ\Qf ihe controlling subsystem of the Educational
Media Service. In Brder to evaluate thé desiga of EMS controfling
;ubsystem,(.the analysis must inclu&e,' one levﬁ&'abUQ and one
level below in order to make longitudinal comparisons demanded by

* , . v - i v ’
Beer’s language. There are several reasons why the controu

_'subsygtems of a distance education §ystem'are problematic. and

need re~desngnlng through analysi%/
First, Mitchell (1977) has stated that a role of educational

technologists is to 'focus on "the optlmal allocation of human,

.material and finéncna[ resources to producg desired educafional

\

_‘Jbtcomos.' This is an important role for any managimoht control

~subsystem. The future of ‘éducational technology and EMS lies. in

its ability to providt-higﬁir quititrﬁservicos and more offoétive
utilization from .the same resources, since educational buudets



. to achieve ekpected' outcomes, ' distance

are not likely io inéreas; in the neaé futupe.éUNESCD,'1982).

’ Se;oﬁd,‘;education;l technology can save bﬁ ébsts. Méreerr
éystems have to be properly ‘designed. The start-up costs are
highér than those of éonventfoéal instﬁtufibng (Jamison, et al.
1978)>. For example, ovef 20 million Ken?awshillings were spént to
‘build the“current~ gducational,Medja gervice cémplex. The above
figure does not inclﬁde staff saiaries and thé E;currént as well
as development expenditurgs which are reqyired when the.system is
operational. - e -

\\ A holfst?c andlysis of thefexjsfingﬂzzgigiment ;;sé:m df EMS

was' expected to show the subsystems that currently constitute

"EMS, any other organizations and groups which are formafly linked

1

3

- ' .
Z:o its distance education operational activities, both at,

anagerial and environmental levels, and oﬁéanizntiods.aé well as
indi;jduals who contributé dirgctix to the effectiveness of FMS.

| The aAhlys;s was also expected to reveal how tﬁe components
are orbanized _ahd connected to function as a whole s?stem.‘oncé
the structure of the current system was anafysed, concepts of
managerial cybernetics were applied to re-desigh_the control

subsystem. The study was. Bisoq onlthe belief that the control

subsystems of distance education systems are complex..Thex cannot

fit into the conventienal teaching models (Nagnpri UNESCO, 1980)>5

v

3

'Thg resul ting mode! of a system is important, since it can
be used, for planning futune activities, as well as manbowob and

budgetary requirements. The model represents both strengths and

. woaknessos,f'all nectssari‘{hfofmdtn“for intelligoqt‘pl;nning. It .

education management.
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is a justified representation of reality since it shows to the .

‘pblicy—makers *who is needed, where, for what, at what cost" from

a total visual ‘perspective.

3 . I

Economic Evaluation
Kenya, 'like other thifd'world'ﬁations, faces the problem of
3ack of material and human re;ouﬁcesf,’Economic ebgluations
(cosf—beﬁgfit and cost-effectiveness ahal}sis) aréiuseful since
they ;Fe concerned with scarcity. But tﬁey do not tell us the
, . :

total . impact of the system on the'learnors and the-society., They

fail to flook at the total system: iﬁs impact on its environment

iﬁd vf;e ‘v;rfa. History pas demonstrated the"imﬁortance of

self-examination ieadihg to seif—improueﬁent ‘(e.é. national

I3

, evaluation through ‘special 'cc:mﬂyﬂ:i:oe«s,~ uniuers}ty reseaﬁch of

company self-;ppraishls) (Brau, 1979; Brooks, 1979). Failure to
. : A : .

‘do so can lead to costly failures, like the lvory Coast’s

-

‘experience. The lvory Coast’s Instructional Television project is

.one of the least cost—effective examples of distance education.

It was_ a nation—wide project that attracted4a lot of funds from

bilateral and multi-lateral organizations sdgh as UNESCQ,‘wORLD

BANK," usAal1p;, FORD FOUNDATION, UNDP, Intern}tional'"Labour

French, Canadian' and Ivory Coast govihhmonts. It

«

.was an ‘innoviide, well-designed, researched -ands’ evaluated

5
- ¥,

joint-venture where billions of dollars were spent. Ecgﬁomic

/oviliation by Orivel, (in UNESCO, 1980). indicated its

cbsf—offoctivenoss}‘ Yet, %90 Ivory Coast’s project has come to a

halt. Why, when there was no lack of evaluation? Torgbor (1982)
. : / B . ' '
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poinfs‘out the conflfct of evaluation reporté'on th; project from
‘sponsoifs, ireviewers and critics as to who was doing what and fpr
whom, b;flecthng the dilemma facing distance teacﬁing project
:qvaluatjons in developing nations (Jamison, 1981>. The djiemma
is related to the contextual mganing of a system’s achiéueMent of
iits effectivéness from the real?ties of the sponsoring experts
(;xecuting énd. funding ag;g;ieé). the receiver (developing
~natioﬁ§) and the critics (s;stem’s observers). "Viewing the Ivory

Coast ‘project in its entirety .......It is high time we shifted
the focus on logistic and linear aspects of proJeEts evaluation
‘to a more holistic assessmght that would take accouﬁ% of the
human beings involved. Cost effectiveness, technical qualit} in
material production, paﬁer ands pe;cﬁl tests to asses§ pupil
behavior—--all are importapt; but they do not tell us the whéle

e

storx of the . impact of the project on the re&ipjent. The 1lvory
"Coast set ogt ta pro&uce a young, adult who could integrate scgogl
‘life and his environment. She produced a youdg adult who was
.articulate in French' and had a llmitleés intellectual curiosit;y
but who had 'bocome\Aan alien in his own nigiuo communjty.;
(Toﬁgpd}, 1982, p. 13). Similar views were ,expressgd, and
recommended at high—-level UNESCO délibelations (H;ESCO,‘1980). A
sysfcmatié analysis o;'third world projects does point odt‘that
in public media dlstaﬁco educaiion successes are bft;n blown-uﬁ
“out.‘of propbﬁtion. Anoth;r\ example is ‘ﬁho hi§h19 accaimed .
' Tanzaaia heal th ‘camphign proJocf which was co€t~qffecﬁive or
suécessful since listeners acted and buklt ?56,000 latrines. ?et.
'the latrines were never used due to cultural éractiécs/nprhs

. . . . ,
' f
. r
.

.
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which the planners and eqaluators were nof aware of.
"Third world natiops cannot afford the experiedce’undorgone
by Ivory Coast, especially when the jnnovations are built with

loaned money.Therefore this study emphasized a holistic analysis

of the control subsystem, and implementation decision-making by

the staff of EMS in terms of the systems theory models. While

récognising the importance of input-output economic evaluatioﬁ

models, this study”emphhsized the importance of complémenting the

lipearq—economic analysis models i.e., goal models which are

N
e Ly

‘linear and which are mainly concerned with ‘balancing the ébstsnof///

input and outputs. .The ecpnomic evaluation goal-models assume
‘ , ) ‘

that the “producer® of the dutput isueconanicaily officientj

" (Mjshau, ‘1982), Thus such models assume that the management

systems of distance ieaching “producer" institutions Tike EMS e’

effi;ient; , The qconcgpt'* of _efficiency " is contextual nd
; . \

Y '\

achieuemenf—relatgd ' in ' terms of work (Instance,‘ 1982>. ‘In.

relationship - to EMS, - the economic input—output models would be

"concerned with' comparing the costs of inputs and outputs (UNESCO,

, ~1980). Such models would not be concébnod with the management

systems of distance toi#hing oﬁganifatioqs, which they treat as;

bla;kboxes. Under this "assumptibn,‘ economists .thep calqulate.'

variance of the .costs of 6u?buts when compared to input costs;

4

\
Iy

. The  study. questions
“management structure of EMS was evaluated to determine whether or

:not EMS as the *producer" of distance feaching-]garning mafqrials

.

. . | . ' '
. wag efficient . and effective. The study assumed that the

management system of EMS, was #ﬁffectiue and effecient if the

1 ! ‘ o

this ‘assumption (UNESCO, 1980)>. The.

’
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requiéité component parts of a distance education system were in
S I - . o E
existence, integrated, connected and functioning as a.coherent

{/ system, congruent witﬁ‘its~environmeht,
I

N

»

Secondiy, the distance educaﬁion‘ management ‘system as
fpgbducer—system; ;onsists of functional activities which fit
best into an industrial -model (Peters, 1937; Wagner, L?Bd). The
étuay Examined dﬁe%her' or’ not the managoment systom of EMS was
deqignéd to manage an thdustrnal enterprlse. Was EMS designed to’
operate ‘as an enterprlse?. This ;;s a'bcé questlon, hepce tﬁe
limitation of .the. analxsis to the examination of tﬁe desjgn,of

. ' the control éubsxs&eﬁ. |
In developihg natio;s, the concepts of eduéational
. .. te;hnology. its - innovations, and . industrial manag?meﬁt,'
especially in distance education; are: relatively new. Worse
‘ still, devoloping nations iack ﬁanpower w{th managerial skills,
‘especial{y in distance education systems. The study emphasized
the holistic hpphoach to oxaqine the problems outl ined above.
. ‘Distance education sys;ems have to be implemented with particular
x‘ care and nurturing if they are tq survive economi& ausgerity,iﬁd
‘EPnuonﬁionai biased hktitud&s. ‘
B} s It was fimely to subJect'the managemént syi}em of EMS to a

systomatic -analysis because by the end of 1983, the custom-built

complex’ (office, studlos, ltbﬁ‘ry) wlll haue been completed and

- operational. The study mapped oxisting actluities of EMS onto

o . Beer’s conceptual model to reves®, ;hrough analysis, component

'pqpts_.of “the hanagemont ﬁy,r“’ that are obsolete, missing,
" dysfunctional, those that needed to be retained qnd enhanced and *

[ B . N 14
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areas where new pmodramming is needed. More important, the

~

analysis demonstrates visually the linkage of component systemg,'

’ ’ \ '

sdbsysteﬁs, interrelationships, chinnels of communication, and

envnronments that constituted the management system of EMS.
This study was llmited to the: analysns of ‘the exlstlng
struc tural desngn of the 'Controll|ng ‘System", therefore making

the study a conceptual eualuatIOn. The problem can be re—stated

g L)

as: ' . . . -

-is ghe }'Controlllng Subsystem of the manaéoment

- gsystem of ‘EMS designed as a vnable system that is

able “to cope with the educational qeeds of its
~dynamﬁc~enviroﬁmemt ? . ‘ -

Are . the component systems of the control subsystom

H

designed to facilitate coherence, co-operation and

‘ to;ordin;tion '0f the whole system as in inddstrjg]
| models? | '

It was timely to sﬁbjoct tho'manégoment_system

- ~ of the 'FMS to(a\sy;tematig~aﬁalysis because by the
end of 1983, tﬁr cuStom-bui1t complex <(office,
studios, library) “will have been comﬁleted and
oporational. The study mapped oxistlng activities of

- EMS onto Beer’s concdeptual model to reveal, through

4

analysis, component parts. of the managtmont systom

that were obsolote, misslng, d +unct|onal those

that noo¢od to be retained and enhancod and areas

~

where  new programming was needed. More important,

- s .“- >
o T
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’

"the analysis ‘demonstrated visually the . formally
)inked © component systems, subs?s@eﬁs,

. . ipterrelationships, channels of communication, dnd T

- . environments -that constituted the manigement sysﬁéﬁ
of EMS. : - 1 Co

This study was limited to the analysis of the : %
-design of the "Controlling System®, therefore making

@ S the study a conceptual evaluation. The probibm‘can

be reée-stated as:-

> - : . ° at

. o4 T
/ Is the " "Controlling Subsystem® of the management

¥

u

system of EMS designed as a viable system that is . Y

- ' ‘able to cope with the educational needs of its

¢ .. N . >

. . ) _ ;
- dynamic enunronmqﬁt ?

[y

.- Are thejfcompongqf systems of the control subsystem

_designed to facilitate coherence, co-operation and
M : . (’ . N - ., . . "
e T co-ordination of the whole system as in industrial

models? , ' ; ST L
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Educational technologists have successfully aﬁpliod models

,to solve educationa) problems, (Jaap, 19823 Lent, 1979; Jamison,
' 1977). The current literature on management systems reveals three
'types . of management models. These are the Japanese model

‘kmanagerial culfuro),’the goal —mode! (qéonomi; linear model), and

the system-mogdel (holistic model). \ ' .

The first two’typ(é of models were rejected in this study -

‘bocause\thoy do not . deal with the problemadf designing management

systems with adabt?ve and flexible cipabjlitioé.
: ( . ’ . ° ) -
The Japanese modél, The Japanese model emphasizes the

creation of managerial culture in organizations. This culture-is:

-

,“'rofitctéd by the various oﬁgahizatioh;’ tradi tions and céremonies

-

which have. vglﬁes* an¢' meanings for the individual emplo&ees
working in the ofganizatfons. The management cbltures aro'gihred

towards evélvrng organiiatﬂonal communities in ich individuals

realize that; each one of them is individual and collectively

respongfble for the organization’s performance or effectiveness,

T (Jaap, 1982). The model therefore, placos‘groat iﬁportanco_on the

R dbuofopmeht of human resources, iao.; "the strengthening of
Pl ' . . M . Al

*

individual and organizational interpersonal bonds. This is what
Michael .calls organizations participative processes (Dill,l992i
, L

Michael,1973). . S ' o
~Ibe qoal-model, The goal ﬁqdo% oriblnafed from economijc pnd'
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. engineering studies. it emphasizes the organization‘s achievement
of ’ stateé goals/objectiues, ' ‘thereby sacﬁificing the
organizafion’s adaptability to its environmental needg in
persuance. of its éoalsl(Biér, 1972). This is because the modelais , .o
based on decision theory-in which the organizatioq engages itself
in a series of activities aimed‘ at reaching some defined

:endppoints/o} producing some aefiqed outcomes. Thig approach o+f
‘declsionﬂnaking uses pro&ability statistics to predict the

.outcomesg The model 'emphasizgs. caus relationships between
interﬁediate and ultimate goals. The appliiatioq of goal-model! in
the evaluation of distance education projects like EMS has been
chgllenged by educationists who claim that education is not an
industry with identifiable inputs and outputslwhich aré causally'

]

related (Cummins et al. 1981; UNESCO, 1982). The goal-model is

el e

interested in the final products/profitability. It is difficult

to use the goal-model in evaluating ﬁho design of EMS manageﬁént

°

S - . .
process and hence judging its effectivenegs in terms of its

R R-C I

.capability.- It is problematic - bgcause goal-model’s criteria

—~~varies situationally depending on th;”organizational settings. It

'\‘

is ‘tlso difficult to -separate individual objectives from the

e . e
wte Lo e .

En

Groanizational '6bJectivés, and vice-versa. Why do people choose

e

certain functions and join specific organizations? Michael has

N
ke,

postulated that peoples’ compulsive desire to control makes them

-~ ¥

“
A
S adniadhr

choose professions like teaching, management, engineering, -
invention, or burneaucracy (Ratoosh and Michael,1973). It is

difficult to :substantiato the allegations since we do not know

the extent to which individual gbals inflmonc; organizational .}
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effeciivéness and vice versa because this can be known, at best,

only .for a' specific organisation at a particular time. The

¢ ®

goal-models are not concerned with these distinctions since what

RY

matters is achievement of the endf rather than. the means for

-

doing so. Goal-modéls canpot therefore be épplied- to a-

[
structural analysis of a multi?arioﬁs social system like the

Educational Media Service. This is because the effecfivenegs

(system’s capability) of EMS management process is the subject of

this' study.

3 -

In addition, the managémont functions and activities of EMS

o

do— not. best fit a- model which places emphasi; on a series of

activities since its activities are multi—dimensional, like all

.social systems with an infinite number of black boxes. Therefore,

‘

a goal-ﬁodej is iﬁapnropriate° for the evaluation of the
/
management system of EMS (Cummins et al. 1981). - ™/
The holistic system—model . The system modeL is .appropriate

for the ,h study of EMS because it treats organizations as social
systems. Eduéatioﬁal sr;toms like EMS are working models of
social uﬁits. Social systems are characterised by nesting of
‘systems within each other, hence creating dynami; situations and
consti;utiﬁg messes wh{ch can only be analysed hdlisticzlly,
Social systems cannot be treated linearly as though they were
composed of series of functional activities aimed ;t some defined
oﬁb‘ﬁoints as goal—modoli presupposes because social.syftems are
dynamic and holistic. with. system models} all activities dﬁg

d;nqmically‘intorrolatod and there are no defined end-points from

which -~ causal relationships can be assessed. However,
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e B )
. \ )
correlational relationships can be sought using mult ‘§qri teria
i :

at any point ’within the continuum. It is posasible to evaluate

different criteria at specificied times to determiﬁe the state of
the system. Many system models are generally difficult to

operationize because they do not make provision for establishing

@_and identifying causal relationshfps that mgy:potentially éxiét

between and within the systems’ criteria #hemselves, i.e.,; the

f

, depeannt variables. However, a system-model-was appropriate fdr

s

evaluating <+the design of the managem¥nt structure of EMS because
the. study was interested' in identifying the exiStence of the
processes .for the “control cycle of plaﬁning, directing and
ev?luatinglorgani:atiikél operations” (Michael, 1979, p.41)>. This

systém-model is future-oriented and corresponds to the crucial

management function of controlling rather thanudecisron—making,

for csntrol is,thehynjme responsibifity of Qanagers at a{l leug%;;

of management. )

AY

A prime examplenofha'systém model is that of Stafford Beer

L4

(1979>. Beer . has offered a managerial method of descrfbing what

N

.he has nanied as: "viable system model (USM>*  which is a

.

*multi-dimensional construct of relationships: people, functions,

resources. It is a powerful tool for the analysis, diagnosis and

h

design of management structural processesﬁa The approaéh is.

-

equipped with<a language for its description and a structure for
K

re—designing and establishing new values and meanings of the

conuon}ional. ofganizational charts which characterise the«

thinking and structure of most management systems. "At least, I

-

have proposed/a model, and‘l languago’fbr its discussion” (Boor,.
. -¢

i

X
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1982, p.él). The WVSM empasises the value'  of anal}zing and

- '
designing systems holistically as well “as designing control

. . ) , .
mechanisms for organizational variety. Beer’s wviable system model

A

" assumes .'the lodﬁf of one wor I.d ;n& one set of %glues for the
:underly}ng evaluation criteria (sysfems’ adaptability) and is
_universally ' applicable +n' any organiiatibnaf sgt?ing. This
approach is suitable for agalysis of EHS‘which, as an educational,
organization,  is a social ‘sy?tem con;isting of messes with
multi-attrigg{os.' The analysis wiil therefafe avoid 7‘%Per of
missing levels. S o !

e . | _ \' ' g !

Beer’s Management language (Viable System Model). CL .

i
- ' “ . T

Every viable system has three important characteristics.

»

- These are: - ' k3 v

LTy G e

O
-possessibn of five -éub-systsms which express the

. : e ; » - .
necessary and sufficient conditions of survival

©

RSN 207 Y

(Beer,1982) . . ' .

’

s T

. (N .
-the invariant property which means that each one of

e

.
L et - BT Sty

the five' subsystems-is necessariiy a set of viable

systems ﬁtsilf, thereby makKing thc viable system have
the propept& of closure. This means that -the VSM

observes itself in Vts activities. This is the important
¢\ . g .
quality of self-reference, for the viable system model B

‘is what it does rather than what it sars it is. ~ «

. . ' ) N L]
v _ -the wviable system is “"recursive.” Each "recurgjon”

H
Ay

. . level u;os a languago‘?hich the levels above and be B

- 0

Q




do not understand. ’ . ' R
. i . .
The mode! shows positions, functions, relationships, areas

.of collaboration and co-ordination, coherence, and différenceg of
) N '

C;S management system. An individual organization’s performance is

etermined by the extent to which its complexi'ty mirrors that of
A oy o

*c the - .enu[ronment. It 'is therefore impdrtant to ‘“examine
. . S

organizational  structure holistically to determine those
environmental elements ';\ which ‘organizations respond. The

~—

compleéities can be compared to find the elements that cohere’

S
toge ther "and those that are ﬁ\g::tchos; Once :2; mismatches are

identified, ‘organizations can be r structureﬁ, . for

3
.

organizations are sygtomé of structured functions, relations,

N

. A
actions, and some unstructured activities which may be harmful or

beneficial in judging the organizational effectiveness.

: . ~ : ’ K3 '
.. The wviable system is viable if it can maintain
> .
*quasi-independent"” existence. 1t is a sel f-organizing,

Y . . .
purposeful systpm. It has internal crisfria of stability which

enable it to maintain homeostasis and to adapt itself to a
. g v . ) ' ¢ . ® . .
dynamic 'environment. A viable system exists in an environment

that is a proconditfon'o¥ its plabili%r (Beer, 1979).
The Educational Media® Service.: exists. in an educational

environment which is a precondition of its viability. lf would

°

not have existod, wi thout certain educational needs; The school -

©

system for which ' the Educational Media Service was created has
4 [ . . . N

changed since i965, The fact that school’s radio.bwb‘dcasting ha?
\ . . * " . . N . v
grown and survived means that the system has some adaptive

. capability. - o 1} L )y )

»

st xS il i Al o T
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The -study ‘emphasizes- the analysis of management design.
Beer, .Lawrence and Lorsch,'Mich;el and others consider that the

viable management: systems will be those that will master .the

sc}ence and art of organizational design %o achieve both high

@ifferentiation (clarification of functions) and integration
-'(coordination of the total organization). .

In relationship to the Educational Media Service, the

management has a defined environment: an environment which is <

’ ~4

~glearly defined by Kenya‘s educational acts and p;ans. The
environment Ais captive and consists of a direct environment (the
scnodl system) influences diréctly by the non-formal educational
\ ;ysteﬁ and® the surrounding political system. The work of EM%
manggement is to serve the needs of .the stated environment.

In this study th? éu§luafiue qﬁestion about.th;.m;nabement
design of the Educat}onil Media Service of Kenya is primarily -
concgrn;d with what it‘is doiné (r;ther tﬁan Qhaﬁ it says‘it is
d 'ng). Is there a direct corrtlatlén .botqeen its observed
actiuiéies and its stateé objectiﬁes? Is theré dissonance? Are. '
4£herd mismatches be tween what it ;s doing and }ti interqil

L) . \\\‘\
criteria of stahility? Does. it have built—in error-correcting

v

. mechanismg? b?os it have a comparator which compa?eé its outputs
with its int;;nal' critgria——o? stabi\}ty?' The ;riﬁeria of
sf;bllity ref;r to the Educational Media ‘Service q'lnte'rnal

ﬂ e@itor?af standards" which are used when Judéing the quality of
distaﬁco edScatloh fin&l proquciioni‘ (broadcast and print

slmatori:ls). ‘If'@ifmatches can.bé,ldopti¥iod, then it is Réssible
to generate solutions utilising ‘the powerful descriptive

1 5 4 . b
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qualitigs - of Beer’s model and keéping in mind the views of other
- . .
organizational reseachers especially in the field of the systems’

. L

- model designs.

Brief description of the five subsystems

% « ’

) < Insert Figure 1 about here: showing the . five .

subsystems of Beer’s viable system model)

T + ’

’

System 1
System' 1: is horizontaf and carries ‘out operafionai
:igtivitieS* of thé total system (i.e., what business are‘de in?).
1t emphasizes tq.h pre;ent activities bf' the organizafioﬁ/s
business within its physiological limits. In brief, it is

4 .
action-oriented. It consists of the management unit and is

,“}iﬁked 'di¥ectly to its defined onuiro;mont. The threé parts of
system 1 “are  embedded within each other: the management unif
being 'the core of the ';mbeqment's The parts are connected by
"Ehaﬁné}s which have the capacity to transmit the variety
generated. This means thﬂt there is con;idorable variety
"diffusion within .the omboddod‘ structures whi&ﬁ héightons the
intor#ctron and ihtordopondbncy of the thrée panrts. Systém'i is

also autonomous and is much more aware of the opganizatlon's day

télday specifics than its metasystem, i.e., the boss sfﬁce it Has'

a better Knowledge base. This means that systems 1 must be glven:
" .‘ ( -

Ly

" —freedom tovﬁiirry out present organizational business
'S :
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N I

" without its metagystem "breathing down its neck® all the.

time;})}

~authority . to execute its oporational.ind enviﬁoﬁmental

s

»

trangsactions (distance education research, Jeoblopment,
and production of materials),

— o ’ : '
—trust tp carry out its duties, and

.—autonomy to make,necesshry'choices, err and carry ‘the

resansibility for the consequences 6? the choices made.
< .

S the ‘above concessions are given, there will be:
fagifitatioﬁ of organizational lovalty, since system 1 can err

wltﬁout fearing’roprisals or going to ‘the extreme of coverfng up
, important lldoas, vLews,‘ and information at variance with its

metasystem. "This 'ffeodun acts as a delimiter since the given

©

choice is a responsibility (Beer, 19?9,‘1982; Michael; 1973).

&-‘ AY

3 N

r

]
. Sretem 2,
-

-System 2 is & cybernetic discovery made by Beer. It is a

. Al

subsystem of system 3. It exists and -iS'designéd to dampen

‘ ]

conflicts between systems 1 and system 3. 1t ﬁapdlos.issuos,'such
as_ policy statements, desig%& subsygjims for routine reporting,
_and enhances 'cé-opoﬁation »and co-ordin}tibn botwion sygtoms 1,
‘gystom 3, and system-3-star (gee Figure %)f It is~qlso used by
sxstom 3 4o qlfutg_.thdfsuporiar power géﬁﬁgated by system’s 3

¢

orghonogonal- Dﬂlltionlhip with systems -l.JSyptém 2 dne@ so by

'
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“6arrying ouk to-ordination activities, thdroby,lreduc}ng to some
degree systems’ 1 perception of system 3’s executive functions.
'Tﬁis hipptns because systems’ | perceive system 3 from a

hprizontal;uertical dimension. System: 2 is therefore a service

-y
'r,.".

&

-1

for systems { and 3.;Its'functions are unique and imp6 tant, for

without - system’s 2 anti-conflict capability,‘critical reéourteq
\ ‘ ' - o )
. for systems’l activities may be wasted in survival rather than

functional activities. A system’s survival activities are called
>

autopoeisis, i.e., activities for the self-production of the

organizafiqn. To 'carry out its fﬁn?fions, system 2 requfrgs
dif;;rent cognitive, affective, behavioural, ;nd 'peE;éptuil
sk}lls in order to make identifications and Qigtinctions of
problematic activitroé, and'té report ‘accurately to system 3 fbr
regolut{dns of conflict aqq commandtdociéionsu

L] »
’
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System Three - . '
: /-

.System 3 -is the corporate diroctorate' odcupying the -

‘vertical commgge axis with orthogonal relationship wlth systems X

1. It is 'the boss ‘of systems 1, and as such, it oxcrcnses
vertical lntoruentlgp necéssary ;or_ mainteh;nce of ] ohesion
be tween systems 1. System 3 is able to p;rform this role bOCause
ié occupies |a stratesic superordinate position which gives it q
systemic viewpoint, i.e., a broad pictdre of systems’ |
activities. This paosition m;kes'it possible for system 3 managers’
to co-ordinate \lower-'teuol activities. since they‘understaddf
systems 1. intéraction; better lthan the indiviaual managers,qf
.s;stems' 1 (Be?r, 1979, 1981, 1982, Michael, 1973). System 3 ié
thorefﬁre a uer} important.system”since ig\is responsible for the
internal functioning” of th; viable: system. Beor calls it the
fulcrum 3§f the viable sy:tom. Accordlng to Beer, sritoms 3 span
of ';ontrol, should be betwoen é to 7 Systems 1 #Jg: executive
funétion of System 3 s to‘mako tactlcal po?icy_docis:ons far
systems (.  System. 3 is able to do so'bocaﬁso its business or
main concern is witﬁ the‘ére;ont activities of the organl;ationh‘
or 'in;ido and now". However in order to ﬁtnimiio its usqlof the
command channel, sygtom three has two ;ubsyst;ms'responsiblo for
its} metag?stomic activities.. These .are, system 2 (provfousl?

§

discussed) and systom;thrce-staﬁ. The role of system—three-star

is' to provide services to enhance operations of systems 1. This .

1 4 —— -

system also auditi"systoms 1 financial expendi ture to prevent

!

4
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'gystfh 3 loosening its control over system

S . . 50

" fraud. System 3 uses this' channel to check informally the

~

performance of systems 1 during for/examgle, cocktail parties or

informal gatherings. Having syst

L

and system 3-star enables
system 3 to avoid' ' becoming ahtocratic ;ﬁ& Qives autonomy to
sysfyms 1. The motas}stemlc actlv{ties'tdd ‘neccessary requ1sjte
variety to the wvertical :axis sb"tﬁat vertical and ﬁorizontal

possible system states are balanced out (see, Beer for detailed
o \ - -

-analysis of orbanizqtional‘varioiy).

System 3 is therefore an‘important’deqision—haking-point &t

one level, of recursion. This executivé function is also

significant because System 3 is aware of ;he future, for it

- maintains a poworful'homéostat relationship with system 4. System

3 is able to do so bo@auso it also Holqngs to the above level of

recursion. This means that ~ system 3 can authorize future
activities since it is made aware of possible future options and

implcmontatlon=¢dekisions by ‘its respective relationship with

" system’s 4 fqturisfic aqt]ultios and system’s 5 policy decision
- function. Thus. system 3 is able - to make implementation,

continuation, and utilisation decisions as -a result of occupying

t

- this crucia! metasystem position. ‘Because of occhp}ing this

crucial position, system .3 is able to deploy {ts command channel

-to provide leadership and day to day administration. Michael .-

maintains that -this relationship is "the result of the law of

hierarchy .(Michael, 1973). Beer has empha

"

trust, openness, support, oxprossion'of feelings at variance wi.th

sxstpm;s 3 thinking éo-that'tho command channel can reduce the

.
¢

ed the importance of

by encouraging

e LN
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deéree,,:and the amouni, of coﬁering up of‘imnorkint information
by‘.syqtoms. L‘thatlsy}tom 3 -may nood.Thgs is whereithose crucial .
. algedonjic meters oh'intgrpensonal relationships can be applied by
iystom 3 qhen‘ doallné wi th systoﬁs‘{ in order to control their
activities. System 3 can:dovso by.apﬁl;bng tho.pain and pieasure
syndrome or reward and punishm;nt for onrcising'contrql..- ' . ;: .
Srstem 4.
Sys$om 4 isntho plnpning component exb1or€ﬁg ého problematic
fu}urlstic‘ &nvironmenﬁ,t what‘.Beér cjils _?outside. and~ then"
(éeer,lé??f. The role is laden with conflict, ambiguity, stress, .

’

'frustraéion,' hostility, and lack o#n understanding since its
| . .
outcbmes .threaten autonomy -of the otHor subsystems.csfstem 9
'staffﬂ are resented by systems\l,2:3, because they are -perceived
as representing ‘Mpower, omniscience, and as operating -
‘cinndostinely fpém systems 1,2,3 viewpoints.

\ . System 4 activities are oséqntinl in an} organii#;ion for

- the viable system must plan for its future by  preserving o

LIS

organiiationa1 compe tence that must ’surb1vo.’ System four’s

explorations define new realities, 6pportuﬁities, deoolbpmonts,

o

and innovations which prepare the organization for future

r

I S
R

tochnofogical discoveries. An ‘organization ltacking system 4 is

.costly, ‘ {8#' it pursues ‘the prgsbnt and meets ‘tho fuguro
“ Unpfopared'fAr now'tochnqlogfos. .9 o )
The staff who work at‘sys¥om_4 lovél'aro‘spocial podblo,

people who can think dialectically and cybernetically. (Beer,

1979;;Michacr, 1973). Other characteristi;s should include: staff ‘.'”

' ' v . . . i‘:’f‘
' : ' o L?
. . . i R i Ly ) , .
R trLt ’ ! ' . : Rk
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equi‘pped . with  skil l's‘ of research and developmont'; pe@ple Wi th.
inituitive s,léii_ls; p;r;_ondiitlei who ca;l e'mbracﬂe» error, take
risks and who can ;:unction under condi tions of great tu‘rbuil‘ence;'
people who anre tr"cativo- a; well as. being rexlists, able to
fo.r'mulate problem-orle\nted4questi;3n§’|which embrace err?r; people
who ‘interpret data correctiy, and El;oy are nbt&:{‘rafd"to report
‘the results éorrectiy even when such information threate'ns the
c;:mpot'ence, auton;n):, ‘authorjity, ahc( control of top and middle
‘Tevel management. The s‘taff' who operate at} this leoe‘l‘ have
) »special talents. Théy and other members mus.t therefore be- treateci
with care, 1love, attent}on,..‘and be gi'ven frb'e'dom to e_xploré the
futuro_. .Suc!; poople, aro-‘har‘d‘ to find,.’henco the impor tance of
nur turing the staff wlio’ ca}‘ry out futuristic researct;. andl
development functiop’s to prwcnf f‘oolin‘g‘shb; being frustrated.
" Beer his-‘ro‘ccm‘lnondgd malntcnan.ce of a powbrfﬁl 'homoostasis
be tween system 3 aqt_:! 4. There should also ‘be an-area reserved for
j‘nteractiohs‘ Sotmen system 3 and _4 'to 'Nduce' resentful foel;ngs, '
misporéoption of  system 4 futuristic ‘activities which are of ten

perceived wrongly by systems 1, 2, and 3., . .

L '
System S represents “the Board ‘or various committes. .'lt
provides .closure for the viable ‘systen. It is the highest

dlo,c‘ision-;point at .one level. System 5. staff make strategic pol ic} \

+ .
‘

"decisions. Their role is crucidl because they sQapo. the future of

. an orginizution. In most cases system 35 staff \.a_ro' removed from

.

.the day to day activities of an organization. This distance makes

. e
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their function objective so that they can resolve disagreements

performance Eapability. Thus sysfem 5 decides on important policy

implementation decisions.

_compo £ r’ ] .
69;99;]; of vggiotz. Beor's'viable system mode! has several

channels of varlety sinco its exlstenco dopénds on a contlnuous

fjow‘ of information. Channels of varlety conS|st of any possnblo
3 .
mochanllms that an organlzatton~ may. "deploy to transmit

information witfin and between itself and © i'ts 1inked

“invironmenf4s. System models emphasis that organizations should.

" have feedforward ' and feedback cﬁanno]s? which are crucial for’

amplification and attenuatidh of systom’s variety. A systom s
varioty means ' the : infinite possublo statos which a systom may
"oxhiblt in carrylng out its survival and functiona\ nctluities.

" This flow of information makos tho model a loarnlng sydtem,

. cyolvung towards & specified syitom goal/s or: objectives. This is '

an’ important consldoration ospecia1ly in 'analysing disthhce

—', ducation systoms like the Educational Media Soruico becausc poor‘

programmi qualiky may aff&ct_many loarntrs. Thoreforo immoduate

poﬁedial ‘mechanisms are crucial if learnors aro to be savtd from

learning  wrong | messages. And it IS'not easy if several channels

1

_for implifying and attonuating doslreq (&istanto‘ oducatioh\

contonf) and wrong signa}s {(not proporly oxplainod content). are

not cattroq”for in thp mnnagtmont design.

" The concept of . Beer’s oiable systgm model' is based on

between system 4 ﬁrojec@td future activities ang;gzg§:y_§i3~_

P

Ry
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information fiow. The five systems have channels communicating

information . to ‘each other .and to and from the loosely defined

ES

environment of the viable system. These channels are subject to

4

the Law of Requisite Variety since their role is to trqﬁsmit

infoﬁmation continuously.so that the 'orgnniiation' can maintain
’ §

its internal equilibrium or ‘homeostasiﬁ'. (Homeostasis has been
’ ez

defined \aﬁ “regulation of variables important to the survival or

-~

T

well being"of an organism® (Samuelson, 1978). This operational

. dofinitibn of 'homoostdsis‘ will be used in this study.) Thls

A

'informatlon amplnfies or attenuates system s variety .and makes it

possnblo for ‘the system to regulate itself and maintain control

o s

.,between and within the five systems.

»

The channels which transmit varjety from source to receiver

.are called by Beer ;varieéy amplifiers". Beer also uses the "terms’

. “ , ) A Y .
lower variety bloc (source), and higher variety bloci(roceivor).

Theéo &hannels must be désign;d‘oproporly 80 that\’they can
communicato motsag‘s within the viable systom mode! in such a way
that Judgement and doc;gion-maklng can be made based on correct
inforﬁptlon. These channels are crucial, especially in distancéz
gducational s;steﬁs which represent a | ower ?afio}y bloc but with
high variotf output (broaﬁcas&ing source), and the captive

environments (listénors and vieﬁers) who represent the higher

~vapitty blocs with‘high variety input. The 'vfiioty amplifiers®

. channels (dolivory systoms) convoy Knowliedge, information, and

-

- sKills to_ the dlstanco loarnor. Honco, the need 1Eists for

roduclng content misunderstaanngs as much ‘as possible by -

clarlfylnqu distance educatlon messages’ In order to fulfill the <

)

N . -

"

N
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law. of Requisite Uariety. there must always be matching control

"variety & %o off%et~ disturbance wvariety in order to achieve

-

control ~-df an organisation or system. Channels which transmit |

bloc '(soﬁrce) e called variety atfenu;tqrs by Beer, (1979).
Iﬁeso channel carry;,dontrol variety whichnis'used to canceliout
fthn pgrceiyed distursance vaﬁiety. An;thernhamo commonly used to
describe them is feedback channels. QTho }wo ehannoﬂs form a
. " dynamic 1oop, ;nibling the system to maintain balance within its
’ physﬁoloé‘cgl limits;, Variety ntrol channels are therefore
crucial, for they must be able toE:(stinguish correct information
signaﬁs from(noise and uiceluer a; This means thag they must have
the cipacﬁtrn td transmi t Q;

~eorrectly, and to filter or discard useless information. They

,therefore caérg heavy costs because the information transmitted

is used for m:}ing criitical decisions. Therefore the staff'

responsiple for iAformation transmission must be abTa to evaluate .

e the information transmiting only the important signals. Their

1]

function i8 to stop management from being inaundated with data’,
for” managers at all Ievoyf tend to fear informatio& carried by
vari®ty ‘tontrol channels. This °'is because sometimes such

( B
information exposes managerial failures &nd successes, thereby
: ®

.
_

with too much information, find themselves caught up in the
#

vicious circle of dealing wi th trivialities especially
* interpersonal coﬁfligts, anh haging no time for making important

present for future decisions. The costs wasted are.difficult to

A .
[N 3 Ty - - A

messages from the high va;iety bloc (receiver) to the low variety

enerated messages cleariy and

-revealing their strength and weaknesses. Mahagers, if ovorloidod~

¢ v L B

Mi\»
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/»4
s ' .
calculate (Beer, 1948; Duckmanton, 1977; Michael, 1973).
. JYhe transducers. The transducers "translate” information
whenever it crosses a system’s boundaries. According to gtor,
1

“"there has (o be a mechanism at the boundary capable of codfng,

and decoding| ‘these nmessages as they pass. This mechanism is

- N ’
~called. a . trangducer, because it leads across” (Beer, 1979, p.

"101). Samuelson has& _defined transducers as “devices for the

analogous transformation of one form of energy into another. This

tranformation occurs directly or indirectly by controlling a

generator 'ofi‘the~ second- form ofﬁbnergy by means of the form of
¢ SN ;
energy to be transformed." (l??B)!‘Tho word transducer has been

used by Beer symbollcal;y to mean, 'conversn%h‘pr translation of
Qnhe kind of signal energy into another Kind® and ‘this operational
meaning will used in this study. This means that the information
carrlied by the feod%orward and feedback channelg is changed by
transducors wifo 'roceigo,. interpret, tfanslate,t’then,’pass on
transmittod mossages. There are various forms of ;transduction'
processes ranging from the :agctrdnicf logistfcal '(reqqiveg
sets), py&ckologica] ind‘ cognltfve."ln brief, "transducers"

should coguert informat1on%,from’ one kind into another but not

_interpret the transmi tted messages as‘it happens 'in management.

N

Beer emphasizes their cruéfil- role in message interpretation

since they can distort or clarify information signals during tq\w//<

t?ansductioﬁ process. To ensure that ‘there is. .no messa
" i / ® .
distortion the variety capacity of the transducers must be at

least equivalent to the control variety of the input or output

channels (Beer, 1979). ‘ )
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‘ A!gggg ic loops, Aigodonic loops are speciai channefs ¥or

¢

transmi tting !morgency mossages across iquels of recursion anq

hierachy. Aigodonlc ioops ‘are used to provent tho viabie systom

fron becoming comatose. It is possnbie for organizations to roach .

- >

this state becag?o most managers ¢ tho @iorarehicai structures

to make themselues inaccessibl. from thc {ower ievois. This moans .

that management may be unaware of lower level turbulonco, henco
making themselves: unaccountable for iower level errors. They ‘also
uso the aura. of expertnoss to. protoct thomseives $rom being’
Judgto‘ as'°incompoton% (Michanl, 19?3). This couid bo one of the
reasons ‘yhy managors ntono to hidt and avond interactlons with

S, . ’ ) .
1ower level manager. The syndrome of thé boss aiways'boihg right

¢

mean_d; lot to some managors. Manggers -Can theroforo go to sleep, _

7 °

inside tﬁf?r casties, whtze the . organizations plungos into chaos.

Algedonic loops are d ‘IQQOd to‘ prevent organizations from

N .
<
s

destroying themselves.

o )

)
/
/

t—" . . / , - , a .
communica ions. This i's one .of .the channels properly utilized by
o . . . . .
most organizations, for without visiting the bar, or (its

+equivalent) managers’ may. ‘‘miss important information and

N » - . ‘ N
‘knoulsdgoa At the bar, managers can oqgpenly express and

— e » - s o

acknowledge <feelings of uncertainty, fear and other anxietiew '

Wi thout fcnring loss of thoif'dignity(auri,‘and_without-bping

Judbed. At the bar, feelings can be givon;. received, and

becogniiodu wi thout Jjudgement. The role of the bar is to provide
- . L ' “ _‘ ’ ) .

The bar robn{sonts thQ'intobﬁal#snannels of

.
&

-\

#



‘ without'Jngoment. The bar also provides an

7'to giving, rewarding anp,correcting of Knowledge or information

ARS

‘organizational

managers

58

~ Y

.2 place where hanagbrs can reduce stress by acknowledging
e *

conflicts,ﬂambiguities, confusion, aqd”disruptiuo

cliques. - At the bar, theré‘ is- 'no need to be defensive,

distrustful. and negative. LThis means thqt‘ thé bar enables

»

to increase trust;

their vatuing,

self—undbrstgnding, -since ideas are given freely and received

1 . 3
environment conducive

/

(positive and negative feedback), since the atmosphere is free

of social conventions which make people experience 4eelihgs of
rejection and domination, even by their peers. It is important
) - ’ L] ‘
to 'note that even at the bar, managers do not cross levels. The
. ' |

logic of the viable system is based on the fact that managers

speak different languages at all levels of recufsion. The bar ‘i

1

therefore the "place"dhoro people- at the same level share their

kfrongth and weaknesses by-acknowlidglng conflicts, anxieties and

[

. . . .
. - - ) . 2
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ANALYSIS OF THE EDUCATIONAL MEDIA SERVICE

. ’
-

a

\ - ¢
structure of the Educational Mogia Service, three levels of the

oréanigation have to be,an;lysedz the institqtipnal lovel; the
divisional 1level, <(i.e., EMS;\ind one subsystoﬁ within EMS.ltho
process represents a 'céntinqum' from macro to ﬁicrd ana}ysis.
The use of Boep’s language calis fbf this tﬁroe stage nnalxs!s.

. . , P
dHowever, the need to identify the content and the

re- ]
management problems brief

. tnto#rolatipnships of th:::)_lgyers is also made clear by the

presented below. It is this apparent

(]

interrolition-of pnobloms that"dglldato' Beel’s strategy.
4

The omorgknco of the Educational Media Service Qtthin the
Kenya Instttute of Education created a prgblem of managerial

- [3

disharmony.- It is a udlquc'prdblom because a media production
» . [+] '

division was merged with a system of entirely different purpose,

namely national curriculum ﬁosocréh and development instityte.

N [N

- The media 4diqisldn produces distance .education instructional,

. ' N . ‘ ’ N
programmes for schools 'and non—formal audiences while the two
%

In order to - understand .and thereby improve the current

-
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curriculum/ divisions conduct basic and applied research for the

improvement of formal and nop-formal curricula. The eﬁd—products

for EM8 are multi-media ‘_curriculum -packages while the '

‘end-products -for the curriculum éivisionq are syllqbi and

sometimes textbooks. The mfjérity of the school' textbooks are

pvd

o,

_published by commercial companies. This distinction between the

end-products exp\ains the different operational actlvifios,
proéesses and outputs of the three Institu®tes’ divisiéas.

; The lanning—ttachinb lnstructionai matorials"fdr each
division are {giondod for the same audionc,s, toﬁchors and
Jearnoer’“‘Pe levels of‘operation.aro differeni{ yet similar in
man; ;ays. KIE oporatos at a high-jovol, makKing national
cgcriéulum policy guideliqes. and}plans. EMS also opqratks ﬁt a
higﬁL‘evol in mﬁring media guidolfne; and at clas;room level in
planning, dev‘ﬁopiné,_‘nd producing dlsganco education materlali.
Honco,“ ﬁho end~products (téxtbooks-mul ti media matériafs)
compl;ﬁont each other because they are intogral components of thi
schools’ learning and inst;uctlon;l resources.

Curcicula *end-products®s Sr1labl and textbooks, Syllabi are
the main end-prédutts of the two curricula divisions. Syllapf{arf
brqad teaching guidelines. They inform the teachers about the
amount of éontent which each class level .is oxpoctbd‘to cover in
order to ;hchiooo specific educational objectives and given

scholastic, achievement. Therefore, the success obtained-from the

_ syllabi and /toxtbooks is dependent on . teachers’ understanding

and subsequent utilisation of the skills and Knowledge qmboddid

4
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) withip them. That fs why the Ministry of ~Education " has a
department cal)e& the ;chools’ Inipoctorgto, whose job i; to
. ensure that teachers make the best useAqﬁ§Qu’ sy}labl-qnd
textbook} ‘by correctly interpreting the teaching qn& learning
guidel ines. This is possible since the system of educatgon in
Kenya is'.tontrali;ed anh the Kenya Jnstituto,o Education is

responsible for developing the broad curr #fines through

applied research.
_Somotimos, the two ‘curricuiym divisions produce detailed

teachers’ guides and pupils textbooks, especially if the

%

divisions P introducing g‘ completely new and unfamiliar
curriculum. On such occasions, the two curriculum divisions

cooperate with the inspectorate to conduct teachers’ in-service

‘

. ‘ - :
courses. The educational media division must observe two.

‘.obJoctidps when divelopﬁng:tho.multi-midia currjculum packages,

espeéially those intended for educational radio.

.
L3
4

“Schools broadcasting in Kenya has two main objectives
at both primary and secondary levels. The first is to
- alleviate situations in which there are ‘inadequate-
numbers of ‘well—trained teachers. The second is to
.bring relevant and tested educational support materials
into classrooms where, at best, provision from other
sources is often inadequate  and frequently
non-existent.® (CEDO, 1974 p.193). ‘

The multi-media curriculum pack;gol consist of viable
instructional material intended ¥or' direct consumption by the
@targot, audiences. These materials con;ist of radio programmes,
films, wvideo, tape/slide, photographs and charts. The recorded

materials are accompanied by supporting teachers’ hotes and:

some times pupils’ pamplets. These notes ‘contain brief

<
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a

instructions for the cllsiﬁoom teacher and the pubils. The
’ !

content of the instructions conéi;t of the activities envisaged

fdr teachers and bypils before, during and aftor‘th; broadéas}{
The " broadcast notes are ;xpo;tod to probgro the classrooﬁ
teachers for the optimal utilisation of distance edqcitloh. The
Eduéation Media Service considers it important that thg‘tdach;rs’
‘ notes include brief lyd@ cloa; sumﬁirloi of planned ?Bro.dc;st‘
coﬁtoﬁt and the activities envisaged for teachers and pupil. It

is 'conildorod impolite to invade the teachers’ classes without

inidrming them about the nature of the broadcasts. With advance

1

information, teachers -can ﬁl}nk'broadchs\ content and projected

classroom _activities with- -their on—g&ing 'scﬁomo of work
' Cinstructional plans). A  survey by a British Council and

Commonweal th team found that teachers utilised the print notes

quite 6fton; -

v

*The teachers’ . notes already showed signs of
‘considerable. use ‘at . the bogiﬁning of the first term.
Benerally only two copies sre |issued to each school and
. staff compete to gain possession."(CEDO,1974:198)

‘The sltgatlon has since changed and the notes have increased
as well ‘as becoming more detailed in accordance with the’

tg;éhors’ . resource needs. The broadcasts have become, mdﬁol

self-sufficient . in the hope that they will redress the mealan;o }

of educational opporgupitlei be tween urban and rural aﬁoas, and
‘among oducatlonally di sadvantaged groﬁps'of lodrnors,f
‘The difference between Media and Curriculum divisions is

therefore embedded in the nature of fho,progrnmmoi* themselves.

EMS8 programmes teach ‘at a dlsganté_dlrncfiy t&?the logrnorc{

-
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-

using the teachers,. college tutors and insgltufioﬁs ‘as

ro;;urcos The end-products of curriculum divisions are dovelopod

and written for further analylis and interpcotation by teachers.

.

The aboue discu5Qlon leads to another differenco, “which ls'

kg

alao related to the resource roquiromonts. EMS materials comprise

“~o

self-sufficient drstanco lcarplng resources which learners can
utilise .with minimal assistance fﬁom teachers. Therofori,-the
languag{f used in'transcripfiop is simple, porsonal‘anﬁ explicit.
The curricula maéerials iédﬁess;d tO'to;chers are written in a

, formal language. There are therefore .differences in terms of

iproduction . operations, mo$hods of delivery, and lmblomonﬁatipn.'

\fhese . differences ‘will become more apparent ;during the B
"institutional analysis®. . N
| ~The :final difference. relates to the cost of the Jearnjn§ é
,migerials.The learnrngi'matorial producod‘by EMS is distrlbqte&’ ié
freely to the learners whlle tex tbooks and syllabi muioriali are %

distributed if lthe cost of production by a spocial dopartmont'

Sl Ly
A ER

%

tggtlod; the ;Kbnyn School Equipmont Scheme* .(Thp Konya School

e

;\7Equipmont Scheme is a buyer and distributor of primary schools

Yearning 'rpsources. Primary schools buy their learning resources

, ‘,
T I o e by ARG

thrpbgh this department). This ii a qruclal'dlstlndtion boc;use;

R
<

the methodi’ of . doliéoby are related to flnancial and human

-;
b
%
H
'&;
Y,
A
4
wn
5y
ol
!

resource roquiromonts. First EMS pays for publlshlng and dolivorv

of its .matorials. Sccond, EMS is rosponslble " for ihe'

dissemination of " its ’mﬁteblals, They . are dlstrlbutod through
' ‘ . B ' o \’ .

surface ' channels or air waves. In comparison, the curriculum

divisions do not pay foﬁ thd_publ@shing and del ivery of tholrv

A

-
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"end-products. The cdsﬁ of publishing is borne by the Jomo

Kenyatta Foundation which is a government department responsibﬁe

e

for publishing syllabi and textbooks developed ‘by -the two

' cupriculum divisions.

These financial differences create managerial problems’ of
balance and pchoption, particularly with respect to the

allocation and utilisation of human and'matoﬁlai‘rosourcps. Egch

)

division requires a predetermined imoqht of resources, and they -

therefore competo.” In practice, media productions require more
‘respuﬁces for start up and recurrent expenditures. The cost o?

"

air  time alone consumes nearly iwo-thiﬁhi of the Institute’s

-

budget. S ) i

. ‘ﬂlijlgn;sgm;llg;1; Yet §noth05 major difference between the

.di§}sjons is. related’ to' the' (pt;rnal oporatfonal activities
(#rocosséi). Real difficulty arises out of the roquironumgxthaf

the division of the Educational . Media Service participate in

" curriculum development “activities as well as carrying out media

1 .

' 'production activites. How much time should the media division

spend on curriculum dovo*opmont ang ugp'much-on media development

and production? This is a sensitive issue because the two

. .separate activities both provide qonsldorable opportunities, thus

é

. . : \
.creating a\'confict.iFor example, the media division is provided

. . o
~—__with a national framewdrk and opportunities for participating in

national and ~ international curriculum-oriented conferences,

. ‘projects, seminars and . workshops. -,GurrlculUm;ériontod

participatory activities  are encouraged since they are,creativé

" and doiirablo; but, they also conflict with media .development and

-~

#3
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\production activites in terms=of;tim5-and cost. The situation is

"a managerial dilemma. While it is desirable for the media

division to participate in the’on-going curriculum development

and research précessos; it is afdo important that the division

Keep asking itself this surv]val'queétionx what business are we

in? 1t cannot be both a media service.subsystem and a curriculum

research and déuelopmont one. The Educational Media Service
cannot perform dual, tasks withoﬁt neglecting one. This has been a

divisional problem.caused by the fact that media specialists have

' both subject and- media’ production expertise. The curriculum

Tt

ppoc}alist:, on” the other - hand, do not have mgdii production

‘expertise. Hence, the desirable.diffusion process is ?nc‘s}dod to

-

o

the detriment of the media division.

" .Given the problems as outlined above, it is apparent that
"analysis must be completed at the institutional lével of in order
to Eglato the structure of the Educational Media Service to the:

structure. of the overall Kenya Institute of Education. The -

discrepancies identified will assist' the internal members of the

Institute in correcting the problems. Because EMS is only one .
" part of  the Institute _alonqb'with the curriculum research and

development dléislons,. and yet “serves® those divisions as wellhr

as operating independently, the emphasis will be placed oﬁ-thosé

interrelationships. The analysis will allow us to make

longi tudinal conclusions - and Jjudgements about the structure of

EMS and Iis subsequent imprbvomont. .

Finally, the divisional anaiysis‘wlll,bokonhgngod by a micro

v

B4

analysis of one of’its embedded cqnfrql subunﬁtsi The analysls,&f
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[y

_one of EMS gections. wiil allow us to.understand better the

' Educational Media ‘Service micro optﬁat}onal activities and

delivery components. The radio section was chosen because it.hag .

3

‘beeh in existence since 19643 and it is the main distance
oqﬁcation iubsystgm o% EMS. The longitudinal gnal;sls acfoss th;
‘(——_TRFQQA levels of management will enhance insight into the current
controlling subsystem of tﬁ; Educifional Media Service. This wl]l

-

: enable . the systems analyst to draw correlational conclusions and

£

make recommendations which spring from the interrelationships of

the existing structures of the three levels of management,

To recapitulate, the analysis of the three levels of the

;rgahisation was chosen as tho;‘best method for indic;tlng
sensitive s{ructuruI gaps ana:for suggesting cuoiutionary changes
“which have i}riouk maﬁagoriai implicaéipns fér the present system

'of)' distanq:‘didufation. Tho appréach provides a systematic

, mothodologyd lfor © the rational analysis and oQa]uation' of
mnqagemont systems. This ’approach uses a Lpgicai language’, la

wﬁjch the internal memﬁens éf EMS,‘tho policy-makor#, can‘ﬁako
‘cqangction; be tween gxliging strutturo?. ‘lndic;fed structur;l’

gapix and suggdstb& design . changes. If the affectod,managorlaf

h coqponohts can mako"the no;eisany’ ;onﬁoctlons, then internal

'.. discussions ro]ignd to thé suggeitod‘fhangos wllj Sé fry{tful.
',; Thua tho‘ approach wh}&h will be used was choson‘as the best way
of .analysing ;nd -communicating sorious; sonigivo and crucial
“information which héuo )lﬁplicatlbnS'ior.th6~4uturo perfomance,
pf*ié{;nci and ifffctiv;ﬁoss pfﬁa flgxible evolutionaryj distance

education s}stoh of Kenya. It is assumed that change js easier
. . .o . o o v -
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for the members of the Institute and the policy makers if related
to an .analysis of the oxlsting'struetures.'
Compariséns are made between what exisés-acréss levels and

an idgal manabemihf "gtructure as prdbosod by Beer;s concep tual
"viable” system. This comparisqn generates possible solutions
.whhﬂh if implemented will  enhance - the !effici;ncy‘ and
effectiveness 64 EMS. The conceptuial moqel proposed by Beer was
‘chosen as ‘a too}] for analysis ’bdcaus; 'It incorporates tﬁo
Impo%taﬁt com#oncnts of a manag}ﬁont‘structuro and its processes. .
The concept of managomont'.ontairs the followihé activities: .
;plannﬁg, toqtrol1i;g, oﬁgqh}ziﬁg, ahpraislng‘ andrloading th;‘
procuremonf anq uti[izaiion qf»both human and physical p;sourc;s
at  the disposal of an organization In order to achieve the
loﬁganization's deiincd~ ends" (Report of NCE?P, 1978, . p.143),
Daniel 'and Sﬁowden used a }our-step managenientQcycle to analyse Lo
the 'managomtpt af‘,smafl open 'uniyorsitins offering distance
education. The‘modol identified the four activities of planning,
onganizina; .loadlhg and evaluating (Daniel and Snowden, 1980).
Beer‘s concoptuaj mode pfforf a language, pﬁ mothodology:for
analysiné ) organlzatléﬁs. The model asks: "Who is plaﬁn{ng,
~ leading, orgahfzing,‘rovaluating (appraising) and cohtroiling?‘

. . , . : . )

Are  the . aétlvitios organizoq in a fishion  to ohbanco ,
'worganlzgtional offiqloncy ‘ and offoctl#onils?‘" ‘.hro th;ri
mismqtchi:, Bysfunctioﬁal or missing componon%s? 'B;or's l;nguago

also emphasizes the fact thqf a "viable® s}stom madel is Baso& an
the. f1ow ;f lnfgrmatloh botwi;nimanagorlal activities and 5otwéqﬁ

the organization and its ‘onyironhont;A This ‘aspect will bé,
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The Kenya Institutg‘of.Education“was establiihéq_;oﬂfmprove
currifglum through basic and’applied research. é;héafidn Media
Service was absorbed into ctheYKenya Institute of Education in
1978, Since then, the Education Media Service has tried to fit

> into the activities of the Institute as emphasi}ed By the earlier

discussion of the managemen t préblem and levels of organisatign.

]
~ N s

Trend Practi T
N . f .
distance. Currently, the nation is° emphasising the teaching of )
practical ‘'skills. - This national shift in emphasis is being

. o .
implemented. through primary teachers’” colleges and special Lo

schools: technical and’ business, wvillage polytechnics,

3

Institutes of Trchnology. The n;fional aim js to create a rufal
vinfrastrpcturo which values gractfcal skilﬁ; and where suah
skillsland Knowledge can be marketed or apgliod, thereby- reducing
to ?dno ext;nt furnl to urban migration. During the- times of '

:maJjor cur?lculum evolutions, as * at this moment, the ln;éituto _ )
_‘éreatés projects . to roseargh, develop and proquce'syllabi;
- textbooks and multi—currlcqia*(distanco,educd&lon) materials. At
* such ti&ej, the Institute’s staf; cooperates with the

lnlboctorato to: - implement new cqriicdﬁa thf&ugh teachers’

in-service courses. ' - , ’ . ‘ ‘ {
At present, the -tﬁr;o divisions are worklng toge ther, QP

translate nat!ona] objectives fnto opératl%pal, curricula and - SR

m;d)a objectives for basic education. For this, the lnsfityto has -

g X . =
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- . . - f -
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T

&odo!qppd a curr”gulum modol whose operational objective is' based

.

on translating the identified national objectives into specific
curricu{l and media objectives. Thig,\epproach emphasizes
{ostordng’ pf learning experiences within the reach of the

learners -and  teacher$. Once the media curriculum objectives are

'agleed upon, then each disciﬁllnd v formulates subject
. v . ~ 4 '

N

sub-objectives. TheTre pust’ be a xcorpolation between the:

. . ]
identified and stated diséiplino (subject matter) objectives wi th

learning opporfunlbi}s ‘'within the reach of most learners. The
. ™ - ¢
media -division 1:olﬁto. subject obJjectives which can best be

 §;%£9rn¢d'thqoughxmujti—meaia regsource mafori;ls. Thige is why media

-

.

\

A -
hd v

LNy
specialists- krg .encouraged to participate in the curriculum
- - . - “

?

unilopﬁqnt ‘pbbcesé so  that they can facilitate “panel -
» . )

L J

Ty »\Igcntifigdtion and stxtement of media-oriented Bbjoctlvos, e,

»

, o
distanco edycation objectives. The modia obJecflvcs are often,

[y

fldonti{lod after ‘the- itatomonts of gegieral subJoct and content

roe

bbjectlvos, as‘thq following obsoruatlon reveals:: -

v

~

‘Since wsne of .the aims of the service is to'give
.- educational ‘support at primary and secondiry level on a
broad front, it is clearly impossible in_the 1imited
.time availuble, 'ta coyer the whole of any syllabus in

one ‘subject and so a Judlclou? soloction of topics has
: to’ be madés. (CEDO 1974 p-194) )

grhis practlce has not ‘changed. —_ " . 0
\

fho task of ldomvrfying content areas best’ covod’@ bY media

[

. r o
is "delegated to modla sub-cun?“toos. These sub—caumitteos

- possess " the skllls and - knoulodgo nocbssary"for analysis and

)
dr&lgn ofl’lnstﬁuctlooal uultlﬂnodla° currlculun packagos _for

,dlseanco oduc;tlon. Hltb rogardt to the currlculd& natnrlals, t‘o

>

v\) - ’ ‘\’ . b A . L

I
¥
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curriculum specialists and private publishers wrlto staﬁdaﬁd‘
classroom textbooks to ttgph the subject obJectivos. Sometlmes,

the meédia division lsolates some textbook portions where loarning

\

can be enhancod through audio, rndio or visual programmes, The

media division does not reproduce textbook content but rather

<,
¥

compliements it by producing up to date materials, especially in*\\&g
soci&l,sclences. civics (public atfairs), English Iitoratukt;‘and QO

‘in the field of general knowledge. .

Model - |

- (insert here Figure 2 showing mapping of K.1.E. onto
Beer”s conceptual model. 6quont reference to this
Figure is recommended while reviewing the analysis of
the Institutional level of management).

1

3

¥

within its @étasystcm. As a viable system, it can exist on its

Sratems 1 . \

According to Beer, system 1 is a Qlablo subsystem nested

- N A
own if,removed from the parent organisation. Its role within the

organisation is to carry out the main "t:.\por'atlo\nal_actll.‘llt:lc»s'~
\ .

iie. the main organisation’s business. It is therefore
. . H

actlon-o;lohtod, horizontal, . autonomous and it is much'morp

concerned with (and aware of) the current activities of ‘the
! v ) . - ’ ' ] f
organisation than the\ other components of the organisation.

Therefore, systom( 1 'roprosohts the main opqrationdl activities

.being performed by thotorganlsatlon.

what are ﬂgh(o main oporatlonal activities bclp‘? porforlnd by _

the' Ingtitute’s subsystaum at the institutional level 1 of
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- !

management? By cldsely scrutinizing Figure 2, it .is evident what

@
constitute the main operational activities of the Kenya Institute

of . Education. It is important to note that Figuro‘ 2is a

diagrammatic represontation o{ the Institutes manageria] control
N

subsystems, percolvod from the point of view of Beor : 3 concoptua]
model. As the descriptive conceptual model expllcatos, there are

threo main dioisions of K.1.E. which. qualify as Systoms 1. These
. \ )

L4

.division of the Educational Media Seruice i.e. dl;tanéo
“ oducation p

hdivision of Higher education i.e. mainly, secondary
schools’ curriculum research and development

-.divlsion of Basic Education i.e. curriculum research
and dooolopmont .

(see systoms 1 in Figure 2).

: As Figuro 2 lndlcatos. systems 1 compr ise the
‘phogrammes_ co-ordinators (square management box), the
sections which carry out production activities (circles’
oporationall activities) and their captive distance

learning environments. . ,
Besides these three dluislons,mo are international

"blvislonq ‘which operate independently but which are under the

Director of the lnstltutc;,/4hgsn dlvisidﬁ; are! the ministry of

Basic Education/froJocts. International Cooperation. Projects and
the lntPAﬂﬂfr(;an cooporatlon pv*o.,locts!.j¢ The international
pﬁthcts Qi]l bo oxcludod from this analysis since thfy ‘are
f{;a?cially controlled by the Intornatl;;af bodies to which they

are att;chod, and ,‘ncludr an os:o;\l;lly di fferent and largely

. unrelated managerial giructure Ci.e., thelr "divisional® status

is basically nominal). \ L C

) R .
" . . ;
+ A Al M sl | - -
WP ' L e i) o -
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|
Currigyulum Divisions. The operational activities of the two

« curriculum . divisions consist of the fblloding continuous

-
curriculum activities: . s

\

’ :
- creation of new and relevant currlculqm‘matoriali,
o i-0., syllabi and textbooks. . ) -

) ) h ¢
b — <conducting broad basic and applied research through

special projects as inputs to ‘the on-going specific
curriculum areas’ research. - ~—

- review and tubsiquent revision of the existing syllabi
and textbooks in accordance with evaluation reports and
v d‘t‘l . . ’
- initiating and promoting innovative educational
practices which contribute towards the improvement or
- increase in quality of education in Kenya-and Africa.

-

Srstem’ 1 of the Basic Division. The programme co-ordinatpr

‘ Y .
for the Basic Division occupies the Systems’ 1 Manxgement unit

I3

¥ ' :
box, thereby making this person the leader of this division. The
L 4

managerial activities of the divls4onal head are d(logated 97 the

{

Director of the Institute. This role will not be discussed in
. .detail since the purpose of this study .limits the anglysis to
-8
\ specific divisional areas which relate to the controlling

subsystem of .EMS. This division cooporatés with the media

-

division when d;slgnlng distance education materials inténded for

‘ . P
.primary education in terms of formulating the distance education

-

enrichment and improvement componenti.' >
- ,

‘

- The pro&bammo' co—or"lator for Basic education has an’
extensive ‘porationil field. The operational activities consist

- of developing curriculum and curricular support maforlals for the

.

L
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following audiences: ;

.pre—school learners
.primary school learners
- .

.primary teacher education

(students and lecturers)
A

.special education (the handicapped) ’ g

.adult,knd continuing education

-
3

This division is very busy revising the total‘%rimary and

tciqher education curriculum. It has also been active ,fn

streamlining special éducatlon ‘and developing curriculum for
various categories of handicapped. It is one\gf the largeg}'

divisions in\ the Institute with Q&Hstgff of 31 curriculum
' ' N

»spoélalistc. Jts greatest ‘chgllengo has been to "devise a

curriculum for out. of school young adults. This challenge
1 ”

ipvoluod dovolobmont of a curriculum for tho‘urbap disoriented
aqohlcont‘s referred to in q(onya as 7parking boys and girls®,
These arq‘young children and adalosconts who 1ive in city streets .
and who have ﬁo tang}blo 'ﬁoan; ‘of earning their lloing. The

division organized the 'Undugu..ProJoct' which attombted to

,rohaﬁllitate these” young adolescents by teaching them

‘ Ay - -
. socio-coping skills and Knowledge which they can market in

socliety. - Many . of these adolescents ‘have welcomed this'socond

chance to live in a normal social environment. The curriculum is

" unique in the sense: that &t was Jointly designed by social

"' workers, currigulum splclnllsts, media spociallsts.f

. . : ]
Ihe envirooment of the Basic division is extepsive, It

;ohi?sts of all the pre-schools, 'prlnar7: schools, primary

S

4
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teachers’ colleges and 'special learners liKe the various

catogo%lgs of the handicapped. This diuision'ls_qltq responsible

for developing curricula for special groups of adulti wishing to

u

improve their basic education. - - L , N

System 1| of the Higher Education Division. The Division of
Higher Education is similar to the Division of B;ch ?ducitjqn in
terms of curricﬁluﬁ research and developﬁ;ng. The only difference
is inv the naﬁure'oi the envir;nments. This division sorve# th;q

,’Curriculum needs and demands of the Ministry of Higher Edulation.

»

The Ministry of Higher Education 1is in Egargé of secondary,

post-secondary, secondary teachers’ coilogrs_and tertiary systems
b

of education. The programme coo;dihator is Syiﬁems I. S(Ho.load‘
Eurrlculum research ;nd d;vdlopmont in ého following cdrriculuﬁ
- areas: sogondafy school liarqort; secondary Toaghor tra{noes,
'businoss-studont, technical l(arnonf, and socla} oduéitlon.

.

The mux.Lmu_mm_LLu_md_m!.me.u of “the mm
] ;guggglgn szL:LQn conslsts _of Kenyan® Sec dary ~8choolst
1] «

govornmont’ private and harambee (community) sch olg. Recently,

4
the lnsgltuto has emphasizod a different approach to currlculum

-‘\\\ v development. This approach omphaslzos fostorlng wof loarnind
experiences within tho ro,ch of the Icarners“nd teachers. The’

‘current cdrrlculhT'rosoarch.anq development hpg,cmphasizod these '

-
-

areass , R . - ‘ I
’ .gerlculturo education T : . o
siness education :
.technical edycition
.soclal oducatlon (ethical, valuo:.kbaliofs)

‘ , '

4
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.3
The aim is to make términal oducation'praﬁfical and relevant
to the m;Jority of school learners. fhls' philosophy is in:
contr;st to past. expo;:oncos and practices whero education was
elitist preparung leargers for tho noxg level of education. This
division has 22 curriculum spetialists. .
R ) ' ' ¢
e . System | of the Educational Media Service division. This is

the division in charge of producing and delivering distance
edﬁcation, i.e., the focus 6f thi's study.

Tho programme coordinator for modia occupies the management

i
L]
=Y

ﬁ§‘: Boi' QQ?iSystom 1, makKing this pcrson tho leader of tho distiqng

At the ,institutional level, tho dlvisiqnal coordinator presents .

‘and protéétd@,media interests within the Institute. This means
t \ 8 - '

)

that the person koops;tho other divisional coordinators aware of

the special objective function of EMS, i.e., dov§IOpment, and

N

ﬁoductlon‘ of 'ti—modia instructional ma't'nlals for direct
arﬁot populations. It is crucial thatithis role

[+ .
consumption by -

&

'be ?ndorstood by the internal members of the Institute, because

@

- the work. of EMS is to enhance the quality of education, as

W

4 . stipulated by the national curriculum objectives. Therefore, the

tasks performed by EMS complement and enhance the Wwork of the two

;\' : curriculum divisions. Although this /relationship s wel)
ﬂ:émbroﬁoﬁdod_‘by the three divisions, it does not, however,

lni]uonc} the fact that the thoo divisions gompete for both
% . fiscal and human resource. This competition makes EMS vuinerable
; ' ] ofncb its sharo of resources diponds to\ a great extent on
: St . 7
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aqreemon&s made in managerial pa?tlcipator? discd;sions and on
decisions about alloca@ion of resources botwee; the divisions.
Thus the nllocatfon of resources to EMS will be influenced by the
ﬁcrcoptiong/,o* the two curriculum divisions. It is therefore
}mportant that the distinct objective function of EMS as i
distance education ;ystom be appreciated and ﬁurturo& by the two
curriculum divisions. Otherwiie,Jits officighcy and special needs
will suffer. e major thrust of this study hin&os on the fact
that the future of effective distance institutions will depend on
thefhtypo ‘of nurturing extended to them by tho‘poficy makers and

other -educational institutions. It is therefore expedient that

the other two divisions of KIE perceive the media dLvisioﬁ's

' w ~ . A
_.instructional activities as being distinct, different and yet

camplomontaﬁy. The future efficiency and ;ffactlvono:s of EMS ﬁay
hinge on being perceived by the internal members of tho&instituto
and the ﬁlgh-levol policy maKers as & distance oducatioﬁ"
subsystem " which is an important part of the . total educational
system.with unique and distinct coné?lbutlon to make to education
and soc[ity, and therefore given freedom, autonomy and other
roqu;romonts hocosg‘ry to perform its oporatloﬁal activities.
Beer’s conceptual model emphasizes fho‘fact that'systims’ 1 ﬁust

e

be given freedom and resources 'ﬁocossqpy to carry out their

functional ;ctlvltlos. The task of the programmes coordinator of
media is to explain to the ‘director and the other programmeé
coordinators the unique. operational activitis#s of the division.

The: allocatiop of resources therefore depends very much on how

uoli the prograamme coordinator represents and oxpi;lns the
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divisional tasks to the internal members who 6perat§ at this
level of managemgnt and to the other formally linKed policy

makers.

B

Media Division: Operational activities, The.operational
activities consist of production of distance education
mul ti-media curriculum packages which provide direct teaching to

v

schools and to the out-of school audiences. These learning

materials are produced by the division’s two operational

activitities i.e. radio broadcasting, and film and television -

-~

sections. Thesé activities have already been discussed under

"mul ti-media curriculum packages".

The radio soctidn produces radio programmes mostly for

schools. Currently, the gection is cooperating - with othof'

agencies to dove)op‘ and produce ‘radio proﬁrammo;: and

\

"self-instructional ~guides for the in-service training of

unqualified toachofs. The section.is al;p ﬁroduclng direct ngIo
programmes intended for listeners who can understand E#glish.
These programmes aro'toplcil,and they oxploré content areas which
lend thomsolue; to educational _analysis and diaénbsis. For
example, lpcludod is content relaied to health lsgucs, spoclil'
groups whfch need national attention }like ‘the handicappcd:
alcoholics etc.), research findings in agricul ture whose rosult}
may “need inmediate attention and other related socio-economic
issues. The .school programmes nr‘ accompanied py prlntiq notéy
which are contﬁnybﬁily _being adaptddizd teachers’ utilisation

~
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The . operational activities of the Film and Television:
Lo ) g .
section are different <from those of the radio section. This is .

malnly, due to lack of a visual infrastructure which delimits-

considerably the visual environment. The ;ectioﬁ is relatively
new, . and has an energetic, devoted staff handicapped by the lack
of antlal l‘.ltilii‘ltl;)n facilities. Kenya 1ike many third w‘orld
nations 'lacks a  rural and urban infrastructure due to the high
costs inﬁolﬁod in establishing a television .transmission nciwork,
rural electrification, 'and provision of inexpensive rocoiQor
sets. At the ‘' moment the policy-makers are placinq emphasis on
\doqgloping a strong, audible and accessible radio infrastructure.
Thero{oro, the E{lm and Toleuision'soct!on‘Wiyl continue to be a
pfoduc;r of visual risourcolimatorlals for use by primary
teachers’ co\loges, tﬁ;lr lecturers and students. The oporationﬁl
activifios of this s;étlon'will'thoro+ore continue to be limited
by tho'_l;ck of an extensive f}lm and television infrastructure.

i

However, 'the section has madc great contributions to the

oporational_ a;tivltlcs of the Institute as a wholy’through ltsl

publicity productions. The section has produced films hnd video

‘ Fi ‘.
- programmes Intended to make the nation aware of the innovative
‘ & L . '
institutional and curricula activities being carried out in K.I1.E

and in schools. Such advertising films include “"This Is K.I.E.'.‘

"Curriculum Qﬁang&'. “The Radio Lesson®, 'Tho:HanA]cappcd' and

L4

Oth."’- o . D . T

- .
professional ‘services of the ohglnoorlqg section. This section

L]

N
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" The two sections of EMS cannot functions wfthoutdthc
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pﬁov)des the two operational activities with studio, on—locati&n
;nd post;productlon . technical services. The section ‘also
maintains the ‘olectronic and electrical physical gardware and
software. The. . graphic and design §ection provides professional
production services to the Institute’s three divisions. The
resource section and the library section, both componenté”g; EMS,
pravldo distribution, dissomln;tiqn; lending and other services
to the three divisions of.the Institute.’ | |

In cqpclusioﬁ; the anal}sil of the media division shows that
;ome o% its ‘Etiyiti;s'aro related to-the operational work of ihe
throo divisions. For .example, advertising of the,lnstitute'§
activities, iibrary work; graphics apd design and tasks performed
by the roséurco' s‘c?ipn all ‘contribute to_~tho Institute’s

‘divisional functions. .
h =

. . ,
ugﬂ13L_ﬁlgl;lgnjj_;ﬁgigﬁnmgan,The %!vis}on'éhares the same
environment with the two curriculum d}visipns, j.e., the formal
and the non-formal. wano,ﬁi several utilisation patf;rns affect
and di*Jmit,thg medi-a environment. These factors will be analysed:
'dndor .the media‘s channels of var};ty.‘From the analysis of the

three divisions of the Institute, one can appreciate the crucial

. v

‘role -of systems 1. Without them, there would not be an
prg‘nis}ifﬁh roqu;rlng management. The same parall€l can be drawn
'éﬁom. the analysis of'K.f.E. UItﬁout the three divisions, there
;ould ;ot be - media .and curriculuﬁ tasks compotlnd-for scarce
resources.  This is a powerfu! conclusion for it emphasizes the

significance of the functions of the key resource, the staff
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embedded within the:operational c}rgle. Thus,  each system 1 must
be given freedom to provide leadership that places importance in

. . , . ]
developing and enhancing the staff.

The characteristics of the media division require special

l )

,uﬁdﬁrstanding‘ and subsoquopf support by the internal members as
well as the policy—makers bocauso.dé needs which inj{yopce'its
cost—ef?octivoness and offl&inhcy. lt.Js very important foé the
Institute as a whole to perceive the three functions of the media '
division. Fﬁrst it enhances the effectiveness of syllabi and
other cﬁrrléui;r matorials by producing enrichment information.

! ,*Setond, it ﬁéovidos free education by oxtoﬂding oducailonal
opportuﬁities to specificic formal and non-formal’ groups of
learners whose educational  needs cannot be .served within the

'toachor-clnssroaml environments (rural farmors). Third, the media
division produces materials for internal work of the Institute.

[
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- to Beer, system 3 is the fulcrum of one level of management. This .

»'\—-—\

Systems 2, 3, 4, and S5 of the Institute

The other coﬁponents of the conceptual wiable system model
exfst to serve the managerial needs of systems 1. ngp<carls them
the “metasystem®. They consist of systems 2, 3, 4, and 5. The

crucial managerial functions are performed by system 3. According

means that system 3 constitutes the main decision—-making point

rand constitutes the core of leadership to systems 1, thus makKing )

‘system 3 tﬁe enforcer or applier of its decisions. System 3 is

the "boss* or the commanding channel at the Institutional level.
In',brief, system 3 is the ."main decision-maker* at one level of

management. The decisions made are related to new tasks as well

as current a;tiuities‘ of systems 1. The crucial objective

function of system 3 is mak%ng the hard dgcisions which enhance
the work of systéms 1. Secoﬁdly, systeﬁ 3 makes decisions related
to the future- activities of the organization. This makes the
role of. system. 3 fulj‘ of .compléxity. 'Tb enhance system’s 3

decision makKing functions are system 2, system—-3-star, system 4

‘and system S. In the Instituts, the .Director of the K.I.E.

| . ‘.

represents . the managerial functions depicted by Béep’é
concedtual

role of Beer -3 system 2 and systom—s-star (audit'channof).

§z1&mm_.2L_Euns&inn:_snd_ssxlziiizz According ‘to Beer, the

work . of )tho concoptual system 2 is to rcduco conflict gqnoratod

L v '
/ 1

. system 3. _The director has assistants who Fay the.

o
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. k?v{é“ ‘
_ chief prograime coordinator and the chief aqministraéhﬁ% officer.

83

by the operational activities of systems. ] and the command

¢ 1

decisions issued by system 3. The managerial functioh of system 2
is - to reduce the generated conflict (i.e;! damping
“oscillations®) by designing rules, regulations and pro&edures

related to the operational activities of systems 1. It must also

devise worKable systems of reportifig, gnd create fluid and

- 1

flexible chapnels of coordination and collaboration. The
importance of system 2 is therefore the creation\of'regulatory.

mechanisms which‘harmonise_thé'institutional activities.

The Institute‘s Director and the management commi}tee lssues

procedural information which regulates Ingtitutional'activ]ties

as a " whole. Before implementation of requlatory mechanisms, the

Institute’s management seek consensus from the-internal members

-

working as curriculum or media specialists (operational
\‘A 7

activities) about the procedures related to their specifié

-3

7

activities. ‘The agreements define boundaries within which thé.

three divisions operate.

» : s
The members .of the Institute are also controlled ;%;

regulations issued by policy makers from higher levels of

management. Such . regulations are issted.through national laws,

By . - ° .
acts, - circulars and . general letters of information. .Such
’ b V)

rééulations are implemented by the Director of the Institute. The

director. has'de]égated some of the controlling activities to the 4

7 -
- The chief administrative officer enfo%ﬁfs those procedural

regulations concerned wi th the overall oporgt}on of thof

—

Ingtitute. ;mdse~includo procedires related to the utilisation. of

A . ,aﬁx
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the Institute’s physical facilitjgs,\ the system of purchasing
. N 'd \ .

' ) "\ hardware and ‘software, and thE‘system\of circulating requisite

| fn{ormation and ﬁyocedures«related to the Emooth opefatﬁon of the

.

H - . B
’ “ lnstitJEe. When the administrative officer is enforcing
‘ - i 4 . h

? ‘regulatory. mechanisms, then the activity beihg performed becomes

a glgtemTS function, i.e., commandfx' . ‘ \\\\\
i.,. h! ' . ’ ' ‘ "‘ ' '

i . ¢ .

. L 1 \

The Chief Programme Gooqdlnator. The work of the-lnstitute’s7

N "
"chief programme coordinator" needs special mention because it is

. 1 ;
different from the "anti-oscillatory" (harmonising) activities of

the administrative officer, i.e., system 2. The managerial post

occupied by the chief programme coordinator .1s an academié

function, in comparison with the :general Pegulatdry tasks of the '

<

chief administrative officer. The work of the individual is to
I- \ N "
coordinate the content of the operational activities of,

especially, the two curricula research and devéqument divisions:
A lot of coprdfnationmhand collaboration ‘occurs across the
operational actiuitiesﬁof,th two curriculum divisions to prevent N

. - o
unnecessary cantent over]iﬁ‘jand to ensure requisite amounts of
- Pl « -
. . ~ s

-curriculum redundancies across disciplines, within chronological ,

grades and between education levels, i.e., basic, secondary, and

0y

tertiary. The task ‘is an enormous one, considering that the

Ingtitute has' 66 panels’ with " a membergﬁip of 1500 people
sl (]

- 1 (Eshiwap}, 1983). The information output of the ‘panels is *
therefore enormous and  full of complexity since it impfiés
° . hS

specific innovative or curriculum change decisions.
A . / These -panels quide the~operétiona1 activities of'the°eree

a
o~

—— —_— - — - -
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divisions. The wuse of panels, per se, is "anti-oscillatory"
.o p ) S
because ‘it, . reduces fundamental academic and professional

«

qi4ferenceg aﬁong panel members. They must come out with agreed
*minutes" representing the participatory decision makihd forum.
Through bane)s discdssions, the Instifute is able‘to debelob and
produce syllabi.. Therefore syllabi equdy"pénéls’ agreements

3

(guidelines)> about essential aspects of the national curriculum.

A close scrutiny of Figure 2 reveals that the opera}ional work 6{’

” .
each division 1s regulated by a course panel. The division of

basic\ ellucation ' is regultated by a Primary Course panel, the

9 L

higher diuision‘ by the Secondary Course panel, and the media -

division by the Educational \Technology panel. The curricula

[y

reports and matertal produced by both subject and course panéls
have managerial ﬂimplications. The chief programme coordinator

assesses the professional -  and administrative, implications
. .

containeéd in - the “panel “minutes" and then makKes crucial

recommendations to the Director of the Institute. This makes the
funétfon *anti-oscillatory" sin;a it .reduces ‘}he &anagerial
éomp1exity embodied in the minutes‘of tﬁe panels intﬁ panageab{e
"variety" (Beer, 1979). ' . e ‘
The chief programme coordinator is therefore hecountabie to
the Director of the Institute for the total coordination of the
curricqaa. However, the Director .makes 'the hard decisions,
especially thé ones which are conflict-laden. Beer has emphasised
that hard decisions should not be delegéted since they constitute
the main function - of management at' all levels of the‘sys{em%

!

(Beer, 1979). ‘ Co S
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.
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3
-

T

. The chief ~ programme coordinator . is informed about

" enwironmental 'utiljsation -and learning ditfficulties through the

work of the Institute’s research and evaluation section. The
activities of the research and evaluation ‘section are reqgulated

-l ’ IS - . . .
by.. the research panel which controls educational curricuta
N\

-

" N - X . . i
research activities. This means that the panel reviews research|

f

proposals, approves . them and ’cqmmissionsn research by | the *

*

‘lnét{;utefs staff or’ by externai‘researchers. The members of the

"panel are amainly résearchists ‘ahd evaluators drawn from a wide
. . B .

IS [ . - .
‘cross—-section of the nation’s research and evaluation capability.

v

The control of research activities ensures that crucial research

is given priority and that some areas are not heavily researched

-

gg¢ excluded. | o

. (
s /

System 3: The Director‘gﬁd the Deputy—di}ector -

Beer’s conceptual model emphasises “ the importance of
system’s 3 managerial role in any obganization. System 3 ic the

component of the organ[zét{on which makes operational decisions
which affect  the existing and intended fyture activities of the
) . . ) . L ' N ,
. organization. C ' ) .
. : ~ . .
. C In K.I.E., the position is occupied by the Director of the

. -
. Institute. The Director of K.I.E. exércises the professional and

! *

. ‘ . . )
adminjétrative authority vested in the functional activity .by the

_ Minisgfy‘ of Basic Education. Hence, the Director is accountable

4

to the Ministry of Basic Edugation for the smoo%h.managément of

Y

» Ythe ‘'Institute. The Director;q management gttivities consist of

N - N 1}

leading, controlling, drganiz(ng, plﬁnning, and appraising. The

1 . . L

N — . e 35 3 e b — = me -— -
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of them are distinct and familiar activities, characteristic of

87

° . -

~ * .
>

Director ' provides . the Institute witﬁ.requisite_leadership, both
academic' and administrative. The leadership function is not
confined to the three divisions which hawve so far been analysed.

A close ,look at Figure 2 will show that the Director 'is also”*

o

reifbngiblé . for the profeésional activities of the special

- ——natiopal and international education projects based at the

.

Institute. The Director  is guided by thé%'Councfl’s Academic

Board" in matters relating to <future curricula and medial
activities. The Director is the "secretary" of - both the
. N .

"Academic Board® (system 4) and the Governing Council (system 35).

Due +to the heavy reéponsibility vested in the function of

. .

“the ' Institute’s Director, the establishment hias catered for the

delegation of authority. Thus the director has % deputy who is in
charge of some of the decision-making functions. The work of the -
Institute’s general administration is exercised by a large cadre

of _supporting staff - under the Jleadership of ~the Chief ‘ T

Administrative officer.

-System—3-star: Chief Administrative Dfficer

The conceptual system—-3-star channel of peer{s‘viable system

PN “

mode represents all the activities (operations), means

. (processes) déployed by thé director (system 3) to enhance,‘chgck

» .

and audit - the ~work of 'the main operational adtivities of the .

Irnstitute. These actiuifies will be mentioned in brief since most

. . '

3

many public organisations. ,

The conceﬁtua] map of the Institdte's.acfiuities shows that

c
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,vthe syétem—S—star audit channel stems from the Director’s

4

authority. This is an important distiqction since ~Taudi tjing

I

activities are placed on this channel in order to counterbalance

¢ L]
the variety generated by the divisions, i.e., systems 1. With the

o )

F .
possession of this channel, the Director is Kept aware of some of

’

the activities of systems 1, which might not have been revealed

3

system 3 (tﬁg' Director), Secondly, the "audit channel provides

Institutional, éeruices which are shared by the three divisions
\(s}stems 1). The Institutional central services éée controlled by
, the administrative diVi%ion. The sharing of céntra{:resources has
élwa;s been be;n proﬁ]ema¥ic sincé t | qemands for services

always. exceeasithe existing supbliés. fﬁyé
have -nggested that queueing problems could be reduced if somé
sPeciffc _resources were to be assigned to the divisions. In
carrying | out the Institutional admiﬁistratiue duties, this.
division is hiéhly regulated by public policy guidelines which:
cgntrol utilisation of puglic‘ résgyrces. For example, the
adhinistrative division works closely wWith thelthree divisions to
: ' find feasible and acceptabie ways of shér}ﬁg and utilising the
scarce resources. At such tiﬁ;% the administrative division acts

as system 2. Once the regulations are agreed upon, then, this

division enforces them in the course of carrying out the service

1

dutijes. At such times, the role of the adninistratiue officer is

1

both a system 3 and “system-3-star® function, because the

- h

division is controlling allocation of resources across the three
operational divisions on behal¥ of ‘the -Director.” Beer has
» = / .

-

by the regular information flowing from systems 1 (divisions) to -

L)
.

e staff of the InstituterQ@',



- administrative officer are advised by the divisional !e“ders in’

: L ‘ Y
empﬁasised t?at systems | should be consulted in ﬁafters.relating ;

-

» LY

- to their operaiionaf autonomy. The ‘division +fulfills this

reduisite necessity since it. operates: under Institutjonal -

regulations and procedures, agreed hppntby the dju}sional heads

(systems 1), the Chief programme coordinator, and the Institute’s

¢
ot

Director (éystem 5\;

The administrative division ig therefore. a éérvice division'

. b
_carrying. out functions and activities which enhante the work of

curriculum research, development and distance education. It
provides the following services:

'

. 1. 'Finaﬁcjal accounting mechanisms <(allocation and
©Jaudit) .
2. General administration, i.e., ' T

&,

-

maintenance ‘of buildings{grohnds,
- . ? .

office accomodation,

‘telephone, transport,

purchases and stores, ' _ o ,
catering services,

L . seculi ty services.

3. Manpowepr Developmen{ and Training (Human Resources

%
. . Devetlopment). '

M . '

The work of. this division is very sensitive 'and could lead

to serious *oscillations”®, i.e.,f managerhent problems and

disagreements. To neducé *oscillations" and malpractices, the ;

e

work of this division is controlled by the Governing committee on; .

4 .

*Finance and General Purposes”. Both‘{bis committee "and, the chief

.
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: operational activities stlpula ed by the employment acts)
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! /

i

'gmatters relating to staff appointments and purchasiné of physical

‘ ¢
respurces.: Some of the : internal matters relating to office

t
accomodation, staff tra|n|ng and career devetopment are solved by

v

the management  committee consustlng of the {hree d|u|S|onaF~

leaders ,(systems 1>, the Director, the depu?&—dlrector, chief

' programme coordinator (system 2) and chlef adm”nlstratlue officenr

(system—s-star). It is evident that at this Lével of management,
the divisional leaders, though systems 1, are parts of the
me tasystem. This is a managerial diffeyence between Beer‘s

4

conceptual model and the Institute’s management . processes.

o

in carrying out Athese activities the Director and
deputy—diFector (system 3), are stipulated by tiye "civi™ service"
(publdc)' code on wutilisation and /allocation of resources.
Therefore, . the Institpte’s " general menagerial practices “are
stipulated by the pub}ic eerqice‘Leggﬁ acts. These acts belong to

system’s 2 function. However, and

their interpretations

applﬁcatibns may belong‘to system 3 (enforcement), system-é—star

‘(services to operationalize reg lations) and systems 1. (specxflc

Srstem 4 .

According to Beer the work of system 4 in any\ergénization

is a futuristic activity.

. \
The activities are exploratory ‘and they

4

consist - of probing intg the problematic future to discover means

\

(technological proces es) and ways ‘(methodologies, approach?

" which the: organizi}ion‘ can deploy, to Kkeep its main activities o

effi

(operations) ient’ and its products (outputs) effective

%%
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'

competitive. In order to do '§o,“tﬁe staff who carry out the

Ca

© system 4 acfiui&ie$‘ mist understand explicitly ™ the main

..

operational activities of systems 1 and the environments’ needs

and demands. They' mﬁst also .have a vision of the Institute’s
future trajectory, so that they can suggest feasible conceptu;l
A opfions, both opeﬁatidﬁai (pgoéesses) and content (end-eboducés),

| &h!ch the orgamization can ad;pt to‘in p}eparing itself‘%or the

1Y N
unknown curriculum and distance education technological

£l
°

£

developments.

(i) ‘The Academic ‘Bogrd..;The ‘Inétitute’s Academic Board

& * . 12

attempts to carry out the stated system 4 function. The Academic
Board is -similar to .the conventional universities’ senate. The

Academic Board is_ able to do so, because its members are

nominated as a }esult of their academic contributions in thel

\
field of educational adninistragjpp, management, planning,
negearch,h and in the field of media production, design and

Al

v -
broadcast management. The Academic Board members perform system 4

functions in their organizations and this makKes them_quali*ied'to

?

guide the future curricula development work of the Institute.

The Academic Board does so by reviewing the _syilabi and

e

other curriculum material developed by subject and course panéTs[

<

-1t is a system-4 function because its mémbeps are apdbinted‘on‘

the basis of their reputation in the field of education, media

n

research, media production, administration, &nd teaching. They

2

approve and make future~oriented broad policy guidélines in terms

of the Institute’s curricula and distance educatjon directions.

[y

Cii)d Research projects. lntefnally, the Institute creates




eﬁblore new curricula and distance education roles,
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7

means of sdlving specific educational problems'through curriculum

activities. Such' projects bkre related to. the imﬁrouement of

\
5

educatioﬁ of identified . needy groups. BThe projects may also

ihuolue production. of distance education learning materials to

w

fill the projected educational, gaps and imbalances. Such projects

»>

include research into thé future of. prerschoo) edu&ation,

non—-formal education for the adults, and the handicapped

. population. These research projects are futuristic because they

)

Ciiid Public information: Marketihq actjvities.- The’

Institute is ~current]y deueloping a basic curriculum which.has

serious implications for thé‘ society,. Thﬁs fhe.lnstitute has

il '

produced +films explaiﬁing to the society why. it is changing its
basic curriculum. The majof objective is to involve the society
in the Ingtifute’s future activities, thus preparing the

environments and policy makKers for fukure curricula demands and

.suppoﬁt for both fiscal and humam resource requirements.

. Beer’s conceptual model, emﬁhasises the importgncetvof
encouraging discussjonslabetﬁeen the staff of s;stgm 4, 3, and
beopre in the environments who are likely to be affected by‘tﬁe
Institute’s futyre changes. In businesg organ{zations,' such

v

discussions are secret and therefore protected because of their

monetary value. However, in public 6?ganizations, it is advisable

to subject the projected future activities related to systems’

[

restructuring and future marKets’ changes to public debéte, since

Al
<

special future-oriented research ’ projects to explore ways and

R T SR
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the so:{ety (éspecjall;‘parbnté)‘has a géaké:in the educational
skil}s; knowledge, and T,bﬁpcesses ﬁﬁénsmitt;? through the
curriculum, i.éf, iqstructto;al cohteﬁt and teaching §uideiinés.* . o
This is pecausé the con;enl o+-§yflabi infldences go a gréat. ’ -
extent the education outphté. The *qnctipb of geeking new markets ' .o

< - . A7
and creating new curricula for future society are system 4 Cot

‘jactivities. Before such activities are implementeﬁl ‘they shoqfd‘

-

be -subjected to public debate to obfain discursive leqitimgtion".
~and therefore public suypport. This is one of the reasons why the
Institute’s final learning and teaching materials have to be o

approved by the Goveﬁning Council.

L -
P

. ’ ' ' Cs
System 5 ’ : . o O
Ty ' Lo ) Yy
Beer stipulates thatgsistem's is an invariant to systems’ 1 e
and likens it to. the - gnake eating its tail. In business .
organizations system 3 functions f'age performed by . the "
“‘conventional "Boards of Directdrs'; S ) i
. The Institute has a Governing Council which constitutes its , H
v. ‘ . . i "i;
system S. The Council makes final decisions related to policy é‘
\ . 1 . B * C‘;

issues and the development of the Institute on behal+ of‘theul

s

.

-
T
L Sl
it

‘accoﬂntable‘p§¥icer, the Permanent Secretary for Basic Edufation;

-

e
=%

e

The _membership of the Cbuﬁcfl is wvaried for j% atiemptgltd ‘ é
Pnclude all the partjes- whose fu}ufe is, af#qcted'-by the ‘ . ° 1%
1nst}tqt;’s media and curricula functions, Hence, the memb?éship . %
»Brgws repres;ntation from pgéents; teachers at af] levels of %' »

K

- education, trade - unions, the@@teacheré"'union, members of

AR
R

par)iament, the two Directors of Education, two, Chie*’;ﬁspec%ors :

. ’ " .

4,




.

)

P . - '
i .
.
‘

0 . < . oo “ “ 4 p [ "
of Education;d the Chief Examination officer, religious groups,

etc. The council members are appointed.with the aim of creating a
. decision—-makKing sample \representatiqe of &hé'diuerse natidniL, .
educaéjqnal curriculum expertise required to meet‘sohe of the

4

‘ed;égtional demands.. <

‘In  conclusion, ‘thetjnstitute’é structure has evolved over
r'd N . ! .

. T ) - . . !
"time, containing many of the crucial: componenf% required "in

- Beer‘s desgriptive'conceptqal model. The struétqre is continually

. , . B L}
evolving to., méet the national * educational, curriculum and
distance education needs- for  Kenyans. It is therefore an
evolutionary, adaptive viable system which is faéhioneg to

. : 3 C i o .
perform its . survival and functional activities efficiently and
with competence. \ - e . '
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oty Didisional level of management (EMS). = N
L ' - ' ' A . ¢

- The Educatiordal Media Service was identffied’és a "viable:

\

e +

system"  at the divisiondl level. It is viable 'since it can exist e

on its own as an institution for distapce education. This level
was identified by ‘taking the divisional 1level first, then
. . Y Y . .

identifying the level  above and.the level below. The‘levelﬂof. '

.t

‘managemen t "above the Educational Media Service was idenéified as .

the Kenya Institute of Education, and the level below is made up ‘

< . ‘ o
sof many.syf??qgs as shown by Figure 3. The level occupied by the ,

Educatfonal Média Service will be refered to as the "divisional’ .
. N ’ ® . ' . " » ) > ’ i
level”. The Jlevel of management below it will be called, the

“éectional--level'. The jebel below it is the "media specialist aw
leyel®, Thg. media gpecialist level will notiﬁe analysed as a. ‘;
management system because its activities will be examined under - By
the‘operiﬁioﬁal activities of the radio section. . L0 _ C
oL .insert Figure ‘a'Qbout here: showing the mapping of the _é
current  EMS managemen t system ontgiBeer's'viable system = é
model>. - . ° i - o " L

: g . Y

e S ¢ Ao

' \ 1

\wb"‘_:'

- ) i T . .o ) . i \ R ijé
- . Figure 3, Mapping of EMS Activities onto Beer ‘s Model - %

'As  Figure 3. demonstrates, the . fpllowing .components

. o . - "
.

. e ( .
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“constitute thqﬁEducatibqal Media Service managémgn%'systém, the:

- N s
™ . f i "
. " . * W

- . ¥ . oo <
’ = A )

.- radio section L T T

' . ) ' N ' . '
film and 'TV section v . '
I3 5 . .‘ ' L ~e

» .

‘design .and print section

o iibna;y ;qéfiop L R S T 7
e ‘;esdhrce section : , ' - S " o LT T R \
téghnical service; s;ction ; ’
. )
s Thtqugﬁ inuéétiéatfop and applﬁcatgon o#lgu{dfng quest?bngl
Tike, Qpe%e Mi;b‘variéty,'whigﬁ:vériety ff'absofb}ng each other, ®y

’ .

which componerits can'exist on their own, and whgkfaﬁe ghey doing

or ‘claiming 'to do, the various component subsystems.comprising

the - EdGcational Media..Service» were ide tifﬁed.J,Figuré4 3, ' _;
itlustrat;s’athe' ;ix seftibns of EMS whichﬁﬁs;;ate as systems'}.. | %
Examine ?losei; F;gure'3. The séugres»ih Figure 3, é;pkesents 1he" é
management *  unit of system. 1; _the circles Fepresents the _§

'operational activities of system 1; and the amoeboid structures

+

- B

<R B

the formally 1linked environments. . The’ cr§s§—cbo$sing Tines . e

. 4

represent channels whose function is to transmit information

— o,

signal ‘within and betweén the "head® or management unit of %
sxstems 1, the medi a skeciilisté,’ i.’.,‘ the op;r;tiodgl é
activities of systems 1 and tg; tgréet audiences who comprise th; g
loosely defined environments. As channels. cross béyndar}es; ".—%‘

re-coding process occurs. The re-coding process refers to the
\ n‘(\ ' .‘ R
mechanisms which the management system of EMS utilises to encode
and decode information signalsf'Tho receivers and tranasmitters
oo : , .

® ]

N s
. . -
. , . f
N [
N . . . °
- .
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{ . o? information signal bhave both encoders ‘and decor s. For °

R

A A o . !
L example, , the receiver gets encode and decode broadcast signals.

¥

i%The 'target audiences encode and ﬁecode in%ormation\“SIQnals

p— Y " [N

whenever they listen to;mességés. Listening‘igyolves dif’gr;nt

"y

o

. levels of processing information by learqérs as they interpret,

; . A .
s * A . N .
' i internélise, understand and.reprdg£9—+ﬂ4:rmation signals. Each

L4

of the abovewlisted subsystems or sections, and\ their constituent '

’ »

- . ‘ //f components maintain a powerful equilibrium within d between ﬁts
, .

operational activities and their target environments.,

K

) ‘- . 4 ."‘ . . - - ‘\
Systems 1. : . : ‘ ' '
. L4
. Each. of the six divisional sections operate as system 1.

ﬁ . - According to Beer,.sys%em 1 must be able to exist on its own as

an indépendent entity. With reference to EMS, system 1 would be

'

" R any section which can exist on its own: as.an independent

'
-

ﬁ ) ‘ distance education organisation., This means that it must have

% »
i
¢

. iants, operations (processes) quse outputs are targeted to or.
+ o B
for_ - a specific environment/s.

4 The six sections af EMS are managed by the sectional. heads

, whose responsibility is to control horizontal operations, as

shown by Figu#; 3. Therefore, the sectional heads and the deputy

. heaés comprise the'mapage$ent ynit of system . Thus they occupy
‘ the management box. (see Figqre 3. X

Ihe radio section. The 'horizontal operations of this section

> SNV ,
¢ bl S
- . " consists of prod&qiﬁg radio, programmes for both the school and

®

out—o?—school:)learners This function started in 1963 And has

continued to théa prege t. The environment is -a |1
L . , N
¥ o /
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__ "“educational
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. i [
consisting of “the following categories of learners ?y 1981: 4
N ) . N . ' . e

4

4,184,482 primary pupils

484,671 secondary pupils

119,611 primary teacher;" h
73,499 secondary teacherg )
. L «source: Ministry o# Economic Plaﬁniﬁé and Development,
_ 1982, chap. 15) ' e

N

., K ;
o v , , .

The section has pot begnSSQNe to cater to'the entire school

v

curriculum needs for _educatiod@\ radio. This is because its
, . - ;

‘efforts have been geared towards\the improvement of the quélitn

’ 4

of education at the basic léuel, i.el, the first seven/vears; and
. - [

‘ ’

. . o " -
for primary teachers, the majority of whom are uypqualified or

~ -

'updé?qualified both academically and professionally. Since 1982, »

- 17

the . radio section -has ' been 'busy producding programmes for

[

in—seqv{ce training of .untraiged teachers, This is a joint

v

Institute of Education,, and the Primary Teachers Colleges. The

project has been implemented and aims at training 3,608 teachers

. 3 » L.
every three years. "The radio secftion is also busy producing

- . . .

N -

N ‘ - ad & s ) - . ’ -
curriculum packages for the ipprovement of primary education..

> This is due to the fact that most of thé,Insfitute’satﬁrﬁicula

- .- : .
efforts have bgeﬁ concentrated on revamping basic education.
. The sectional management unit is tightly embédded7withingfts
. ﬁ . ' - . B .

horizontal operatfqns.‘ This means that the head of the radio

>

- ya °

venture between EMS, the borrespondence Course Unit, the Kenya .
o ‘ N

programmes’ thch ‘will be .parts of multi-media

’

I



formally and ‘informally 1inkKed.

O . 9

\ o
\ R . LN
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section is continuously interacting with the‘media‘schialists

\
wHA\ comprise . the operational activities of Eﬂs. The head

int;(acts with the media specialists fhrougﬁ staff meetings and

production meetings. The staff meetings are held constantly to-

solve sectional managerial}problems. The production méetings are
& .. )
held to discuss production inpnovations, problems and difficulties

which emanate from either the head of the section or -the media

specialists., The production meetings are held with specific

indiuiﬁuals or teams, in reference to the._nhture of , the
production problem, innovation or'difficulty. However, the same

relationship does not exist between the media spetialists (radio

section’s openatioﬁé] a:tﬁuifies), and  their defined “target

pnvironments (cf. ‘Beer’; loosely qeiined environment 3f~the

conc%ptual model). This is because the media specialists are
separated from the learners by distances and space, an imbortaﬁt

A 4
’

point meriting 'serious consideration,  which Figure 3 does not

>

qemonstrate.-/The oberafional aétruities of the-radio section are

. , ¥ ' LN

connected to ‘their4’nuironmenfs By variety amplifying channels,

These channels carry operatioﬁal outputs (radio programmes, print

- supporting notes) which are respecfiuely transmitted fhrbugh

3 IS

terrestial = air waves and transported by surface,K means of

communicatibqi. These variety _amplifying channels transgend

distance, spag¢e, physical and psychological barriers, which exist

H - g * . .
between the. media specialists and the. target audiehces both

//r

A

" The Ugice of- Kenya ‘has allocated permanent air—time for

educational radfo. ‘The—fg:dio section broadcasts five hours per

o e

v

T
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AN , : ' ' .
day, " from Manday to Friday, eight weeks per term for three radio
| ' . : * Lo
terms., ° The information about radio broadcast schedules s

communicated to ‘all gducaSional institutions by the - radio
. ¥

I

radio announcements,

-

timetables, daily newspapers, and the school

According to Beer, the wvariety proliferated by EMSishould be
matched wi.th n$quisite atteqﬁating variety from the target

audiences, , i.e., the v%riefy transmitted‘ by EMS to its

environments . should be in-
. 4 . \1 -
originating from the target audiences .to EMS.: The channels

4

.correspendence with the v%riéty

>

. 5 R -
carrying environmental wvariety to the section are not clearly

defined as Fi?ure 3 shows because the section does not have

formally defined ‘'channels carrying attenuating variety to

-

‘complément the deployed amplified variety. Therefore system 1’s

management wunit _and its operations are isolated from their

specif?e&” target °~ audiences inhabiting. the ']ooselyA-defimed

environment - of Figure 1 <(see Figure!3). This ﬁeaﬁﬁ that only

o i

2

minimum diffusion process exists between the management unit, its
#*

’

operations, and their environments. However, . the channels

. -

connecting the operations to the management unit are uer§ strong
v . <

due to Membedment and close ﬁroximity of the two fo each other.

o 1

The  diffusion process between the sectional head and the

3

production 'opépations of ¢the media specialistsﬁcunbose a dynamic

continuous loop amplffying and attenuating horizontal variety
: . A

N
e

deployed by the two, i.e., the. sectignal head and the media.

specialists. = . - ' S ' . L\
[ : N -

r

Transducers transform one form of transmission (energy) into

another. Beer cdlls the: process “translation®. of information
’ e
. ) A ' ' R
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: 4
signals from one form into anofther. A variety of -informantion

translators or decorders exist |between the sectional head and
research and productions activityes. For example, the staf¢f
mental processes change information signals from one form into

aﬁother; i.e., through th} interpretation aqd understanding'of

o
\

informational signals whfch occurs when staff interact with each

other, during staff meetings, in deployment of wvarious
inierpersonal skills, wuse of_words, gestures and expression of"’

o

maeds .etc. But of <crucial impoﬁtance are the models of each

others’ reality contained in the ﬁeads of the people who operate
. . R ¢

within the’ square and the circle (Beer, 1979; Mezoff, 1988,

1982) . Both models delimit- each other’s variety, thereby

3

-affecting the outputé of the subunit due to different

interprétations of the transmitted and exchanged information. The

re-coding process is more crucial in the environments. Hence, the
Ministry ‘of Basic Education supplies qood quality radio sets ta

some schools,.'through the department of the Kenya School

v *

Equipment Scheme, to gquarantee high level decoding equipment.

The decbded information is further encoded '(Iisténing5, and

decoded <(interpretations by listeners) by the learning models in

the heads of the, listeners. :Undérstanding the selective

v

- mechanisms which opéﬁate Wwithin the learners has been the subject

' [

of educational psybeloéists for a long t?mé, an area still under
investigafion; and out;ide the 1imits of this study. Suffice it

to say that selg;tiue‘meéhanisms exist within the environments

=Y

which range from Kn own. logistical information to the unknown;
N ' L
psychological factors. We can make an assumption, that some
5 C
. - ‘ ¢

1
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information is lost since not all lgarners’are good decoders and

encoders of messages transmi tted through. the audio and visual:

modalitjes, i.e., radio and priﬁt support materials respectively.

It is also difficult for EMS to,métch its operational variety

with that of its target‘gnuironmehts. To heighten the re-coding .

process the radio section'utilizes a ﬁnsque instructional model
. ' \

which will be discusseq‘at the sectional level.

‘\ ¢ 7

AY

Film and Televicion .section: This was the second divisional.

sgction to be implemented.'lt was started in 1975. Like the radio
section, the head and deputy head of the ~section form the

management unit. The operational activities consist of

productions of visual resource materials, i.e., production of 16

mm . films, tape/sl;de, video. The outputs of its operational
activities are intended for the formal and non-formal education
as part of the Institute’s curriculum development function. The
formal environment. in 1981 consisted of ré,596lstudents enrolled

in 16 primary ‘tgachers' col l'eges and their tutors. 1I¥

broadcasted, the programmes are open to viewers who possess

television sets. The non-formal environment consists of the

¥

entire national population of adults, adolesgents, and children

‘ ‘ ' 7 ! “
who possess decoders, i.e.;.television sets. The section is in

~

the process of' producing educational! magazine programmes for

children. The three coﬁbonengs of system 1, i.e., the management

' unit, operational activities and environment (target audiences)
are connected by variety Bmplifyipg‘and attenuating channe]s as ,

:F%eure 3 demonstrates.  The sectio head and deputy use staff

L

¢

0
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4
o meetings, . telephones, intérnal memos. and ‘jnterperspnaf

relationships to amplify their horizontal variety. They are both

~ -

tightly‘embedded.within the sectional operational activities. The ‘y

-+ operational output Lé_ transmi tted via She Voice of Kenya’s

television channels (the Voice of Kenya (V.0.K.Y is the national

v

' public broadcasting orgaéisation' with the mandate to cpntroj

utilisation of air time). Since the section’s environment is not
, very targe because of lack - of television and. “film
. oy ‘ ° . v

infrastructuré, the section has utilised the best alternative in
terms of variety amp1i{ication.which are the 16 learning reéoubce
centres being built in teacher training colleges. 6 For the : ' //

4 . f . ‘
non-formal rural j-audiences, - the mobile cinema circuits might , ///

l

offer‘means and ways of reproddcing film messagés thus amplifying . /{

film messages intended for rural consumption. : : : )/

~

The operations are separated from their environments by ,/

space, distance, and psychorogichl barriers, thus weakening thg//,

NN

“embedment” of the operations within their environments and vice
. 4 4

vgrsa, However, whef compared to . the radio section,\filw/and

- . S . A W
television section is "embedded" much more to its envirohment, . :

because of the lesser numbers . involved. Secbndlyt/ teacher:’

-

training colleges have more, facilities which are beyond the peachf .ﬁ :
‘of , many primary schools likg telepgbnes, eléé;ricitf and tr#ined
'h;man- éesourcés; -Thirdlx,' thg operational var{ety ‘deﬁlo?ed_
horizontally by thg Secffon matcheg'té s&me exfeﬁt the variety - E_
d;ployed by' the ‘environmenfs. %here. are 12 media spec#alists ' ' j%

opérating within the circle, but in continual contact with the 14 - s

pnimarxﬁ teachers ctolieges. The staff contained within er'two -
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units have the same academic 'qualifications but different

grofessionq]l qualifiCationsl Thus film and television,staff have

media ﬁroductioq experience whilg the collegé_gtaff h&ue teacher
training experience. They both work together in makiné programmes
.which are relevant to' the,medig needs ofltutors and students,
';hus matchiné to some extent se;tioﬁal operational activities'to
‘environheﬁfal Aneeds: This means th%t {he horizonfal operational
actiyiéy of thg ufilq and television section is closely 1linked
with its environment (primary teaEhers colleges), thus‘increas{ng
the embedment, interactions and diffusion processes between the

two 'units. The section uses a variety of activities to increase

its interactions " with the. farget audiences.‘ For example,

. s’

conducting: of in-service tﬁaining of teachers through seminars,

~

Scﬁiptwrite}S' workshops,  and meetings or visits. Sometimes, the
section may use other ‘fopms of communication like telephone

systemg

and correspondence. These means of. comMunications are

used' both formally and informally as channels for transmitting

environmental disturbances and needs (variety) in terms of users’

feelings, 'views, probfems, appreciagions,’conceqﬁs étc., téd the
. N ' [ 4

. . : .& N
operations (media specialists) and«?he management 4nit (the head

.
-

o{>4the section). The ;ectbon . Has cultivated this intimate

oy

relationship because its survival depends on the Fcceptan&e of

.the role of visual media materials in the proces% of ' training of

teacheﬁs.‘"Foftunatelr, _collegeé are §ta¥4ed.by lectures who,aFe

.

.willing to try out innovaﬁive m;dia strategies and accompaning

educitiqqal practices, The main emphasis has bgbn placed on

teaching students

.8

how to uﬁe‘their physical learning environments
. T ' . } ©
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in devising teaching—-learning resources.

3 -

Design and Print section. This sectioﬁ operatesjas syétem,i

wi thin the divisiofal context, i.e., in its relationshigw%gjh the

radio and film and television sections. The he#d and deputy head

comprise the management unit. The operations ;onéist. of.

designing graphics for brint, ujdeo;'tape/s}ide and film, and

producing teaching aids that may be needed to complement

curriculum development materials., The section cannot exist-on its

"own because, its operational output is not'viable by itself,

2]

meaning that it exists to provide services to curriculum and

’media ‘divjsions. The éectionpuorks in close collaboration with

’

all the Institute’s sections, and this is a precondition for its-

survival. In terms of Beer’s conceptual model, and in comparison

with the raaio, film and television sections, the graphic and

design section does not have a formalised learning environment,

for it exists as a production service section, serving the needs

-

, ?
of  the two//;;::?ahsl It does not therefore qualify as system 1

because in practice its service environment is internal. [t

however gqualifies as a "me tasystemic" activity, Beer‘s managerial

language points out that metasystehic activities- are designed by

system 3 to make it possible for the -command channel to provide

essential services to the operational activities of system 1.,

There is no doubt that  the pfoductipn services:' of gRaphic

designers serve - some essential and specific, multi-media

production needs of. the radio and film and leviwion sections.
:) "

‘The section should therefare occupy the system-3%star channel of

~

X
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Beer’ conceptual model. The functions
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been” metasystemic, but the present structural arrangement makes

it impossible for the section to play. this roJe'Since'its

. perEeptuaY angle is ho Secondly, other

- 4 N

rizontal and not vertical.

systems 1 cannot perceive ‘its functions properly since they are

structured as parallel systems. If moved to its n{ghtful position

Ly

in terms of Beer’s conceptual model, there'Win be increased

horizontal perception of its role.

B

of this section have always’




"Institute,  and Kenya‘s system of education. The section collects

) ( f. . ' » N . .
service section. The library services section is

Library
another system 1 because, unlike the design section, it could . */
L X : H

almost exist On'itg owﬁ.

This section. has been in existence since v

1974, 1t became a section of EMS in 19746 when both were merged
. . ¢ i .

' ~
to create a wider—based curricula resource division. Inside the .

-

square box. is 'the' sectional head and deputy, (see -

management
Figure 3). They are both responsible for-a bookstock of 28,000 .

volumes and 288 journals+¢ (Mugiri and Thompson, 19§2).‘ o

o Thg section’s operational activities are varied reflectiné

the: nSture of its embedment within the -media division, the

books, pebiodicals,, films, unpublished'ripérfsl,audio and other
visual .materials. The section offers the normaj«1gnding and .

reference services tolselected clientele.

< 1

[ -

l1ts envirooment -is both internal and external. ‘Internally,
the section carries . out metasystemic activities rglafed to the

curricula function; for" example,

Institute’s development

}itebatu;e searches for information and idegé, mounting of
expiﬁ{tions etc. The external enquohﬁ;nt consists of.prietising e
edqcationis{s such as Selecth 'studedt_-tegchers) high school M
s}udonté-#ﬂd qniugrsgty staff. The opeFaEionaI activities of this ) Ry

section can.be 'split. to, fit systems 1 and 2, and 3-star o

‘functions. The 'normal library functions of ordering, sorting,

L.l
RO S

‘classifying, lending are systems 1 horizontal activities. The
. < . ’

¢

> 5!: »

3

ruies, ‘regulations and).pﬁocedbres- about borrowing aﬁd lending:
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»

- books: are A“ant_i—'os'ci‘ll,a'tor‘y‘ actwltnes fa”ung under system 2

3

func'tipn. The, "anti-—oscill‘atqr)' activities consast of rules, ,

"procedﬁres and regu]atldﬁs which ‘are deésigned to reduce b’ook»,

queUemg problems and to enhance the utulfsatnom of the tibrary

services. Such functions are imp,ortant ‘becauseas Beer‘.lndicates

. ' . . S . B ' . + .0
they are there to dampen or reduce incidences or severe conflicts:

.whi.ch"'would.;’ﬂéj‘.ise if users were to quéeue for sefvices over. long
. . . ’ ' L

4
o S

S . ) e . - f ) . . :
per.‘i.ods of timgv.‘»\ hese activities are important for they regulate

both informal and formal users of the 1ibrary facilities. Other

. activities, like .the search for 1iterature, okderiﬁg'of special

- books and publications fall under.the role of the metasystemlc

.audit channel ‘if they are intended for the support of. the

" Institute’s main 'activities: in terms‘-of both curmcula

'

* -development and media production. inputs. (see Fsgure 3).

Resource section. This section operates as system | as shown

I?)'" Filgt'we "2.-Since the merger 01‘ thé' formér lnstituté’s‘cen'tra~i

) resohrce ‘unit with the Educa..tlonal Medla Serwce, the resource .

&

functlon has suffcred a "crisis of identity" and subse‘gu.entl'y‘-it;s

survwal_. The resource. function often changed i'ts managerial

posit'ién)s from belng under the résponsrbnltles of  both graph:c

and’ degsugn activities to llbrary functlons qgeﬂecting the

difi.erent concep tual, perceptions of its role by the Ipstit‘qte; and

the media diuuision. I1ts functional and suruiual activities h‘aJe"
-also been -closely related to the visions oﬁ its. managohont unlt

and system .3 of the medna dwnsnon. This dnchotomy has been""

. ~

reflected by'the various nnternal changes causnng sectional

«
. . L -
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instabilities, ' i.e.,. uncertainty, which has characterised the

- - " .o A
‘groluth of “this section. '

.

', “Both the head a&nd deputy occupy the mar{agemen,tq'squa;*e box

“constititing the managemen-t uni t..’ (see Figure 3), I¥ ‘opérative,'

the -operational activities of the resource sectionlwh_ich are

‘defined by the section’s objectives would be diverse and far

4

ranging.. Succintly, the envisaged resource section’s operational -

T actiuitie's would overlap the library fﬁnctions; fo_i‘ example, the

Ilbrary functnons of collecting, sptbrin‘g., retriéu‘ing, utid i‘zing, .

and accessmg educatuonal resources. However, the resource

sectuon has. other enunsaged Epérational Lactivities consisting of

‘-Cre"atlng_ loglstlcal dlssemlnatioril_‘ne‘twor‘ks’; training of rest:;u.rce

pgréonne.l in resources p’roduc_tj.o‘n, u't‘il i'sation \am‘i di_ss:min;tion.»k,

esta'blishim.gv a . }?ational_ tracing and retrieval system  for

,,educa‘ti'oanal ;'es'our\ces,' p/u.l:'ﬂicising the lﬁstitut;’s activities,
2

",ani’:I organizing media displays, promoting and implementing the

‘concept of respunée%ased-le.arning approach in° Kenya schools.

I

The enyjronment perceived by the sec{jon is wide and full of

£

‘Eanplex 'varietr. The sectio‘nal enqunment consnsts of the
. national 'sysfeﬁx of educatnon, Te€, prlmary schools, secondary

B s'c'h'o'cﬂs, . teacher: tralnlng collegesy both prtmary and secondary,

’ %

and ° teacher advisory centres.. The sectiod’s perceptuon of its

'forma]ly linked &nvironment extends to the global international

and. nat'iona-l- un'iUSr‘si‘ties, curricula development insti tutes,

' polytechni cs etc .

The - resource soctuon does not qual 147 as system 1 in torms

"of Beel’s managerlal language because the sectlon has not defined'

o . : / > O
,; ‘\ -(. ‘ , - ‘ ‘ ’l " . ',I. . v
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its role to contain activities.which are distinctly resource, For

example, promotion of the concept"cﬁ resource-~based lTearning is a
curhiculum\ func tion "becahuse its adaption -and sut:seqi:ent
oper"ationiz\é\tion .would mean 'changing tr;e currlent educational
pract-i c\e"f-a-s"’.well as injecting of capital and knowledge into

operationizing the concept. In ‘other words, it*is not a sectional

A

role but an institutional and tﬁ_ini‘s%ial role. The perceived

5

operations. are far too global and to some extent unrelated ta.the
media division’s activities of producing media instructional and
resource materials. The section does not have the necessary ,staff

equipped with requisite skiéand Knowledge to match the gl'ébal

enuir'.?nment. Finally, operatixng to me_et globa’l nee;ﬂs would bring

Eonﬂict be tween the resourc section and other educational
° —

subsystems which are designed to provide national and
‘ a

in't“ernational interfaces like Kenya’s UNESCO commission. The

publicity role is a system 4 function because it is concerned

“with the outside .environment and ways of changing its attitudes

towards media utilisation. kt needs rigorous research to find out
. » -

the -strategies which act as educational fashion setters or

! | ‘
changijng agents. :

! / ™~

(\;l’jn conclusion, the resource section needs to define @uc‘h

more . Lpecifically its operational activities inmrelation ta.i!gs

internal capabilities. Most of .the staff were recruited and
' . P . ¥
trained in 1988. The role of the resource section is crucial but

L '
it needs to be balanced with the Institute’s internal fiscal and

human capabilities, The section needs ‘rulistic nurturing by

-
3

system 3 and systems 1. Otherwise it wjll find it difficult to

[

i
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carry out its perceived ‘activities and to achieve credibility
. ; . ,

internally and externally.

o
e

4
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s ariie bnton

R . fATechnical services gection. Until recently, the engineering

¥ .
. function occupiied the system—3-star channel. But with the.
t - LY ~ . ) .
' ‘ . recruitment of divisiodal engineer, there ‘was’ a sectional

structural adjustment to create an engineering sectional system

1. Thus. the function was moved from its metasystemic vertical’ .
 position to the currént horizontal posi ton, thereby decreasing
its metasystemic role and increaging its hor'izontal operational

variety. Before the creationl of this section, U.O.K. providedw

- “»

technical services and studios. But the building of EMS studios °*

. ',agd . purchasing of the accompaning technical ' equipment
r . ‘ e »
necessitated the creation of a divisional enginéering function to

provide maintenanceé and operational capabilities.
. 'V ¥ 4 -
The sectional head and deputy head, professionally refered

d? ) . to as engineer—in—charge'and assistant\gﬁgineer—in¥pharge, occupy

the square/ box since they constitute the management unit. (see
. | : ,

Figure 3). ' ¢
~ ”9 ' .
- . Their operational activities consist of providing technical
: B . LY A v

L -

‘sefpice to the production sections; radio and film/television
. g !
4 BN sictions. The section also provides copring " services to the

school formal: system ,as well as other educational institutions R

» \
wishing to use any of the recorded programmes. Thig function,
thohghv independent of the production sections, does not make
: . s chnical sehvige‘ a systbm l'because they copy the_oﬁtputs of P

- v -
.

radio. and film/television sections. The divisional objective is 4
. . . \ %

: . .
: N . . ; R
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L

to persuade schools to buy aidio—cassetfgs and tape—rgcorders;
thus utilising their teachiAg—leLrnipg capabilities. .

In tﬁe future, the tecﬁnical cservices section hopes to
extend their maintenance services to primary teachers’ colléges

and . primary schools. The formal environment of this section“is l'

radio and film and ‘television operational activities. TH:}efong,
. ;o S ) .
the sectional activﬂ{ies are metasystemic, occupying,the vertical

perspective in relationship to the production .sections. The

section should be qllowed to do so. Otherwise it may emphasise

merely “"survival®" activities to the detriment of its function;:

1

producfion services., . The stated function “to develop and -~
supervise a maintenance’. scheme for....primary school radio and"
tape recorders" is a survival activity, because there exist

cheaper repair mechanisms .within the rural environment. The

t

schools may probably asK EMS.to provide them with batteries which
is a logistic material requirements rather thap a technical need.

”

To resolve the issue, 'a feasibility study jin tefms- pf a

cost-benefit analysis -would be fuseiul :before a decision is

- reg&hed. It may wélj be;that providing this service to schools

v ®

may prove to Dbe more  costly than lack of it, because radio

tecﬁno!qu, is simple, widespread and cheaper than-: wh'at the

section might offer.

.
. . ‘e .
/ ‘ . .. . : .
‘ . ‘ .
. ' R . R ' '




f-and balance nt wlth pedagoglcal requnrements.,ft also %armonnses

‘environments dgreed Afa¢t§N“bg validated®oncepts. This variety

. System 2

)
. '

) The damp:ng or anti-oécﬁllatory"functionuig carried out by

y

many acttultles at . dif¥erent levels of control. There are two 5{

#

" types . of damping éubunits:,professional-and_managerig[.'ln oidee\

.

to uhderétand the professnonal function , we need to understand'
first the specnal rple of panels in profeséidha1 deuelopment..

There a;% two types of panels, SUbJect and'course, for prlmary,
r )
secondary and teacher edudation, The panel membershlp is mixed to '

1

prounde contJnU|ty between panels. “The concept‘ofﬂcurricdla

developme%{ thrqygh the panel system was lngtlated in an effort

to.make educatnon relevant to natuonal aspirations and’ to ‘satisfy, -

. . i . ~. .1.
the cry for relguent. currlculum " by both lay persons and ‘

9

‘politicians. The Panel system’ was adopted as a high level

.

i

strategy for careful cbrryculumAplanniqg andgmanagements

Systems | of "EMS are encouraged %o attend - panel o

'dejiberations‘ séf.thety they can advise the: panels On curr;culum

° . - >

areas ‘best ' sérved, by - media. The paneLs, appoint"mbdia s
subcammlttees to facnlate |nduv|dual medva productions. Systems 1

prefer to workK wuth subcomm!tees to' qulcken thelr deuelopment and

'productnon- roles .;nd. to confune panel ‘variety to a manageable

aﬁount,}’ The subtommiftee role .is one of damplng conten@ : "

diéé@reemehts ”slnce<'they (panels) contain systems 1 Ebeativity

‘.
[ 4
s

: i
[ ‘ .

conten({ uarlatlons so that systems cen present’ to theip = - o
o s ‘ .

- ~ - . '
. . 4 , ny . L : N . :
. . A ' % ' - L
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damping role safeguards‘\the enutronmenté as weld as systems 1.
from accusations of factual distortions or mistakes. If {he

' _— . .
“content is agreed upon by the panel members the division assumes

that .. there will fewer environmental complaints (dsers) about

bedagoéicdl relevance of facts and concepts. Another function of
. w . ’ 2 .

the media subc@wnittee is to fd&ilitate systems | ﬁroduction,‘

ginci pahels‘meet twice or thrice a year; whilk systems 1 require

continual gdidance, Lastly, Edbject panels represent the

o 4

to .contribute to the media dEcision—making process. The role of

,the 1library. science panel is different. The panel was initiated
not only to moﬁitor the library activities but to.promote ](brarY'

Al

science education in,Kenvya. Hence, the panel monitors "materials

-

for tﬁe study of library science, the deue1opment of library

‘tqgining courses andlotheﬁ.library matters related to edycation,

4

including the Learning R€soqrce Centre concept." (EMS,.f?Bl) .

: The role of the ‘course “panels is to reduce content

"disagreements bethep subject panels. by providing a forum with a

3

wider Eaée for revjewing subject panerg’ recommendations. The
' " ’ . - -~

educational, technology panel reviews systems 1 production‘
proﬁosals, d;cid{ng, on, pﬁioniti}s and making recommendations,
. thereby 'brquiding‘ recognized 'legiQimacy _and'medfa accgptance..

Panel membership ‘is hi{edawith_educationisfﬁ and Media,ppoduéers

‘as well as managers to provide a balanced persﬁecfiﬁe for’ theé

divisjon Jin terims ‘of providing a wide base for media selection

and utilﬁsation'décisinns. I want to emphasfze the fact that the

a ) ¢ ’
e

Institute’s . pandl\ system reduces Idisagreomonts related to

envﬁ}onments,' there?ore‘making it possible for the school system ﬁ%,

4

'

K2
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specific curriculum/subject content and instructional strategies,

"\\byt not méhagerial ‘problems. Therefore, the division does not

i

shave a system 2 to damp "oscillations* between system 3 and and

withim systems | management units, their operations, and their

"~ formal. and informa) environments.

v

System_ 3

~

is ﬁon—existeﬁt. All.  the metasystem wertical wvariety. is
concentrated on .system 3 ‘which‘ deploys it 'downwards, hence
over—ufglising the command channel.

At the divisional level, this position is occupied by-the

programme co-ordinator (media) who is the boés of the division.

As ‘the divisional . boss, the programmes co—ord}nator exercises,

authority over systems 1, questioning unorthodox practices’

i

EAQetected within sys}gms’ 1 operational activities.and providing

' guidance to systems’ 1| management unit, thus using a variety

.

amplﬁfying 'channel. S/He is Kept aware of systems 1 horizohtal

activities: through monthly - reports which systems 1 have to

‘submit at the end of every month. The reports contain operationaﬁ

achievements, consequences met and unmet, problems éncountened .

and suggestions’ for possible solutions. The normal relationship
between systems 1 and 3 ig ohe of co-wobrkers rather than the

conventional ‘boss. The térm “"boss® will be Used to mean

[N

'facilifator/guider rather than the traditib%al heavy-handed,

v

dogmatic authoritarian, for 'in media,' system 3 exists to

facilitate the { work ‘ofvnirstems 1 ritﬁqr }han to exercise

f ’ .

Looking'at Figure 3 it is evident what happens when system 2~
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_attenuating channeis.
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» 4
s

authority (implement or execute policies and regulations) per se,
which is a varidty delimiter. The role of programme co-ordinator

v . )
is to represent media integests at the intitutional and sectional

Tevel by questionlng systems 1 sectional opeérations and -

'explaining them to other divisional manageré, thereby promoting
utilization of media in education. The progamme co-ordinator is

able to exercise control and feadership because s/he occupies &

-

strateqgic synoptic ‘position which gives him/her a broad picture

bl

of- sectional activities, S/He is Kept aware of what is going on

within, through' interactions with systems 1 during staff

meetings, by monitqring broadcast outputs, appl%cation of

"algedonic meters - (creation of bositiue interpersonal
fi .

relationships), 'R& reading . field reports, newspapers’ critical
v > i . ~‘ = .
educational columns, etc. As the boss, ., system 3 demands

explanations : or issues, instructiong, thus applying wvariety

¢

The Programme co-ordinator is ﬁeavify ‘embedded within

systems 1 horizontal operations dué to their cleﬁe proxihfty, and

.sygtems 1 monthly forecasts which inform s&stem 3 abouF sections”’

fuiure .fhinking and directions. Sometimes system 3 attends

s

sect?oha{ meetiﬁgs to keep in touch with sectioqal discussions
about their péoductional problems, innovatgdns, failure§ and
successes. N

Thg .programﬁe “co-ordfnator performs some "damping’

activities like the  issuing of uniform office procedural
N ~~— . . .
directives; for example, rules and regulations with regards to

ordering of equipment, reporting system of equipment losses and

-

- A

et



o and dlUlSlonal head have a rare chance of exchanglng ideas’ and»

- S T wr,

{

bthéﬁ financial matters, efc.

3 . “
’

The . programme co-ordinitoriappiies the system4345tgr,audit‘

v -

chankel. when checking <cectional expenﬁiturés “(ﬁroposalsl and.

payhenfs) and 'authorisin§ v them. The"dfuisional jreégipts are

. further 'scrutinised by the Instiiutefs‘gc;ouﬁtingréierks whose’

<$ﬁnction ‘is to service sectloqfl opeﬁations by tighﬁéning'

financial expendi tures to prevent fraud The f|scal role of the

divisional .co-ordinator is to. safeguard sectionaT financial

ailocatiohs by m&king sure fhat sections do not spend be?ond L
“gheiﬁ"budgetary requests. S/He also ensures that finance  is

broperly used for production and service activities.

The programmei co-ordinator ° uses ‘the audit channeI

successfully whe?' sharing a cup of tes, théreb& dropping to

sectional levels and sharing there frustrations and succeésses, .

but more . importantly checKing ph}sicaliy.but in a pleasant way

actual sectional “task ﬁqrforhances. 'S/He also 'appl{es this
chgnnel when ~ taking 'important visitors to meet sectional heads

and medla spec:allsts. When applylng thls channel, the systems 1

thoughts on . media proddction possibilitiés as well as specific .

media limitations. The major function is to make sure that.fiscall‘

3

Y

resources are properly bti1f;ed.;

System 4. - . 3 ) K

The dlvlsion does not: havo a formally establlshod system q,

Howgver, 'the planning £unct|on, bbth short term and lbng-term,

are carried: - out by sectional management units in consultatlon

¢
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with‘ media producers, i.e., the staff whose rolés are ‘enclosed
within the operatiohal‘circTes. One of 'the functions of the media

specialists is to plan their production workloads using different

criteria, for example, wurgency, priority, time" limit and

reledancy to' environmental stated' needs. The sectional head"
discusses further. individual operational projections to,enspre

that. they are within. tﬁe sectional mandate. Thfs is important

. . . . . . . . . ‘b
because sometimes producers may wish to carrfy out productions

beyond sectional fiscal capabilities. In such instances,. the
sectional heads delimit operational' uarlety, and perhaps

annihilate unknow;ngly future product|on possnbhlnttes. Accordlng

<

to Beer and M:chael, they cannot help d0|ng sa scnce they are
" concerned wi'th the present and do not. have the capabllltles of

1 underséanding the future (Beer, 1979; Ml;hael, 19?3). ‘ “

The sectional plans . are éubmitted to the progamme

" co-ordinator who likewise scrutnnlses, questnons and approves

them after »Iengfhy discussions with individual sectlonal heads.

This means that at:the divisional ievel, systems 3-‘and 1 explore‘

' the problematic future. It is self-evident that they do not have

i

tﬁefability'to do so since they age managers of tHe'preseht. They

could probabty predict into,the future if that was their role but

in.” practice the projected - -plans . are’ refleﬁtions of

“sectional/divisiqhal past and present practice. 1 would Iike,l

i

houauer; to emphasise the importan;b of involving horizontal
opéra%ions in plapnipg their perceived future, especiéll? their.
present horlzontal capabllatlos which ¥hoy understand better than

the. progamme co—ordlnator. This ensures that they are committed'

e " . \ T — I
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to_ the ,divisional futur;' projections since it is the%r future .
édo. .Howéu;r, their proJections'need system 4 inputs in termslof

programme research and.development §ince production sections do

not bhave sk;lls and knowleﬁge required fbr probing into the .
future. It is also important to involve the - programme’s
co—ordinator in sectional planning to ensure that present
activities are in !ine Qith ministrial educatisnal broadcasting
regulations, plans‘ and policies. Secondly, the progéamme
vco-ordinator’s role as system 3 is to harmonisé medi a activities o /
with curricula debelopment activities. S/He is able to do so ~ 7/

’ Ve
because of the wvertical perceptual wviewpoint of sectional B

°.

activities and 'the horizontal divisional point of view in

refationship to other divisions, i.e., system 1 role at the
, a

Institutional level of management. The programme co-ordinators
form the Institute’s management committee. The committee is

‘chaired by the Director of the Institute who is sy%tam 3 ét the - i.
institutional® level of control. I ( o ' “

-

! The shortterm future activities are reconciled ddring the

. stafﬁ' meeting’s deliberations. Long-term plans requiring deeper

L3

thinking, 6ndefstanding, reflections, and total agreements are’
.discussed in - special seminars/workshops usually held, away from’

the ﬁlace' of work. They are internally organized to harmonise, - A *

and - co-ordinate future divisional activities and approve.

structoral changes, thereby facilitating . survival-=oriented

,activities ' and reducing internal "and external turbulences and

uncertainties. It . is also easier to implement agreed future

plans, Other system 4 functions . are publicity-oriented




)

>
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productions, 1ike the films “the Raqiditegson'; "This ;s,K,I.E.-,‘
and ;Currjcu[um‘ Change®". -The three %flms atfempt to explain to
&he form;l enuiroqment ma jor cufriéulum and media activities
especially innovations, The manaqement and media specialists
atgend natioﬁak .and' ﬁnteqnaéionalf media—rblatgd conferences,
semiﬁars and workshops..Hencq, even though ‘the secfion aoeé not
have its own research and development section, it is Kept aﬁare
of the state o#‘reSearéh and developments in distaq;e ;dﬁcation,

g .

library ;cienée, educational .ana publie¢ broadcasting,
resource~based learning, curricula development jaﬁd electronic

engineering. The division places a lot of emphasié on méinfaining
it; national and international cbntact§ in . terms of media

prdduction,“electronit eqdipments,.aqd media utilisation changés.

v

The division recognizes the fact that it does not have staff

‘qualified to probe into the future. Attending conférences;

seminars, Qorkshops "is not the answer but it is a useful
compromise.

‘Itihhs been predicted that the next decade will be domiqéted

by informational technology. Hence, whoever céntrols information

will have * power over those who do not have it. Therefore, the

initiation 'of' a syétgm 4 unit seemsj a timely undertakiné,

especially in Kenya K where radio is the dominant medium.of mass

. » . . .
communication. It is the only delivery system which has' an

extensive rural . infﬁaégructure, and which, though

v

'un;bphisfi&ated, stiil_ bas: unexplored' poiéntialities and

possibilities. A system 4, exploring future possible new distance"

_ education, audiences, extension of curricula and better &eins of

B e v = ? > - . SRRV
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o .
“since their function is ~to provide leadership to ‘systeims’

applying media strategies in productton and- utlllzatldn of medla

;pems. a timély propdsitlont EMS, in turn, bhas studlo and’ pr|nt

¢

capabilitieg' to produce high quality distance education message5'

giueﬁ the exemplified need.

sttem 5

In practvce, the d|v15|on \Hoes not ha;e a system .5

subsystem. However, the functlons of” ;K?tem S are carrued out by

) +

the mqﬁagemeht ‘commi ttee. It is the man§gement committee which -

apphoves systems 1 budgetary requests, exbenditures, and future

At

'actluitnes. The cuwnuttee' also sanctlons’and approves |nternal

structural changes as suggested by systems ﬂxand 3. The commltteeJ

)

4acnl|tates systems’ | operational vntles by approving

.

accounting mechanigﬁs relevant - to media prgauctions.. The

1]

management commnttee therefore provnpes closure for the dnvns,on.f

It is wortuﬂ

and the Iﬁktltute's metasystem”/l.e., the dlrector; Accordlng to

Beer, each leuel shoubﬂ havgx¥ﬁs own system 5. we can say that in

”

practice the division, suffers because it lacks a system S5 to

-

prowvide glosure .}or systems’ {}<:ystems 3 cannot play this role

]

" 1-inside and now. Hence they do not have the requisite variety to

provide clogure .since they are embedded in\se;tfonal activities

P

and una@are pf the future. As Figure ‘3 shows, the mass media

panel should provide closuro to systems l. However in practlce

mass med'a dellberations :are related to profesiaonal surunual

discussions rather than intornal media productions. The' panel rs )

wyemr— " . e e ——_ ¢

oting that it is cgﬁposed of divisional systoms 1

* sete,

Pl

o
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dignals. The quiﬁkest and most efficient way is the teleph
- . <

.messages.. about .méqggerial dissatisfactions. The formal,{pfernal'

édmposed' of sentient groups (Nichaef, 1973), i.e., médja’makers

and Users. Its objective is to provide a forum or a platform for

discussion. To quote an EMS structural document, the mass media

panel

) -
(2

""is rather different to other panels in that it is not,

’ * . ‘ i ‘ﬂ N RN
concerned specifically with the activities of K.I.E. It,
. £ . . PN

in fact brings together medi a maKers and users and

provides a forum for discussion of ﬁedia activities. It

<

is particulariy concerned with- nén-formal ..educative

projects.” (EMS, 1982, p.5)

5 . :

Therefore, mass media panel’s role 'is not a system S5 function,

although it occupies this struétura? position. In pracfice, the

fnanagement committee at  the ‘néxt~ level of control provides ~
closure .to systems 1. | ‘ e '/’ DA

+
[

Algedonic lqopé. filters, meters ' a SRR S

" The élgedonit loops are’tﬁe emerg‘ncy channels which can

quickKly —communicate 'urgent‘ meséages. The algedonic filters gnd
a0 M ’ Al

meters are the various "ways of wutilising interpersonal
: . . Loty . . -

rplatiohshjps.Thgre are several ways Bf.transmitfing dLgtreés‘
A - : ?

.

ne.

This channel -can .be used ?or'iransmitting formal or informal

3

algedonic loops (channels) are: ’

‘- staff meetings . ' ® . ' J
. " . K :—(}

- official memos to' the decision-maker with copies to,
o) s :

(i . . ’

T T T ; TR s e .. P E U
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-‘_‘ t . ;
'embracing and anitting pubiicaliy'that a mistake was made, for

o

fThe‘formai.Lnternai

‘recent’

" managerers -of .

. : ~ "
the affected individuals -

P - e
-~ official letters of complaint

algedonic signals ares

.

absentism
y

= discontents in task perforMances

. .o '
'/' ¢
——— “ N
' “

oo = generxl d%tatisfactions with the ‘divjision

~/

- ‘. poOo
. - poor

+

|nterpersonai reiationships,. especially

.

: breakdowns in communications
. r
- complaints

N . - ’ .
- t. t
N . ) N .

1

The ehuiﬁonments

) .
4 g <

»

formal
5 .
medid*programmes. The majority,

~uses channels ' to - transmit

disgaéisfaq}ions in divisionai'

both- teachers and pupils write dlrectiy to ‘the lnstitute. The

division éencourages interactlons with the. enunronment 'and

aigedonlc sngnais are welcomed and attended to |mmed|ately ?&

A variety .of informal chanpels are deployed by bofh the

L3 ! N . . - ]

d|v15|on and its ‘forma1 and

effective channels are the ihtérpersona] ones. The divisional and

+

sectional heads react-quickly to ﬁeciify managerial errors. In a

-

coﬁmoﬁwealth brogdcagtiﬁg conference held in;Toronto,

” * . . e ol -
the 'public broadcasting systems agreed to the

suggestion that it' was politic for monolithic

pubiically

‘a defensnue -3

v : 4
it is human to err. . R o B

<

N 2
f . M
Vo, [ \
’ e , P

‘informal § environments. The most

the

systems to.
atcept "and embrace -error rather than being presenting'

ance: The divlsion Of’Mlel is moving towards errorf

iy awe
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words, systems 1 and 3 _are comforted when they realize that

-
ra
"

=

The Bar ’ L 4
There is no bar in Figure 3 for it is opFFEtngJlly

impossible to reflect this role diagramatically. The role is well

=
»

served by the  Institute’s cafeteria. This is the place where
staff at the ,sectional lgueloofcmanagement meet briefly to share -
) ,

the ten .and three o‘clock cup of tea. The informal channels for

sharing managerial problems are socialization proccesses; for

" example, parties - lunch dates, info;mal gatherings and
g

L3

definitely ‘'the actual bars, which all create atmospheres

conducive to relaxation. o

- -
4

The ?ormal professional’ groups could be regarded in a
literal sense as 'baﬁs‘, where managers at ihe,same levets of .
contr meet to share and acénowlque ;, their strengths
(successes) and weaknesses <(failures) without'being judgod or
pat;onised. Within the divisional context this role is provided
#or nationally by the mass media panel and internationally by the
Comménwealth Broadcaétiné ,Associafioﬁ. In both associations the
diQ}sion openly declares its worries and seeké advice from the
mémbers. I find the two aasociations important in the é;nse that ° &
managerial prgblems, though to some extent cultural laden, are
éverpresent p;rvasiue elements of the human system. In other

@
organizational ' problems are not confined specifically to
A . "

o

themselves. . . ' ', ‘ ( ’

:

. ! ! s
3 . s
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Channels of variety ‘ o

The concept of the viable system is based on free flow of
. .

,~¥340rmation- within and be tween subsystems. The lines in Figure 3

represent some of the infinite channels thrdugﬁ‘which information

flows, ithin the division and i{s environments, We should note

o .
that these .are the channels which the division has designed,

o
.

hence its control -of ‘the ?nformation which it has allowed to
influence itself. The div}sion has an intricate filing system
Qe

' which reflects the types- of information that are important to

.itgel¥. This information must bg protected since it is of use

-

only to the internal environment and therefore confidential and

worth protecting. Exposiﬁ? this information to outsiders gould‘be
an invasion i%tp ‘the privacy of the division; especigllﬁﬁits
.presérvatian of authority. Some of the organizations which have
a\lﬁwed access to manaée;ia] authoritaﬁiue information have
suffered accusations qf jnefficiency;nlack of imagina{ion, and

L
other negat#+ve factors which ane unwarranted.

~ . H
*

In concluding the analysis of the divisional level, it is

\
important to note “the different typ?s of divisional .control
!

H

4

&

operating together and feedfng into each. other: the panel system
9 get -

of control and manégerial control. The panel system safeguards

educational content broadcasted by the division. The managerial

~

control facilitates the divisional decision-making process. Our
L) .

L4

. N
"analysis has centred on the latter since the panel system of

cantrol is .a pedagogical, damﬁing mechanism. | think it is also

-

clear that #the divisional function Jis to some extent a '

»

3

~
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metasystemic ‘activity in  relationship to curricula development
‘ i v - + ) { P . : ot R ’.
" ' o _and relevance. It is a media service system for cunri;uld@ z
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i . enrichment and provision of ‘internal “KIE madia -needs. .
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| "Educational Media is indivisible from curriculum development and

for that reason, the Educational Media Service was apsorbeb ?nfo T
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Sectional Level of Management; The Radio ‘Section

S T . "(::;;::kzﬁerb Fighre 4 showing the mapping of the current ' s ‘ﬁ

. . ' * ' . .
“ o . radio section onto Beer‘’s viable system model as’ of .
i January, 1983) . T S N
<& Wl ~ N ) ' ' ) A : ’ : - "' :;
. . 1. ‘ . < . ! . B » '
< < . et . t

As we‘stated earlier,'educafional radio broadcasting started

in. 1963 undetr the ausp|Ces of the V 0. K The responsibility forT
4

v o edue%tlonal nadio was transfared to the mlnlstry of educatnon in

N 1965, mgklng " educational radio ‘an.‘nmportant component of ,'n

'

‘educational ‘learnfng ' resources. Since thin producers  of
- educational radlo have co—operated with, the school |nspectorat€

. ‘ . a [
_and -curricula deqolopers in makﬁng oducatlon relevant to the

FERY

. national needs. ’
Nhon the dsvnsuon was mergod with the ln:tltute, it wag felt .

that radio producers' roles In curricula deuelopment was rot best

b .

'descr\bed by the name producer' The name "media spocna{nst' was
&\?tod to expl.cntly dcscrlbe the complementary function of..

media production and douelopmont witﬁ_curnicdia development. The

name change could possibly describe a suroidal mechaniim;bgcause“ e
* [2ad N . \y
in practico there has not been significant role chango.= T T

~

We dlll digress for a momont to discuss ‘the staf# descrlbed

as modia spocicllst', who constitute systems 1 of the: sections.,

\Modia spocialists are usually nocruitod bocauso they have shown a

o h@ﬁggnt fori croative productions. A media spocuallst worklng for
5 . - . s . R \ . . :|~“

\'\‘ -

i
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[y

. EMS has a university educafioﬂ or its equivalent in media

'productlon or éducation. Most of them have taught for at Ieast

five years or they have produced exqmplary programmes. Both

agquiré 'mgdia or pedagogical skqlls througﬁ interactions .during *-

the ° task performancés.- The diuisional description of }héir
academic and professional role, ii; ‘ -

! -

"N
\‘\

-

\
\ - .
"well-qualified’ teachers Ewho have extra training in
. ‘ a :

media production  and educational techqology.' (EMS,

. 1982, p. &). \

»

- . \
"*The Head of the service cansiders, that it is important .

Y

for” producers to undbrstanqztpﬁscoﬁtent of the material

I

they are working "with, even though“most scriptse are’

' written by people outside the dnv:sion. At the same tlme_

. the . unit is fortunatt in possessung |ndiu|duals wi th

professional bro&dcasting and theatlcal backgrounds and -

"these gifts, togother wi%? the experience and skills uf"

teachors have qndoubtedly helped to onsure interesting

:'and viable . progruunos. (CEDU, 19?4, p. 194D ' «

The assumptlon is that those who are htghly ski1led in medla

acqulro, through the dlfqulon processes, educational phnlosophy

~and practices througﬁ interactions wlth thelr educatlonal

counterparts; curriculum spocnalnsts and panols. uo can assume

that ' :this process occurs bocause they are tlghtly embodded in an

Qducational institute and’ ’lts enU|ronment. We can safoly make

"such an  assumption >based on ‘the notion of ombedment ‘as

exoMblffioq " by ,Bogr, (Beer, 1979). ‘with[n‘ the staff of . the

. K,
v

o
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Schools Broadc#stiné Division one detects a symbiotic balance of.

edu;ational' and pr94éssional bro;dtasiing experiences" (CEDOD,
1974, p. 195). We shall henceforth use the term “media
specialist" to exﬁf?cate the contgxtﬁal media ~rdle' in the
divisional. function of providing ‘; media service. The n;me ié
used within the institutionaf context to reduce ro1e’cqnflic¥s b%

,avoiding ambiguities and confrontations

be tween media and

- 3
curriculum specialists.

N

System 1

AY

As Figure 4 shows there ;Ee four medi#’specialists and seven
assistant media specgalists. Each one of them operates within the

square, i.e., the management ‘unit, In terms of conventional

hiefarchies,\ the media specialists belong to a level above the
RN X ‘

. . -
assistant media specialists. However, in

terms of horizontal
S \

operations, they all belon§ to.the §am€ level of control.

. v

Each of the media specialists is assignqd'a-production"]oad‘

which consists of two fé three series of programmes. The assigned

series is related  to individual éubjipt spécialization and
\ K * B

pﬁZference. The same holds 4pr'§chool'grade levels.

The process of assigning tiskg is fairly democratic and

!

medi specialists are encouraged to choose production areas in

wiich they have confidence in. The section respects individual.

3

locus of - commitment and control which are related to individual

personalities. Media specialists have a‘high lotus of personxl
commi tméent and croatiuity' for they occupy extremely vulneraslg

posi%ions in thi Institute. This is. because in the final

% e
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analrsis, they are résponsible.for production editorial “decisions
which are made solely by them. The fact that they are accoutable

for their misté&es makes media specialists defensive of their

- production creativity. For although errors are occasionally

" expected, " social systems refuse ‘to accept errors from media

specialists. The cpmmitment of errors is interpreted as a sign of

incompe tence, iﬁadequécy, and therefdre a pynishable offence.

This makKes it difficult for media specialists to accept variety

attenuating information due to the human desire of amplifying
]

their creativity, / for media ' specialists face  the disturbing

danger of compromising independent critica)l and creative think'ing

with panel t"hil:lk\ing.

-
el

They must\ therefore possess a high level of lqcﬁs of
con;rol. They embody in ; rvery ﬁersonai way Ith? gectioo‘s
inte%naﬂ criteria of effectiveness., To preserve their integrit;,
hedia specfa[ist? function i; explicitly elicited. In essence,
they Eepresent legitimized media exp:rtise within the panel.
Their- role is to assist the b;nel in eliciting media elements

which would be transiated into feasible radio programmes, and

subsequently serve as medi‘a " inputs into curricula resource

materiais.The role of a media'specialist is therefore ‘a demanding

one and m1g¢’;\\;::: opt to move eveptually to other educatijonal
areas which do n Hemand a lot-from jndividual’s internal locus

"of commitment and control. This ﬂf because each of the media

. LI
specialiste manages their own‘horizontal vaqiety. In practjce, it

means making realiétiq horizontal production plans, implementing

them, .and ovaluatiﬁg'thom{through'pf!—tosting and po£t—t}sting.

e
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They set their own regulatory mechanisms which prove to be

difficult for some ‘of them who were previously controlled by

timetables, official hours, etc. Média specialists are tightly’
embedded within 'their. operations and they are in actuality
.indiVisible from their productions. ' ‘ . <.

As Figure 4 shows systems 1 concentrate on producing series -

for primary schools and for teacher in-service education. This

pqttehn° reflects current education practice in Kenya in which

educational emphasis is being géared towards improvement of basic

| .

education through curriculum nevision and training of unqualified

‘teachers. Figure'4 reflects this aspect. At the mqmeq}J systems 1,‘

@

in-service training of teachers, 3 for, secondary, | series for

regular primary, teachers and | series for secondary teachers.

%

Most of the primary series cdnsist‘ of 24 programmes-

corresponding to the radlo term. The secondary sernals ranges

(

from 8 to 24 progammes per ‘year. The duratlon of each programme

,rangeafrom 15 minutes for"lower prlmary, 28 for upper prlmary and'

of prOgrammoi in each series is variablo, reflecting the . decnsion'

"plan to produce in tota!; 13_sgries for Hrimaryxeducation;'ls for

‘secondary, and 38 mlnutes for pre—unlversnty students. The number“

questions posed by the panels ln terms of medla needs for radio

e

and audio-cassette. Th;q'socondary productions arsbdomlnatbd by

‘languagé—oriénfed seri¢s in Kiswahili and‘English, fasihi and

.

literature respectively..In broadcasting, the series neflect the o
,croativity;. personality, and managerial.skKills of thf individual
. producer;. This' makos systoms 1 vulne}ablé to . internal and

externhl‘ turbulencts because ‘series dovolopmont and productions.'

W)
3 2 *

~




. why. do media specialists accept thi

“amplification  process, is taken in considerati

. T £

take - a 1ot of time and money. Subsequently, systems 1| exercise

and accept lot of control of their operational variety,

Medi specialisfs exchange scripis,‘ organize listening

sessioné, Qiue and accept agreements’ and disagreements, all aimed -

at improving the quality of productions, The heavy operatiﬁnal

interactions between and within circles represent giving and

accepiing creative ideas in terms of conversational theory (Pask,

1983). This précfice has kK meant .sectional acceptance of

’

resﬁonsibﬁ?ity for individual errors, in practice operationizing

in practfcal , ways  the’ natlonal philosophy = of mutual

- hS
>

responsibility and accountability for fﬁdiyiguar’é quaTity of
production.’ ' - v

. Jt is"ovidfqt that systems 1,/::;::}ance tight control

1 ‘variety. The question of

A

measures, thus delimiting horizon

freedom and constraint is a pra ticnl issue fbr'systems't. But

ki

the naiuro of broadcasting makes' pro )amme control acceqtable to

media :'specialists; ‘especially when e

\

magnitude of the

are transmitted via terresfla] avNr waves/from Nairobi to leaﬁners

r

spread out and far removed fran the programme source. If there

are. mistakes/errors, they_ are . snmultaneously reproduced and
f - »

'assamulatod accordlng to the loarners’ models. Media resoarch has

“npot clearly - dlSCOUQPed how Chlldren procoss :nformation encoded -

in ‘an audlo quallty (Sturm, 1982), and*@hus modra spoclalists

.

are NOPKIDQ‘ in an, area 'full o¥ bl ackboxes. Therefore, they

welcome: programme inputs which coincide with their own CP;afivity

. N . 3 , .
¢ 1 . . . 0

tlght ccmi:m:ul’p 1 thlnk that'-

"The programmes

.
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and nercéptibns of learn|ng/teach|ng variables pPOJected by the

*

l .
schools -and out of sphool envnronments. Once an error has been

_transmitted, it is not easy to rectify the mistake or prounde

remedial services. EMS does not have regnonal centres which could

- provide remédial -teaching. The editorial control is the

' ’

respons|b|l|ty of the Institute. This responsublllty is exerc1sed

by“ the sectional head (whose role was discussed under system 1y
at tne divisional level of management) as well as the panels. The -
media specialists. as educatlonlsts necogn|ze the lnmltatlons of"’

I
educational radio in 'terms of  its inflex]bility and learner

© - caontrol. The‘ environments can neither contrp]‘ the t}mes oil

broadcasts nor change the style of teaching during the learning
’ ‘ . ) ' -
process. ‘ .
Each of the media specialist possesses an fnternal‘criteria

of stablloty beyond whlch s/he cannot be controlled.,The internal’

. crnterna of stability is an |ndioldual’s editorial cruteroa for

productibn of educational programmes which is based- on their ..

»

internalized educational values and crgafiuity (see -Pask’s

p-individual and Gaines’ D-individual, 1983). The media

specialists work with a team-of informally Ninked but essential

[3

lindiv]duals consisting of artists, scripfwniters, and education .

-. f-2 i

consul tants. They .all contribute to the production processb*l-

"want to emphaslze that the level of control by .panels, and Other

media speciali/ is detormnncg by'lndiUIdual dell specvalist‘s

.need{; for in essente, mediX speci;lists'doterm}ne the amount of

. control that t_dw;$eiiz:n to. S . e ‘

ystems ~ 1 are encourtgea to lnteract wuth thelr

» N .
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environments, - they cannot match the:;vériety deployred by the

o school system and the informal system. Therefore the majority of

, . . ' N . .
environmengal selective mechanisms _ remain unknown to media

producers. UWhen éhey manage to go out into the environment, _.both

- L . ¢
are ' handicapped by the law of hierarchy. Media specialists are

iperceiuéd as powerfdl by the envirﬁnmEDt since they represent

M

central adthority Easéd in Nairoﬁi. Thi's means experiencing the

’ probleﬁl of - diplomacy sincé both teachers and pupils cover up

‘important information.

t

a

. Besides - visiting: the environment, the section uses variety

. ' 5
® ’ |

- amplifying channels 1like correspondence, resource section;s

dissemination netwofks, supportlng teachers’ and pupl]s notes,

.
+

~ and the ‘ inspectorate system. The .most lmportant uarlety

1mpljfyiﬁg channe) |s a pollcy |ssuo. When the school programmeS‘

are‘onf&ir, no other natnonal programmes offer competutlon.

. In essence, systoms 1 have a Gaptluo lqrge audience whlch

fhiy can: influence to factlitate listening habttg and‘skljls.

The environments cohmunicate with media specialists through

‘_ correspondenoe, ou&nts and tvaluntion reports. But in comp&rnson,

N

the varnety attonuatipg channolsz ‘are domnnated ‘by uarnety
' R '

dmplnfynng channols, thus 'crqat}ng~ﬁﬁn imbalapce betwegn the

The ' function of. system 2 . is- carried out by wvarious

divisional conoontional ﬁractisesf regulntions'and procedurés.

~Tho'“subJec§ pano\;’ function of gutdance is x system 2 activlty

i v
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A , A ; o
because it reduces content disagreements. The role helps in

confining some of the systems’ 1 creativity, and harmonises into

a2 coherent wbolé the different content interpretations: This

~

“practice has been Bsupported by Pask’s research 'into the

conversation domain (Pask, 1983). Amongst . the subjectApanel'

member's are primary school teachers whose curricula input make

the programmes more relevant to the enviponmental educational.

4t

audio needs. We could say that panel members direct systems 1

Y-

because "they act as a reference gnoup representing légitimized

expertise in medla and educatlon. The role is "anti-oscillatory"

-

. ‘ - +
.because of its Iegnt:macy in terms of representing validated
systems of beliefs. .

'+ The systems’ | functlon of research into audlence variables,. -

pre-testing, and post-testing all contrlbute in reducing

distracting content and strategies, thereby confining programme

.varnety but dampenlng deuuatlng,varnables. The ‘evaiuation reports.

are ' therefore 'system 2 mechanlsms pecau:a they Qiransmmit

'envkronmqntll values, needs, peliefs, conventions to systems 1.
" The nepofts also reflect some environmental reality as perceived
by the _mddels of evaluating média spoc?iiists. But as Beer and

Pask have pbintnd\out, individual systems confine environmental’

— -

“variety so that it conforms to individual's porception of
‘ reality. This is one of. nafﬁrés’ delimiting varnables, refloctlng
_social ystom phonomena. The function of envnronméntal eualuation

i's best done by sknllvd~mcdia~eqalu;torg, since media spocna]nsts’

«

cannot produce as ' well as: carry’ out extensive . programme

evaluation. Media® evaluation .and 'nesearéh is a sgeciaiisod

L
e el
Sy -

-

&
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AN

fﬁncgion requiring special gkills and Knowledge to determine thé

; different types of selective mechanisms operating in the formally.

"linked environments. The role of such personnel is to find”ways"
N I l . 5 .

and means of dampening the generated‘negatibg uarigﬁzﬂip enhance

%he effectiveness of \grstems' 1 operétions, i.e., educational
J . .7 " radio productions.

- The radio section hgé two continuity annouﬁcers whose role

'o; ‘linking programmes in . a meaningful reduces~ utilisation

’ﬁroblems, thﬁs being a dampening actfuity of system 2, Cqﬁtinuitr

announcers provide Vinks between programme series and 7h{ E;Déel

ay nce in the environments. Their function is crutia\\iggithey

.can amp or attenuate op(rational output by the wayland style

in which th 1ink programmes. The continuity function is both

.To be more explicit, the daily announcements of programme

schedules damp enéironmenthl.'6scillations' by reducing audience
" confusions about times of broadcasts, On the other hand, the

4 ' (,' announcements amplify the Jlevel of seciai utilization in’' the

o

a

specific times; The assuhptioh is that the greater the levels of

aﬁnouncoments the grtafer the utilization level due to the amount
. - - ' . A ) A L . ‘ .
.\ ‘of redundancy. o - .

. “

’ ' ) . .l o .
"y The listening sessions discussed earlier under systems "I are

a system 2 activity of reducing production problems. This is
’.because they héighton systems ~ 1 feelings of belongidé to a
creative organii;iion. Thus by listening  to each other ‘s

programmes, media specialists are made aware of the diversi{? of

\ , N , ) . . L »

\ . -

: - - 4 A - .

- P ¢ N .
B . ) . L
. . ;
[ -
. .
.

"anti-oscillatory" and a channel for generating greater variety.

sense that more peoﬁle are made aware. of what will be on air at

et
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brogamme production variables "as wel} as witnessfng the different
facets of sectional creativity and pdints of views. There is the
sense of.integration, mutual responsibility, individuals’ worth,

and ‘ihplfcatioﬁ and accountability for each others operational

"output. .Thus we can deduce that the practiced of listening

gessibns operationizes in a ?ractical sense the concept of
goheéion in terms of sectional outputs. This is an important
distinction for media speciatists since- it means that the total
radi& system is resgbns}ble for programme errors.

This'pfactice is also "anti-oscillatory" since it reduces to

some degree . frustrations, discontent, conflicts of interests,

Is

compititﬁonsi.and emphasizes positive co-operative effort between

systems 1. On the other hand, Fh' sense of belonging does not

: -
alter individual feelings of competence, efficiency, uncertainty,

L3 Fal

arid ' media specialists étanqe of apologia‘or'defensivedess in

t{yms of -perscnal productﬁon strategios. This attitude distorts

information contained in the evaluation reports. This dccurs

sometimes when ;riticalq evaluations often lead to unjustified

8 »
\

annihélaf}onﬂ o% creativfl‘production v#riablos, thﬁs causing
'osciflatiggs:"‘vathor than daﬁﬁangng them. This state of
interaction is fobtun;toly arrested' by social and media
conventional values , interpersonal rélatiohéhipsc and persqnaf
b;liefs,~ for their is a physiological limit to one’s critical

uafuabion oﬁ‘coljeagues’ work. 1f media specialists are forced to

be defensive, they refuse to receive helpful feedback. This is an

[N

-important "oscillation” ‘dunpind mechanism.: Finally, media

- v

spociiliits hive to co-operate wi th otheﬁ{iupsystems' rules,

'

é
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regulations, procedures of reporting and agreements. All [thege

hracttghsNdampen 'osciflations' be tween media specialists and the

sectional head, although they operate at Qiffer!nt leuelﬁ of

. . . ‘ Q7 ’
control and within, ifferent subsystems. The «systems and
subsystems that fall under this category are:. v
o . ' " ,
Tl

s 3 v

®

Ca) the Voice of Kenya, which controls radio operational.

£ - .
outputs. The most important functist which affect media
specialists are: controller of .radio . Mannels,

management sound library, and exercising of broadcasting
. N r‘ . - . ﬁl‘- o -
' policy. . . -
& ‘ ~
(b) The divisional rules about utilisation of studio,

o

equipment, other service sections like, design and
1., o ’

print, .resource section, pahel system, - currjculum

2 -

divisions, admninistrative services, .and other agencies.

< -
(4

: In total all the rules, agreements, regulations
. ‘ )
. emanating from outside the section and the institute are

E ‘"anti-oscillatory® mechanisms. . .

Finally 1 would 1like to emphisize the great

themselves .“anti-oscillatory”.  They are” important

- . ‘ because media spoc;alists are in continual interactions
with different’ peopl; on whom their progr,mm;s’ input
and output depends. Th;y arouinformally linked to these
people by * agreements, conventions 'gnd mutuai need io;

. each ~other. “The interaction proc;ss, is th;reforo

0 , . -

delicate although it is an example of a symbiotic

importance of ”interpersonal - sKills which are - in_

7 '“;//,——~\\\\
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relationship since media speéialists depend ' on
5grfoﬁming artists for trangduction, i.e., antif\ic g

interpretation of the  scri y "~ directions and
- \_‘a 1 . i . ‘
transformation of both into a prodramme. Interpersonal

skills are crucfal?jn thid process. ' . s
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5 , : | .
1 - .
| . System3 . " .
‘ ™ 'We discussed system 3 at the divisional level of control as ° o

B . 3 N
system 1. Now if we rotate the square counter—-tlockwise, we
. B \ . 4

transform system 1 from its former horizontal perspective to'a

&
vertical one. We not only chinge the positions, we ‘also change

, managem&nﬁx the sectional head was aware of what was going on in’
. A ,‘\,

its operatﬁons. But as system 3, the secphional head’s degree of

W

-x\fme of the roles. As system "1 at the divisional I;yel of

¥
. awareness changes from Knowlng a lot to knowung less; for at this

level media specialists are much more aware of the horizontal

operations - than s}stem 3. However., there is a differenée on what

4

" each is _aware of. At the sectional level, media specialists are

\ - M ~

: \ ¥ : S
, aware of their individual productions while at the divisional

lTevel, the sectional. head is aware, of “what all the media

X, " . L |

specialjsts are currently -doing. The horizontal functional

’ activity is mainly as'?acilitator of media production. As system\

a
.

. 3, the sectional ‘head is also the "boss" of medla specnallsts and

T as boss exercises institutional reSpon5|b|I|¢y invested in the )

N .

headf of radio seciiqn. The instltut:onal responsibility is to

-

facilitate utilisation« ‘of educational ‘radio 'in Kenya by

su/pru:s:ng tthe productloh of high quallty pnogrammes whlch have
N

% taken into consideration the unique potent»alltles of radlo a??a

-

. . ‘medium for transmitting - pedagoglcally sound instructlonal

programmes. - s

. , ) s . . . .
The  radio section wuses. a unique classroom instructional
+ A;/ ' ¢ * ’ ' ’ )
- . - . ) . ‘s . o )
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¥,

model. This instrhctf%nalﬂ mode 1 is transmi(zzgféver air or

“1Eecord€d ‘"on cassettes/tapes and- complemented by teachers’ and.

-pupils” supporting notes. It has alwaygs been a problem to

- ‘co-ordinate the two delivery systems making them coherent due to

logistical prbblems qu costs involved if one of them is modified

to‘accomodate ﬁhe other. Any modification process entails a large

A
<

deployment of resources,\bdth human~and’fiscal. This was one of
the reasons why a resource section was created. I would however

like 'to hlghllght the ,lmpprtaﬁqe of the learning assdmptions
. . n‘ \-/ . =

‘incorporated in the model. s

After 20 years ofy eduqatkﬁna\ broadcasting, ‘the tadio
sectﬁzz has come to beIiéuejthat'i{s model has athieved a high
level of instru;tiongl ef?gc}iuéness in relagiOn;hip tg its

" design’ agd application of tested learning/téaching égﬁéfegieg.
This has ‘been a gut feeltné bellef %plch is. being tested uhder
‘experlmental condltnons by a Radio Language Arts project. In thls

_ project, language toplcs are patterned araund myths, legends, and-

ordinary life—experiences; a°model which the sectlonahas applied,
; 1 ’

“ for the last twenty rears. l - : ' ; ’

S, , .
/h—/The mode | is a self—ualidating system of media.production

‘beliefs. We bélieve that an ‘effective instructional radio -

prpgr;mme should coﬁtain“the following étrategies£ ‘ ' \~‘7 °
€a) thé first -3-5 minutes ghouip’ présent “the main
#acts/poinfi of views, °° S o 'f

N ' ' \n - g
' . S ;

(h) the succeeding 5-10 minutes should edpand the main .-

o

points using different indices of redun Rcy measures.
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For example, dramatisation of episodes. is uigd to

exempltify difficult concepts, or drama is follmuéq by

" . . -

narration to synthesise complex concepts and to simplify

: 5 ‘ .
them, thus heightening the Piagetian 'process of
assimilation and consolidation i.e. deep levél

processing of information/knowledge. We believe that-

redupdancy measures encourage deep levél learning as

osed to memorization of‘ facts, the important

objective being understanding of certain trends as

J .

. . . AT
opposed 'to mere knowing of facts (Pask, 1983).

1

(c) the speed for delivering programmes in accordance

N

with listeners chrfonological ages. We believe that

'ﬁausjng helps learners in proccesing information

according to individual models/modes of learning. Pauses
are filled 'with "mood music wﬁich is supposed to make
listenefs, relax and process the decoded information. wa'_

W

be]iede that . such ypausing should act as bridging of v

B
.
1
i

parts to make the programme interesting and enJoyéble.
Thus increasing the index of enjoyment and artistic

satisfactign (Sturm and Jorg, 1980, 1982).

. Q

3
(d) we _incorporate several production strateqgies in 1P

A

attempt . to cater to diferent individual listening and

@
™ B

processing styles. .For ‘example, .narration, songs,

verse—-speaking, drama, ‘ ﬁeporting, interviewing,

discussing, questioning, and classroom simulations,
. » ' “

!

[P - . R
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'undersfood by the listeners without the intervention of )
) teachers ‘who' sometimes‘ reduce variety (gttenuation by %%
the  teachers). uThe stratggy which is being used i's a “g
¢ subtle one because the section ig aware of the feelings 2 .

trend

parficipated in

‘
. ,
: : : :
i . C \\
-
14 - .

‘ s

i.e., question and answer strateqgy and commands, were

ysed. All these strategies are related to Iearnepé’

> »

i )
personal experiences. We believe that understanding from

"the audio modality is enhanced if concepts cofnéide with

learners personal backgrounds (Ausubel’s cognitive

structures, Ausubel (1948) and Pask’s participant).

1

(£) lastly, we utilise the socio- cultural tradition of

-

N 1
story telling and ’listening as a uiablg system of

transmitting education values, skills and Knowledge; in

‘the context .of african tradition educéfion. The current

ofw 101,911 primary school teachetrs; to whom we ard

.partners and whom we cannot afford to antagonise.
4 ¥ R

Y

!

[}

(g) This‘ teich[ng strategyr has won international

recognition. The radio section has

like the

internatienal competitions

’ ¢
*Japan Prize®, a forum for facilitating excellence in

educational broadcasting. : ‘

Tﬁe sectional head. performs the same‘role as divisional

head, i.e., system 3 functiow at this level of control. We have.

touched on sectional heads’.role as system 1 at the divisional

1

is to makKe’ progbammes which can be easily

succesEfully

L
=
X
R

Y B ot
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1 .

tevel . w; 'shéll' high]iést‘important distinctions which we have
not discdss;d so.far. | .
Eiésfly, lboking at Figures 4 and 5, we nétice differences
be tween ‘divFSIbnal and ;ectional heads’ span of control. The
d{yisional head is in charge of % systems | while the saétiona]

head is in charge of 12 ‘medja specialistéL This anomaly in the

range of spans of control was noted beraniel and Snowden with

' rébafd to Athabésca university,'(Daniel gnd Snowden, 1980). This

seems to be a dilemma of management;. the higher the level of

management the less the Qpan of control. But this should not be

- the case, for according to Beer the span of control for system 3

4

ipould' npt be more than &/7, and there should ﬁﬁt bevdiﬁfereéﬁes
betwéep lower and upper levels..TBis means thgi the sédtfonal
head’s span of contrgl shoulg be neducedito a manageablé numbef,
not mo;e than se;en. '

The second difference is related to sectional heads’ role as

the metasystem. The metasystem does not haue”a‘formally—designed

system 2 whilehnsystem 3 at the divisional "level has a

3 . o . Lo )
professional system 2, the educational technology panel. The’

sectional head does not have a designed system-3-star, because
the technical service system operates horizontally in’ terms of
its relationship to sectional ' head and divisional co-ordinator.

Lacking a designed system 2 and system—-3-star , the sectional

s

head ouer;utilises fﬁz command chanhnel, thus being perceiﬁed as

& +

authorltarlan by media specuallsts in accordance wtth t" taw of

-,

authorltyéﬂlch 1y 19?3)

In pracffce,,systom & is saved from thfé state by the panel

) .
. . . . .
o ‘ ’/<.-

f
s
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system which we have discussed *under tne'diuisional level of
contnol.' The activities which have been discussed under system 2 . -
also serve to dilute system 3 command channel. The nature of

broadcastlng in -particular_ cannot operate in an environment

‘which is authbriterian sinCe media.specfgrist-are respdnsidfe for

) *

editorial control of programmes. The edltorlal 4reedom increases
their locus of commitment which is usualty eptrenched/embedded in o
the 'diuisionall management philosophy/fraditions. The sectional
nead’s function is to create an en0|ronment where creatlulty js
yalued end nurtured. Authorntarlan envsronments would stlfle
resouree, for in essence the productlon work of medla speclalnsts
pro{ectf :sectlonaf creativi-ty .embedded inl thelr operatlonal

outputs, They must therefore be gluen freedom to freely express o

-
’ - .t
.

their crea¥u0|ty wlthlh the legrnlngrseachlng COnstraints.‘
ﬁran our discussion so far It is evident that it is O
]ogicall? ugeful ‘and  a ﬁqésible,prdposition to design'SQSfem.Z -

and system—B-star in loglstlcal terms 'totba]anct-the'uariety

T,

genera{ed upwards (uertscally) by medna specnalnsts The 1 aws of “%
‘euthorit; and hlerarchy cannot offset the horleontai varlety. It ‘ é
Le- not- possible for sfétem 3 to generate uertlcal uaruety, {n" '%
making' hard decisipns reledgnt ‘to brogremmes’ productions, in : "g
th£5' instance ’-30‘ series of pnogrammes \es‘ weil as otﬁer. r : ' %
vertical-horizontal matters. Howeuer, the sectionel head can 4&
.nur ture hquzontal variety. to enhance .co-ordination and sectional Z?
'synergy/cohe5|ueness by dlscouraglné |n;group loyalties, and E Jé'
¢ vering up of |nformet:qn, i-€.y practising'Qip[omaéy. System '3, . ' e §

ooy

v ’ . .
- g T ; - e



if  dominated . by horizontal wvariety, tends -to deal with
. . N y . -

trfauiJities‘ insteaq of making‘hard decisions.(Beer,197%). Tﬁis

‘means that - media sbécialists might be tempted to wi thdraw

important jnfbﬁma{ion‘ wﬁich system 3 may need to make sectional

, I o A
decisions. Such incidences are common in many organizations.

People who operate at this leue! find indivldual means of deallng

AN

with the problem which may exhibit dvfferent symptoms. watson

(1982), ‘found that émployees ;opposutaon to management decnsuons
. > , B ~ - .
were demonstrated 4s opposition to organizational changes while

in acfﬂality it was a class struggie,based pn.group ideologies,
1 ' * ' ' . .
‘British "working class fighting management change of social

ualuegh Fortunately the proximity of sectional héad to media

specialists éaves : system 3 from experiencing, ‘|nformat|on

withdrawal and thus benng forced to deal with trlvnalltnes.
Desp:te the ndentlfled"lmpalances, ‘the sectlonal head sitill

has a broader picture of systems 1 horjzontal variety thén
. * . . B} » -
individual media specialists because of occupying the strategic

éynopﬁit position.

. ~ The radio sectTdn does not Héiyfz formalised'sxstem-3—star_

4 o

alfhough, the englneerlng section prouldes technlcal services to

media .specialists, There is a need to create at this level an

enginéering system-3-star- function that informs the sectibnal
-head about. sectional operational activities,

»

_ The Institute’s .admihistrative diursion audits sectional
‘ ' /

expenditures to prevent fraud. f+ 1rregular|t1es are Betected,

4

) * ' ° ‘
sectional head depending on the severety of the offence. Howeuer,

[
.

/
7
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they are reported to either the rd|U|sronal ‘co—ordunator or
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o

. such experiences are rare since systems 1 'do not handle money

~

directly.
‘The Institute’s manpower and development .section and
Individual’s themselves handle the %raining function.: .There

)

should be an - activity tpncerned with sectional. human resources

'develOpment. At. prgsent the function is handled by the. two "

. systems 3: sectional and-divisional. The sectional heads and

individual ~ systeﬁs 1 - are responsible for sectional staff
development. Both co—bperate with ‘Kenya ' Institute of Mass
- Communication and ALl Afﬁiéqn Conference .of Chunches in

organizing basic training for media spgcialists.'The wpction has
. \ 8

found that training reduces s}stems’l‘oﬁerational costs ﬁeqause

of “improving - task performances by media sbecialists.‘yThe

- .sectional head seeKs training opporiunifies {op\media specialists

.division which handles administrative procedures and co-ordinates

to safeguard staff turnover and ‘to reduce recfuitment and

¢

‘supervision costs gwhich would have to be iﬁje;ted i+ the staff

were th experienced. Many bf the media specialisﬁs'atteﬁd

.

‘training courses within or outside the country. Such training is

p]énned in conjuction with the Institute’s®administrative
¢ TE ! .

,

the Institute’s manpower development and training. ‘ . :

theory of mobility, i.e., the sectional staff have tended to

‘remain with the Institute, even after éfainiﬁg, for according to

Becker’s 'thgory{ training gé.ggétes mobility or a high poténtiaf
degree of transfer of staff ;%Eggse of acquisitioﬁhof broader

conceptual frameworks (Woodward, 197%).

+

s e o - r— - s ——TT T - - el R R - B oy
10 B N .
3

Fortunately, the section. has not suffered from Beckeﬁ’s,

3
R4
‘
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System 4
The Radio section does‘not have a system 4 pﬁobing into the

t ! T

. future., The role is carried out to a IimiteQndegree by systems 1

<Peseqrch' info audience wvariables. But this Kind. of programme

research” is a system 1 anctfonusince it is a vital input into

“individuaY’s operational activities. However, as Hambrick (1981)

-

has pointed out, managemé%t environmental scanning activities are
. R B M

conducted on an ad hoc basis at all levels of management because

. such scanning activities are’ not usually consistent with current

roles ‘and~.fun¢tion§: for. management ‘tend to'respond more to

variety’ from their previous functional backgrounds. For example,
“a média~spétialisﬁ whose backgrodhd is in teacﬁing of a language '

Wil hespbnd "more to .language variables transmitted by the

“ ~
environment and ignore the other curriculum areas, even though

o

aft‘thAt moment in time s/he was suppased to scan utilisation or

consumption of medi a across the -curricula spectrum. The

’eualuatioh'repobts submi tted after field trips will henceforth be

biased towards evaldatbrs, previous background, in this case

.

language teaching. This type of evaluation .is wasteful’because of
{he high degnee‘ of “information attenuation. A decision maker

.using that information would make wrong interpretations and

possibly céstly‘:dedisions due to its restricted locus of

. environmental scanning, (Hambrick, 1981 and Midhael,'!??S).Q
\ . . ) Y v,

. . i
The.  subject and course panels’ membership consist - of

.

education ~pﬂracti{ioners; and -people who are involved in research

in the ‘field -of education. . Unfortunately, there are not many

-
N
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, media researcﬁeré ;nd gvaluators 'ﬁrosing “into the: %u@ure.
"However, the outlinéd functions do not agree wi'th Beer’s'con;ept
of an exéloring: system 3,A which gﬁould be prabing iﬁto the '
phqﬁlematic future; None of thé outlined subsystem; fulfill the
rolé ‘64‘ a futurf;tic media research and developﬁent activity
LV P

across functions and hierarﬁhies (Hambrpick, 1981)>.
-

Srstem. 3
iThe section does no& have _a ¥orm§fised .system S at thié
level of control. The function of ap;;pdu;n ig carried out by the
sectional Aheéd, \‘divisional .c0fordinator, the management
cammi;;ee, and the Dfﬁ%ctor of the Institute on behalf of the
permanent secretary. Thus,'thelnatureiof‘the closure determines : -
! A . .

the 1level which carries out this role. This practice conflicts :

with Beer’s proposition that different levels of management speak

di fferent "metalanguages”.

Variety channels, and Algedonic loops . «

v : The channels which transmit information within the section
"are’ similar .to the divisional' ones. The channels linking the
: "media specialists with.the environment have been discussed under

~ media specialists linKage with their formal target audiences. The

channels form a. mesh of dynamic loops‘which are difficult to
N isolate since they are embedded within each other.

At the individual ‘level, media schiaffsts use interpersonal

.

. skill£ “when : they wvisit the programme users. During such visits
they' hold meetings and have ' fruitful discussions with the

.

" . N
ey g ot e e oy iy e . A
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listghgrs.

*In the past, teachers w?ge asked to assess prdgramme.sénieS'

and send programme evaluation reports/cards to the section. The ' =
practice did . not pr&duce a lot of reports; Howewver, the
increasing demand for tapes and cassegtes assures the section
that their gqut feélingsx about the instructional models ;re’to
gome e&tent beiné appreciated. The obg;ctive of the section'is to
encourage better utilisation of the 3eaﬁning—teaghing S{Eatégies
‘gnconporated within the radid instructioéal modelisy makKing u;er§.
fmuch more critical of the design' variables. There is, and I think
‘there Qi!l always be differences petweéﬁ media makKers, adaéemjc . T
evaluators and jysers. The section in;;}porates user uiewgkuhen
. developlng programmes. The demand for copring ser01ces led to the‘
dlUlsnongl . creat|on of _dlssemvnation act|u|t|es wlthin the

t

resource " gection. We have discussed other. variety

Yl

ampli&yang/attenuatlng channels under resources section at Co o

u

dlplSlonal level.

\

[

The algedonic filteré, loops, and meters are diverse and , i

P~ 5P

cul ture—oriented. They also reflect individual interpersonal

P

- e

sKills, decision strles, |nd:V|dual personalities and they are .

)

embedded wnthln the cultural system of beliefs and values. The
media SpQC|al|sts and sectional  head reflect complex . -

interpersona!“relationships which 'Keep them awake and aware.o+

) - "};x
their productlon re:ponsibi!ities. And as it was ponnted out - o

earlntr, algqunlc meters and Yoops are crucnal to a broadcastlng
% ;lﬂ . . + .

system. . > T ' '
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We . have’ sd~,{{5 " analysed iﬁ detail the radio section by
mapping its actual functional and survival activities onto Beer’s

, »

[N

The two sections, " radi®@ and television, are mainly

'3 »

Lprqdu:tion ~sections. They'thgrefore exhibit the same mapagerial

and operationaﬁ activities. Thus, to avoid redundancy the

television section will not be analyg&é because its management

design is similar to that of the radio section. .
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. conditions which dejtermine an/%rganization's uiability.‘Qurind\
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. Method

Programme -Evaluation Process

]
&

4

o . . ®

@

,fhe analysis was carried out'in three stages. The first
stag§ consisted of identifying the Educational Media Séruicq as a
poscsible wviable . sfstem. Then, one jevel of control above and

below EMS were identified.
The secoﬁq tage consisted> of subgeéting each level of

manageméﬁt to a rigorous analysis. The various activtties were

'

analysEd to determine whether or not they exhibited the five

1 7 ~.

" this stage, the activities of EMS, KIE and the radio section were

mapped onto Beer’s cpnceptual model.

Thirdly, the, results of the analysis were ' dJompared
QS ’

~—

"

} ‘ ‘

long)}udinaf\y across the three levels of coﬁ%roi to determine

whe ther *or'notﬁsimilar‘aciivjties existed at a]]"levels; This is

PR

‘.'s.imilam hwing“the five conditions represented by the five

¢condition of “viability*, i.,e., each !eyei of management is -

)

b

micro analysis, ; .
. AL S .

"viable system®™ at one 1level of management. The viable system

) , .ot v \ ’ N : .
The Educational Media Service was VG:;lified as a poténtial

subsystems.' The analysis representgd a "continyum® from macro to
. ) x ‘ ' )

above EMS was identified as the Kenya Ingtitute of Education. .

P

This Jevel was id‘ntiﬁied Qy concéptually placing oneself at EMS

2

ot R B e N s e R

e




163

- -

-

the ;ons in which distance education is embedded; hence the Kenva

Institute. of Education. The 1leve! below was identified ‘ing the

same way. Which viable system is embedded wf‘hin’EMS? Each of
the various sections which constitute EMS could be wviable
; , lsystemé..Among the six EMS sec;@on;ﬁ the production sections were

: - identified as poten{}ally viable sysfems at ‘the nTxt 1 ower
\

level. Only the radio section waS'};;B];Eted to a systematic

rigorous analysis. This was because |t is the major distance

(

education subsystem.

} %5f .Once the systems -at the three levels of control were

K]

identified; each was subjected to another form of analysis. This
-~ ' E '

: ' }

analysis concentrated on identifying clusters of similar

activities (variety) and determining Ghi;h variety was absorbing

each other. The guidiﬁg questfon which was used was: what is this

e ew pon E%

component’doing? This question facilitated the idenfification of

functional and survival actjuitiegl Once the actiu@tiés were
R el ,-v :'

. hfﬁhlighted, a second question was posed: UWhere does this

, T % .
.. \fukftional or survival activity fit? 1Is it a System 1, 2, 3, 4
: R : . .
: or 3? ’ : 3 ,
; i - ‘
}i' ¢ ’ N . , \ . .
. . System § T

' The component subsystems at each level of management which
‘could exist independeg}ly were identified ‘as system- 1. For
example, the radio section was identified azjfystem 1 at the

i

Sdiuisional' level of control while EMS was identified as system 1

X

. ' . ' s 4
tevel  and figuratively looking above. The level above should be
, - :

A . . - -
KT at the .institutional 1level of management. This means that the,

v C e

u * o~ 3 ‘
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. B ' "' ' ’ .
"metasystem" at one level of management i's a system | at the next

“

level of’confrol (Beer, 1979>. . NI .
. . ! .\l
» System 2 N ' .

9

» 5 . . i R Y . ) . v
The activities which damp malfunctions were identified as

system 2  funpctions. Thus what the "analyst identifies ‘as

o
-

N ¢

hori&pntal, pro?essfqﬁal anqéadminigtqatioé functions that reduce:

. o .
operational, service“and supervisory‘conflicts were identi#iéﬁ‘as

System 2 activities. L For example,, ruies, pegulations,'

. . N

conventions, wvalues, ethnics, procedures which in general govern

human behawviour s0C i &ty and organijzations. Hhe word
A >

*malfunctions” ca]led "oscillations®” by Beer means, differences,

. . - . . v TP
disagreements, misunderstandings in reference to organizational -

. i - .
conflicts or within a body of Knowledge: With this conceptual

«

. understanding, the Educatjohal jMeqia Service actlvi;iés or

p&fedures which reduce conflict between the leaders. qf the

B ‘.

representative, i.e., the bbss,-were identified. 'However, it was

i ' : C
not possible to identify at divisional and sectional levels a

’

~ managerial ‘activity whose function was coordination’ of Systems I .

°

and System—3-Star activiiies to enhance team work and to
R . ~ X

coordinate production and service activities. ' .
? . ’
Srstem 3

L

System 3 ‘was easily idonti*iabﬁe because he.Or she .is the

T

S, . :
"boss® of one level of control. The programme director of media -

was identified .as the djvisional system 3, while the Institutes

R IEREY

production  sections, the. service subsystems and autﬁorify'

VORE T g s,



T
Iy
.
"

' Director and Dépdty Director were &iynt}¢ied as system 3 at the
. T N . ‘ .o
institutional level of.gontrol.

.~

,
System_4 ¥ : , . L
The System 4 activities wer; e#sier'to identifx since thef
a:e 5laﬁnin9; 'agrkﬁt}ng, publicity-oriented and research and
. dévelopmentél‘activitie;. They ;11 probe into the distant future
by .forecqsting~or making projections about the futﬁre. ;n Kenya,
the future ‘consists of five years. System 4 activities would be
proﬁections\ of. long-range distance educatjon, new proguétiop
'aredé\and broad gu{delineé. '
System § . S S
* System 5 was also easy Jto identify since  within the
Institute, it is represéted’by the Insbifute’s Governing Couﬁcif.

-

Variety Attenuators and Amplﬁfjéré Channels

The wvariety attenuators  and amplifiers are the channels

through which information flows. The information could be for
\ : ‘ . \ . T w

intenal or externa) consumption. This information may be accessed
by ' either the ®hternal members of the Institute or some external

. LN : - ' '
persons; formally linked or informally linked to the Education

Media Service. EMS :iqférmation‘ is organized into different

~categories and ' vit is  classified . ag‘ either general or

?

. . - 4
" confidential. Several regulations, rules and laws are €nacted to

_preserve the .privacy of this information. The internal

information: is Kept by the managers of the three leuelé of
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ts
%

. /
: 4
. . % . -
management. The Institute has the largest informational bank

which is managed by the sdpervisor of the registryhiad whfch is

used Lnternélly by all the members of the Institute. EMS division
has its own registry. All the information related to d&uisiona)

activities is stored here. The sectiéﬁs have their own

i
information banks which are managed by the secretaries. The:

! . q ‘ .
individual memb!bs"hf EMS Keep their own information. These

centres of information are official and they are officially

transferred between persons, in case of personal transfer. This
. ’

‘

information either amplifies or attenuates variety depending on
its nature. The tnformation system was not discussed in detail

since the’ focus of this analysis was on evaluatin of. the desig
: . =
of the management control subsystem.. L

Trangducers

The process of re-coding is a complex one and it was not
s ’ '
analyzed in deta?l. However, ‘it operates at three major levels:

v

First, there are the physical transducers likq'the recéiuer sets,

i.e., radio ,sgts; television sets, video—cassettes,

audio—cassettes, 'film projectors, etc. The receiver sets recode

-

analog and digital electréﬁ signals into sound and pictures. The

technical transduction processes, " that operates <from media
! ¢

&

production to feception of information by target audiences is

-
very complex and we shall not discuss -it. The process of
?

transmission of terrestial air waves is a complex area of

electronic engineering. The important aspect which was noted was

L 1

the transmission capability by the Voice of Kenxa‘’s radio signals

¥
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. i

which cover the whole of Kenya at different frequency amplitude

L

e

"and quulationsf Kenga uses mainly AM for radio broadcasting.
The next levels of re-coding processes were identified by posing:
quiding questiéns like ~—— :who ihterprets the productibn input
signals and the output programme signals'é5 During the pFoductiop
;rocesseé, the - director, -artists, actors or performers and the
technical crew all contribute towarfls the creation of a

programme . This . fs the second level of re—co@ing.;Complex.
transduction processes occg: duriné the studio, on—locat}on and /
pagt—pr6d0ction stages. The third level of re-coding is
interpretation of content and subsgquent' proceséing by the

teachers 'and uafious listeners Poth‘ targeted and untargeted

audiences. Th? three main types of re—coding processes are very o

° different and full of complexity. However, they all contribute ‘
to the efficiency and effectioequS of a d}stance education |
'\phoarammé. The practice of instructiénal anal¥sis message design,

evaltuation and production techniqués attempt to enhance mental
& .

re-coding processes.

- Algedonic Filters, Loops and Signals
These are complex pro&esses exhibitea by ‘the internal

members of EMS. The analysis pointed out in brief behavioural

\

cﬁaracteristics constiiuting the aigedonic filters}lloops, and

signals. . ‘ o . | . v o
Alggdgnig fflterg (networking) Theée weré intefpreted as the.

interpersonalg relationships. usuall}"manifeéted by beh;uiouns.-‘

>

The identification of these was diffiﬁult and biased towargs the
¢/ P .

T T e RARN a Te vt
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analysf’s approach to management. ‘However, sjncéréty is/ﬁ
crucial 'persénélity trai.t +or the~staff'of;EMS ,degl every day
wi th différent types of people. They must be berceiued as, being
empathetic 'aqd sincere, This is because drétance educaéion
Aréquires team . approach during?g%;velopmen;‘ and pnoddction of
outputs.' whgneueri team approach i;, applied, theére is heavy
;onsﬁltations, sociqlfsation and sharing of fregly"given anq
accepted infomati&n. The staf+f ofxéMS apply intuitive ski]ﬁs,

their classroom experieces, media production skiljg and Knowledge

to enhance their programmes.  These views have a peraonal bias.
. . . .

Algedonic signals. The algédonic signals were interpreted to

mean emergency communication chénnels, whﬂch Keep the' Education .

Media Service awake and ‘on ‘the  right path. “As a distance -

, . . s [}
education system, EMS Keeps itsel+ tuned to the emergency signals

both internal and external. ;Thjé.is because’'of the infléxible

and learnef control nature of educational broadcast}ng. The

division has attempted to incorporate schools’ timetables ‘when

scheduling programmes.. However , the problem of synchroﬁization

still exists. The radio sectiop.especially has maintained a -

standardized schedule which has not changed over time. PPajected

“schg&uljng changes are annd&nced‘in advance so that SChOO{S can
incorporate schools’ broadcasts info their timgtgbles. The
seétion'annOUnces 'when.thanges are not yet expected. . . . —

EMé 'is concerned wi th %f§ ianget and untﬁrééfed aﬁd{ences.

One of the objectives of the division has always been developmént

of close . interrelationships and harmony with its formal
environment. Tﬁis.js because the dﬁbisfgn aspires ;o understand

!
'
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some of the main points of view generated by the formally linked

a

environment. The division pursues a strategy which is

. education- learning materials. MHence,

f

mother-family oriented. As 'the producer (mother) o% distance

educatioﬁ materials, the diviaion ,keebs in mind the listeners

best interests at a criticil/ level of perception. For. the.
lethers are perceived as a family which consumes distance

" : A
distress signals ?re dealt

with efficiently and at speed. " They are never\quesiioned'or

L

{.{/

.evaluated to ‘establish theirlbredibjlity. Such decision-making

efficiency is sometimes risky but on the other hand failuré to

maKe risky decisions can lead to disasterous consequences for a

broadcasting organization,'suéh is-the Educatioﬁ Media Service:

.The Bar
The - "conceptual bar” was'fdentif(ed as a place where statf

can relax and learn ’from each other. The identification and

A\

. description of the bar is biased towards educational

broadcasting. ' This is because the staff of EMS live with stress

created by scheduling deadlineé, This forces them to be highly .
organized. | The assumption is that a high level degree of

organization generates activity energy which is in .ftself///

LY

_invariant to stréss. The conceptual role of _the\‘qu,_is.a

relaxing envirpnment conducive to learning and which i%

accessiblé to the staff who operate within the same level of

control. The conceptual bar was identified as KIE staff cafeteria

.

and ékaff production/seminar noanéjof_EMS.' ~

.

[
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internal documents were used to reduce writer bias.
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" CHAPTER FOUR.

y

RESUSTS OF THE ANALYSIS AND D!SCUQSIdN '

Introdukgion

The first stage of analysis cqﬁsisted of identi#ying the

levels of control. The analysis showed that the three levels of :
ﬁanagémént' were institutional, divisiqgnal aﬁdrsectfonal. Each of
the identified level of control was further analysed,-revealihg

very intereétihg results. Firstly, the analysis indicated ghe

inadequacy of repregehting managerial functions with conventional

bﬁgaﬁizaﬁionalAcharts be&ause charté»say what the organisation,is‘

- N

. supposed to "be doing, not what it is doing. What matters in a
viable organisation "are the. actual activities of the system -
rather than what the system says it is doing. For exaﬁple, some

of the media activities were fouhd  to be dysfunctioﬁal in

1 »

rélation to .the ipaég activities of an instructional distance

education sygtem., However, the " analysis also showed that the

te

dysfunctional activities might . be‘restructuréd to operate in a
, . 3 . .

. - -— B

different context in oirder to achieve their viability,
The analysis concentrated more’ on tho'acihpl activities of

_ the. designed components of the controlling subsystems of the

: Kgﬁya Institute of Education, Educational Mkdii’Sgrvice and the. .

educational radio broadcasting. The .analysis focused on those

"

o
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T
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other and therefore influencing each other directly and -

indirectly through: interactions. .The rﬁﬁoﬁacflbns are the -

Co s 162

aspeéts which have an influence on the controlling subsystem of

EMS, ‘the main focus of this study. .

Results ‘ ' o ‘ o Ve

The_an&lysis G owed that the three levels of ménégement were

thez'
| T Keﬁxa Institute of Education, .i.e., institutional C
.ieuel ‘ ‘
.. Educational Media Seryice, (;e,, diuisioﬁf! level
E The.PrOQUgtioﬁ Sections, i.e., the sectional level |
Accordiné to Beer’s conceptual viable system model,veac;
level ' of . cgntrol rép;ésents an indebendent enffty.:Thus, if any 4’
of tﬁe identi?ied levels of manaé;ment is removed from the whole,
then each éould*exist on its own. However, in reality, levels of \
management exfsf.as systems nested within each other as shown by -
this Aanalyéis. F}éure 5a"and 5b are diagrammatic representation
lof the threg‘lev;ls of manageﬁent nested withim each other. '
————— r‘ : c | ;
(lnsert Figure Sa’ andiggtzzzgj} T : /?
The‘ two' figures domonstra e process of embededness as
'woif' as indicating the embedment of a distance educatlon system ' ;
(éﬂsi‘ in a curricutum and research system (KIE). fhis means that
"the three ”leve]g "represent three systems nested within each/

ELN

e
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channels'of coord;nation, coopqratioﬁ @nd collaboratioﬁ.
"The’second'ind thi;d.stagéélof analysis, which consisted of

‘rigorous 'exqminigion' o# the gct{vitiés of the current operating

compbne@ts at. each of' ih; three levels of\tontﬁol,‘réuea!éd

‘significant stqbcturél and functjbnal differehces across fhe

tﬁreexleuels.
. N - 9

.«

First Finding: well-designed institutional level

"The institutional levél of control the Kenya Institute of

ey

.Education was found to’ be well dogigneq in accordance with Beer‘s

‘coﬁcepxha] mode] . If,'pne looks at Figure 2, it is evident that

y

the mipping of ‘the Institute’s operational activities fit
adequately -onto Beer’s conteptual-model. The - various managerial
activities of blinning;Lcohtroiling, organizing, appraising and

u .

‘\gleading' were "being -pérformed at the .Institutiénal level as

(/ﬁi{]ectéd by the structure of. the Institute. Howbqer,dth{s did'_

“not hold at’ the divisional and sectional levels.

-~

f e

. . Second Finding: missing componénts at the divisional and . .

sectional levels

) o The controlling subsystem of the Ed cutidn;l;Modla Service

. aha tﬁo educational _radid ection had m siing components. The

missing operative components wexe idefitified when the structure
£ . . i

of EMS was compared with that of the Institute and the radio

iection; The miislng“ . operative controlling parts ‘ﬁqoatl )

sfgnificqnt‘ *edi torial® gaps‘wfthlh the structure of EMS and its
- —sections. It is important ‘to hote the missing . divisional

#
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components as well as the activities which act as systems 4, 5 )

and 3-star as indicated by Figure 3. The missing components are

crucial because .they comprise important internal and external

attivities and cpnnectidns, whose major functions should be

peréermed by .a %ystem' 2 and system 4, System 2’s activities

"enhance collaboration and coordination by reduction of conflicts

through establ{shment of operational rules, pﬁoéedures,* and

Quideline of reporting, and operating. The.System 4 activities

consist of researchin§ into the external environments to f[nd new

" solutions and . technologies that may affect the future of the

current operative- activities of EMS.»Thé forecast options should
. 3 v f

-.be taken into' consideration when EMS maKes .onganisatfonal.

production plans, promotions, market analysis and explainations
) .

-, to tHé’publicDabout the:organistfion’s future plans.

4

Third Findin'q: missing r*gdiogétég'nnggtions. In comparison wi.th

EMS" as . a whole, the radio section was .found to lack major

connections, both: internal and external 4as well as impor tant

operational componente which are necessary conditions of

o * ) J
viability for an educatjonal radio broadc;sting' system. For

example, system 2, 4, and S activities indicated by Figure 4.
According to Beer’s conteptual model, structural gaps are usually

filled in by activities which may be mope.i merely

';B;Oival—opiented rather than funé;ional in relationship withkfhe
"main objective function of the organisation.  For EMS, its
objective Function is provision of distance education. Therefore

. any. other qcfjvi%les unrelated to thii_objoct}uelfun¢tiqn were .

[ . -1
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considered dysfunctional.

urth Findin functional = (4 onent

There were no dys*unctlonal components at the Institutional ggb

and Sectjgnad levels: However, the analysns of the controTl»ng

gubsystem b+ EMS ‘showed that it~possesse€Aservsce components’
whose actlvltnes concerned the whole lnstitute, primary teachers‘.
co]1eges .and other educat}onal depaftments. They were not

therefore specifically divisional service activities. The
. . Al "

diurs?onal’ components which were found to"be dysfunctional were
" the Jresoutce’ and 1ibrary activities. ‘None of their s\a:céffﬂ*\\\

functions were .found to

R

e distinctly distance education per se.

Both sections disseminated media supportfng notos,—recorded tapes

‘and cassettes, and curriculum materTals. The analysis of EM%}

‘ sgctlons shaued ‘that dissemlnatlon of the media materials was the

s

only function .which wis distinctly related to distanjg\oducatlon.

The other stated functions were found to be indirectly related to,

the media division’s. stated function- of distance teafhing. For

¢

exampie,Athe'folLowing stated resource section’s objectives:

(a) To proyide..thi deruires of a print and non-print

multimqui; resource collection, including borrowing and ’

copying facllitieu to .K.l.E. s}aff and thaose of other
,éducationil institutlons, oducatsonnl administrators and
" educational- rosearchors. ‘ '
‘,(b)' To dlstributo. the pro&uuod ﬁatori;ls of- the

"Educational ‘Media Services and Curriculum blvislpns of

-
-

.o i > . ‘
- \

)
T
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the Institute to* the appropriate consumers and to’

communicate to the Instftute needs ' for further

productions.” ot

The above objective functions "reﬂati'ﬁtﬁ “the whole Institute 4.

[N

A

rather. than being specifically media division’s - service
activities. The library section "also provides services to the . ~_

whole of the Inétitute.l The -analysis of these sections alﬁo

v

showed that some of their activities are autopoid¢sis. Beer has

¢

Nt

pointed out that some times orqaﬂisations c§rry out activities

N

- - - € o,
< -which are meant for sustenance, i.e., for continuity or survival

D

purposes. It is healthy to do so ‘provided that survival

ac@iuitieg are not oue;emphasizéd. The resource ané library o
activities whichjwere fou;: to pe excessively autoéoietic were: :
. . nati?n;l - training" of staff, both forma) and :
nqﬁ—forma], to insti’ll resource gskills and knoqledge . -

Al

S . .- - ' ; -
0 ) . training courses in library work - 0

.« e@ncouraging and nur%urtng the practice and concepts
l - .

¢

‘rolated to .rosource-basgd learning . in formal and ‘ "§

- co , ‘;;5
i ‘ non—formal environments. 1

. . L d N \ ;}}

. developing resource dissemination networks qith other o

. B

*“national and international institutions. . ;

»

At “;Thg stated rosource "and library functions are thoreforo

. mlsplaced boctus' thoy serve tho yholo Instntuto and not just the
media division. They should be ‘Reflected on both the Institute’s
and  ‘the media  division’s structure because they provide

: , - » : C
‘system—3-star services tg the whole Institute and wther
’ - . . -’ ’




. R {'.A . . X , \
educational institutions. Therefore the fifth finding is related
\

. @9 . to fhe_cfacement of the two sections. They shou\f be reflectef on
?' s ’the Institute’s system—B;star channel to demonsccate their wider
' ' ;dle of coileciibn,l leading, storing, . retrleV|ng, utilizing,
\ ‘pPOUldlng acce;s, and dlssemlnation of knowledge and matz;nals.

>t

oy ' Lo e s The - fourth and fifth findingg are related because these two
‘,J C 2 \sectlons> are dysfunctional /hhen compared to ‘the media division
-‘.« ob{ecti@e functidn, i.e,y development, prdddction gnd provisjon
& ‘ 4

of distance education. gThelr serviceélare mainly related to

X loglstvcal dlstrlbutudﬁ of the produced media materials' However,
i a - ¢

they would cease to 'be dysfunctional if they were placed where

. :

2>?\§;/f'. . they really beiong; at the .Institute’s system-3-star channel,
TR, 13 - . A v

‘simce~ ﬁﬁelr\services are institutional and divisional. The sixth

L4

A Y o - ' - o ' , B Ty
: b m. o ' - * s : . )
. . ' 4 EPL _ =

L < » ixth Eing ng: lack of functional differences. The analysis

S S . . o

ﬁindfﬁg is a conclusion drawn from the'fourth_apd £ifth iindings.t

of the actnvutles of bo th  the !ibrary and ‘resouprce sectlons.'

.‘(‘-}

S a

"‘C\

Lo

(&)
:‘-

o+

gt - ) sﬁBwed that there were no dlstnnct functional dlfferences betweenf
ii' {’“d theﬁe two sectlons. It was ﬁpund thatiboth sections cﬁete‘common
{ I “actiuitie‘% "V iKe ‘col]ectidn, lending, distributing of print and
f { ndn—prlnt materiali produced at the Institute and elsewhere. It
; ' s rational i%d logical to conclude that there .are no signlflcant
»:%.I f_ ( ;ng dinstlndt differencps that wLuld Justlfy the‘exjstence of
. ‘~.  both ncti‘i:n,s as indepe‘ﬁdent entitles. &= o .

S

b
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- * - which is thp source of the media division’s SYngroy.
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The analysis showed that the activities of the engineering,
graphic and/¢e§ign sections need re—positioning~so that they can

-function as system-3-star functions. The analysis showed that
®
thege sections to function as systems 1 while

are positioned

their actiufties are distfnctly‘metasystemic,li.e., they belong&
to system-3-star &hannel because they provide specialised skilled
resources and'services to the pro@pction subsystems of EMS. They
. are therefore essential grodu;tion sehvice' sﬁbsystems. This ™

1

decision
~

and design sections weré contrasted with those of the production

was reached when the functions of engineerin%ﬂ graphic

éectionsz,ﬁadfo broadcasting, film and television. The produc@ioh

P

sections are wviable s;gtems since they can exist on their own ,

- purchasing production services when required. However, the
-engineering, gr#phic and-design sections cannot exist,as viable

) 0 N - Te
diétanée - subsystems. The analysis revealed. the )

symbiotic

education
relatfonship which exists between the production

services and distance

-

" education’ operatiénal’ aétiuities.fBoth
'.'\  systems 1 -(operational activities) and systim-s—stan"cannot
operate,‘without

LN
. therefore

a lot of cooperation and coordination. It is

"

important that both sections re-perceive their

‘activities from 1thé perspective 6? a symbiotic reratidnéhip

s s “v

N i,
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In t’dn f esdlt
a) Embedmgnt and zg em’s apabijl ug Since the radio

section is embedded wnthun EMS(WhICh is in turn.nested within

KIE, then it is reasonable to conclude that the mjssing;

v

dysfunctional and misplaced components | affect ‘the 'total//

:efficiency and effectiveness of ea?h “of the three levels o(
maqagement, i.e.y lﬁstitution&l: .Biuisional and Sectional. The
observation is based on the fact that the gfficiqpcy and
_effectiveness Iof,on; level of control is an input }nto.the next?
higher 1level “of man#gement. This means that there is a backwaﬁg

e

effect across the levels. For example, if the‘radio~section is

Y

inefficient, then both EMS and the Institute are automatically.

d‘ 1
inefficient and ineffective. This is a cardinal rule of

managerial aécountabilitx, ‘"In terms of this analysis, it is
logical to conclude that the variety generated by the missing,

misplaced and dysfunctional comﬁonents reduce to some extent the .

-

total effectiveness ' of he distance education in PKenya,

‘bspecially that of‘educafﬁonl dio broadcasting.

N

The implications of this observation are significaat when
: . o

Aconsidorfgg miﬁ::;rial problep posed by this'étu&y, i;e.,“th; ‘
6w;l ation of EMS‘manageméﬁx system’s capability in refereqce to
ite efficiency and effectivenesd as a distance oduedtion sysée
in Kenya. The hnalysps hfs continuously be—emphasizdd ‘fhe
impobtanéo of porcoiviqg-‘the modia diuiston from the di;tance

¢ : - {
oducation/fporspocttvo rather 'than _from a national curriculum -

. R

-
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research and development perspective. Although the two activities

are complementara!. their operational activities, produtts and

instructional target audience; are different in terms of
instructional :‘nequ( and subseﬁuent levels of instructional
analysis, ‘

To be more precise, curriculum deue}gpment ' entails

high-level research as necessary instructional input into sy1labi
development and subsequent textbooks authbring. A1l Kenya schools
use curriculum materials, thus making the curriculum dibisions
highly cogt-e4fectiue subsystems. In comparison, only éome
schools, . colleges and specific target audiences wutilise the
instructional matorials produced by trﬁ\xEducational Media

Service. This is because media materials are mainly intended for

the maJ:rity of the disadvantaged rural and urban ' listeners gnd
viewers. There is thegsfore a -direct VinkK at classroom level
be tween , the operationail activitiqs‘ of EMS and ,jts target
audiences both listeners and viewers, as_the institutional aﬁd
‘divisional analyses pointed out (refer to the'earlief discussion
about differences between EMS’ .and the Institute’s variety
amplif»ing channels). This is not the ease with thé curriculim
divisions, for they do not communicate directly <(variety
amplifying channels) with the teachers and pupils. %hero is zn
é*t@nsiye ministrial supsys%em, the sghools[fnspoctorato, whose
opq:ctive function is to amplify curriculum op;rational
activities by ~implcmenting\‘curricula guidelines, policy and

Qrsi}ablo classroom activities. The schools’ inspoctérato,

therefore, ccm".sos variety amplifying channels because |t
yﬂ

H
4
9
"3
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constitutes an interface  between the curriculum divisions and

their environments. [t |is the schools insbectorate which’

7

impleménts curriculum through its teachers’ and field inspectors’
in-service courseé, instructional circulars and its field

supervisory activities, The above observation and analysis leads
P

-

to the first identification of EMS needs. =

-

(b) System’s observer: external . interface. The Educational

Media Service needs an interface between its Histance education

operatidn&l activities and both its Vforma! and Anon—férmal

environments. Firstly, theﬁe is a need for a formal interface.

The work of the interface would be as a variety amplification
’ 1

channel, performing tasks éimilar to tﬁose performed by the

. ~ %
*‘spectorate system. Such an interface would complement the work

~ . - '\ f ~ .
of .. the existing variety amplifring channels by facilitating

. . i
environmental conditions conducive to improved and increased
) : :

utilisation of distance education. Thg interface, Sﬁﬁld also
in-service teachgﬁ’ and educgtional field officers in the various
ways in which both groups "could ‘increase understanding(A;d
creative use of transmitted knowledge and skills by learners in
th# learning processes. ‘ A

It would not be finapcially feasible to 'suggest that EMS

create an amplifying interface between 'itself and its environment

since this may not be a practical suggestion with regards to the

-current fiscal capability of the Institute and the nation. Both

EMS and the schopls inspoktorate operate under the auspices df

the Chief Inspector of schools. Thohtforo, i £ 'thi intorﬁal;

i

"ottt B+ T

eny

dae Tew

:
4

Jl‘
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3
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members of EMS and the ﬁplicy makers agree ;bout the neccessity
.of such: an int&rface, then it is possible- that the educitional
field officers could brourde,anlgffectiue "interface".

By comparing the analysis 04‘ the Institute’s and EMS's‘qba
vafiety ampllfying“ chaﬁnels, jt\fs ;vidgptAEhat there is a need

N
a subsystem that would facilitate

for an interface subsystemL

iyplementafion and .superu§3e~Abti1isation of diséance educgtion
mater%éls. Such an interfacé,'if implemented, would in;rease the .
'_dtf}is;tion of media;'u%hereby increasing thé effectiveness and
efficiency 'of the total system. Provision of suah an interface
rsh cﬁQcidI ‘since teachers contro} and measure the effectiveness
of ‘distance education. Teachers control eZucational radio Qﬁen m“"\
performing instructiona1 tasks”%ike sqlectfon of programmes frogm
a'series, incorporation of radio prpgrammes into their schemes of
work (synéhronization); daily programme sQlection (swtééﬁ}ng on)
.and subseguenf utilisation of suggostod_follo&—ub';cgivitiesr In
the 'pagt, éducitiohal Moaia Service hﬁid to have'a,researcﬁ aﬂd*

\ N -

evaluation , component. However, the'sectfdn was dissolved because

- "‘

i.t :was found to  be 'pducationally unfeasible. to separati
gdﬁcat?onal broadéagting" from the rest of the curricul@m;
imp?omontation .deﬁartmoni, i o@.y thé 'iﬁspocto;ate Qubsystem.
Furthermgre the section did not fave gh‘egtensive field:péfwork

capable of covering the dhol; natfon.

4

y o N



" of EMS, KIE and the schools Inspectorate.
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.uhen the evaluation section was dissolved, it Qas assumed
that the Inspectorate would sgpervise. apd facilitate the
utilisation of distance education especiall; in\encograging medi'a
selection. This assumption seemed feasible at theltime since
media mate;%als are . pﬁrt, of the schools’ éurrrcul; resource
materials. This analysis has r;uealed that Eﬁs materials are much

4
more than mere learning-teaching resource materials since they

~demand and impose. direct utilisation patterns. This revelation

could aécount for the fact that the Inspectorate has not played

the peﬁceiued role, since the media division has not  yet

exblainod the amplification process tq‘the Inspectorate. This has

meant that distance education has 'continued 50 JVack an
. - * ! : . '
qa:ironmont (field) implementation interface (variety
¥ - ' " ~ : ,
amplifying).. = _ ' | o !
' |\

The medi division needs moro‘support from the Inspectorate

interface in/ order to establish Qiablo‘ implementation field

channe Thils objective +function could be done with more

co-ordination, \understanding and internal di}cussioné be tween EMS

and the Inspectorate in terms of creating an effective

" environmental nterface. This is possible if the notion of
K ) . ot " ' -

embedment and,’ recursion is appreciated by the internal membori

1
-

S

To recapltulate, EMS is nested within KIE, which is embedded

1

within iho'iQ:ESct

t

orate and under the Director of'Educatlon. Thus

Vid

if the identified system need is perceived as a feasible

L
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“ mode! proposed by Boér is based on the flow of information from

. styles, pupils transductlon capabilitios, utillsation of rocolvor

' L S b7t
' 1

suggestiqﬁ, then.policy guidelineé andwpa;ticipatony d(scussions
be tween EMS and th; lnspectoratg department cbuldugolve‘the
perlem by creating an effective\ distance éduca;ibn field
interface. If an ext;nsivo environment network is established to

achieve the outlined task%x then EMS could possibly achieve a ‘ :

Qerf high level of effieiency and cost—effectiveness, since it

oy

has a captive natiohal audience, free of competition.

- Programming should be based on a national cross-section of

,educational needs and demands: This would actualize EMS belief
that the content of disflnce education should be an oxprossion of
peoples’ need§ and choicps, but based< on sound foasibuluty
studies. The ‘form of interface should be compltlble wlth other
compdhonts that comprise Kenya‘s educational system. Such an
interface would provide EMS with sound information data based on
an exte;ﬁal perspective: for the iﬁtorf;ce would‘play‘thé role of v ;
the sys;em’s obse}vor. The schools inspectorate could provide
such an interface using sound data upon whiéh_good management is ‘}t sj
based. This is crucial since the con&opt of the viab[e system

-~

the manqgomcnt systom (EMS) to its onvlronmont through what Bcor

W e e S R 7

calls variety amplifying channels. The suggested environmental.

2
t

interfaces would provide EMS with (Information which would

Pl
PRA

facilitate the work of the variety amplifyihg ¢hannels, i.e.,'

Er
Ly

3
£

radio  broadcasting, iupportlng notes, teachors utillsation~,

~
L .
R RN

;‘ !
|

~sots, coverage of content, etc, Tho above discussion loads to the j

second obsoroatlon and dlstanco oducation nocd two.

»




_significant differences and similarities.

‘The' above vsuggesfion"reads on to the second observation. EMS

hoodg‘ to establish non-formal and.informf\ interfacesl This is

. ‘ . N "
because ﬁune of  its productions are targeted to the non-formal

audiences; for example, the village polytechnics, families,

. out-of school youths and 'pro-school children. Such audiences:
.cannot be observed by ‘the schools’ Inspectorate. However, EMS
‘could establish formal links and jhtir*aces which would provide

the . link , between Ftself. and the ._non-formally 1inked
\ .

.
°

environments. Such a non—formal interface could also serve the

1

. Institute’s activities which: are community-oriented. The

interface could be in the form of a management network consiiﬁing

. of the leaders of related government departments, voluntary

)

agencies, and community leaders.

By comparing the analysis of the structure of KIE with that.

\

of EMS at the two Ilevels of roéursion,'tho analysis revoalod“‘

bl

>

‘ﬁzgxgm_lL Systems’ 1 existed at al) IoQoll of recursion. Th;y )

. . ’ . ) " B .
were recognisable since systems | are viable -systems themselves.

" Their ‘3mporlanci - aﬁd: ssignificance was evident since ﬁq
. g onte , ( .

{
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/ . : oo .
can exist without some opérational activity for
which it was established. Radio bnpidcasting, film and television

sections were identified as the activities which comprised system

1 criteria of viability because both sections have a captive

environment, separated by distance and time.

'$B) Cross-level comparison of media division and radio

'gection revealed differences related -to the span of control

1betwebn sectional leaders and divisional leader., The two leaders

of systemé 1 have grcitqn,spans of control than thé divisional

ers of sysfoms,l control twelve media sbeqia\ists

while\ the 1le » of .the division controls two system 1 leaders
and 4 sysbenp-3-star leaders. Beer has suggested that the spans of
control of . syst

there is an imbalan be tween the sectional and the divigional

l;;dors. 1 as though the sections could re-structure

<

themselves t réflé;t much more closely enyironmental target

aydiences by re-grouping operational activities according to

‘either content areas, scﬁooling grade levels or ages. This would’

Yipcnoase - the divisional systems l,.ytheroby,' increasing the

horizontal span . of . control of,iho T?ador of the media division.
This would prbbébly incredge the effectiveness of the production

sectlon; because it would neduce the balqncq be tween horizontal

x . ‘ .
\uariggy. It is the hope of this study. that such a
f . A

re-structuring would offer more opportunities to the media
,‘\'\ v ‘- : ' , !
division for fulfilling some of the .acute educational needs. The

re~stﬁgcturing would also ‘bofiect the managerial design of the

operational activities - of the Institute’s cuhriculdm divisions.

hoild not be more than seven. Therffore,

G 7 O
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i . * . " .
It is recommended that the media production sections, radio, film
and television sections be re-structured to  increase dibisional
. . ]

. systems 1.

System 2: missing variety dampening or behaviour control

'anti—ggciilasggz' activities. The.work of the conceptual system

2 proposed by Beer is to reduce conflict generated by the |
N i

relationship of. systems 1 and system 3. The relationship is
be tween a “boss" whb has to make decisions which may be unpopular
to systems 1 who are autonomous task performers;

It was noticed that the Institute has a-formally designed

system 2, the chief programmes co-ordinator. The functions of the

.chief programme coordinator is to dampen differences between the

4

three Institute’s divisions in charge of distance education and

curriculum research. The "anti—-oscillatory® function is achieved

through the coordination function. The ~chief programme

3

coorainqtor joccupies the smetasystem diroctorat; position since
the %dncfionai activity proJidos the Institute’s deputy;diﬁector
and Director ,with sound ‘}nformation ro}atod to the fnternal
managerial " problems (oscillations). The major factors causing
intordivisional diffcrincos aro.resofved through the managemint
committee composed of the ﬂlvlsional heads, the chief programmes
co-ordinator and administrativé officer, and both the diroctof

and . deputy-director. This system of resolving differences

~—

- recognizes the interdependence of the various divisions and the

need for autonomy as well as sound team work. However, the media

division still' needs its own media coordinating function at the
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Q

level of recursion. Beer has emphasised that the
~, ) '

_levels of recursion neither speak thE same metilangbage nor are

,6 -

- operating at ,dlvlsionil and péctionil/}evels (EMS, radio; film

they expected -to. Tﬁerofore the . management committee cannot

fulfi1l the role of system 2 activities of a media division

subunit <(a s&stem 2). The committee probabl} geﬁerateé more

differences ' because it is composed  of higher level

Therefare, the .media

dccjsioq—makens. division needg an

equivalent to the éhief programmes coor;inatqn to carry out the
Qamo activities att ‘
production gctiuitios; bbth with 6ﬁorati$ns (syst;ms 1> and with
productions. Tresource vservices, i.e, system—a;staﬁ act}vities of

ihé engineering, graphic and design sections as shown by Fibure

The analysis ha’ shown that the Educathnal Media Service

nogds a system 2 to carry out the variety dampohing activitig57

performed by the “Chief Progﬁammes " Coordinator™ at the

Institutfopal level. The tasks should be delegated to subsystems’

and toltuisibn ‘seciions'rcsﬁecfiuoly). At the diuisionai level,

the work of a systém 2J woula be dampening of managerial

‘*oscillations” goﬁiratod by the operational activities of sy!tohs.'

3

i, services provided by production resources and exercising of

authority by system 3 of Beer‘s conceptual model.
: “ 7 o . ! P

v ‘ w.

the dluisional‘lquol;‘i.o., coordination of

ALY
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- (Insert about here Figure 7 showing the management

function of a System 2),°

Possession of such a goordinating subsystem would harmonize

divisional and sectional activities to heighten the system’s . f
synergy. Such harmony could be achieved by designing rules, /
regulations and 1 aws which facilitate coordination and I

1

tollabor;tign be tween production qperational activities,(systems ‘\\\,
\ A -

1), ﬁroquction services and resources of a system—-3-star

subsygtem (metasystemic activities) see Figqre 7. However, even

with a system 2 coordinator, the analysis of the media division

sho&oq that the d}uision lacks other subunits which should be

designed to carry out'cdordinating. functions. | . '

The coordinating function of a system 2 would facilifate

better organization of the media div}sioﬁ. This would increase

, +

. system’s synergy since organization is an invariant of stress and -

burn-out conditions. If the Educational Media Service hadla
'3 'subunlt‘fresgonsibl; fbﬁl co¥ordinatin§' its activities, then it
| .woﬁld. be highly organizoﬁ.'Thfs is because the coordinator would
ﬁ . ‘, reduce to some .ext?hf*runhoalthy conflicts, competitions, and
~disagreements botw}en‘ the production‘actiuitios.and tﬁo‘soé3ﬂco
"components. Such disagreements sometimes %cause dlfforonc;s,
_— tberob'y reducing the effectiveness of the Media. division.

&;/

y : Sbmotimos, such dlsagropmnﬁts | are useful since they keep EMS
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awaKe . However, exponential competitions négate:‘coordination

inputs.

“(insert Figure &4, and 8: showing the need for
coordination and indiciting where the coordination

should be and with whom.) ° o

-

___________ ! -;_..-.1‘3_.._-%-_--______ = —— oy o o o o

(i) Managerial constraints. In éMS{ conflicts arise between
‘systems 1 and systems-3-star production activities. The chia
specialists . (operational’ activities -of systems 1) bhave to

coordinate with. the production resources and servicés, i.e.,

.
+ « 1A

engineering services, graphif designers, pﬁbbishers, the stk{fr o “

who purZhaso the Institut;’s (phys}cal resources (software anq} . %

hardware) and the administrative regulatory pr;cedures. The’gbovo‘ %
¢ functions have to be highly organized, and controlled so that the - ',é

multi-media curﬁiculum packages can reach schools complete and in S

o
"

%

b

time. In order to achiivo this objective, there must be tota!
coordinatlon— and collaboration between ana \within' the media
divisibns 'components¢ (see Figure & and 71 both attempt to
demonstrate the requisite <coordinating fuﬁctlé§3. This'is what -

Béor (¢1979) has refered to as synergy which comes as a result of
S Y . “ .

the interactions of the parts of a whole. The production \w

’”actiolt)os outlined above  cause considorablqﬁﬁ“managorial

"\4, '

I

foscilratlons‘ -ospocia}lv . because alT the ;dbunfts oporaio in

hlgﬁly‘org;nlzcd environments. For example, thc’contralis;tion of '

’

- . , ~




3 T Co , . : I 181
~— M . i . - ' 0’ -
v ‘gcarce resources means. that the I“stitute’s and Divisional
- ad \\ ’
resouﬁé&s must be boqkéd in advanc{. Studios, equipment and

' . B 4 ° \\ 4

‘ b technical Qrews'must“be booked in advance so that the managers of
v . , L . i‘ - . . . .\, )

\ afich facilities- €an allocatﬁ them wi thout bias to tpe various

Y

‘combet&ngb production activitieg. The system of booking varies in.

7a¢ford&pce with~ each segvice, leading to further disagreements.

. -
-

'.The problem of queueing, for the Institute’s field service
i ‘ ) , ‘
‘fécilities; is'thﬂsva significant generator of ibternal prob]emﬁ.

To elaborate, ltack of internal coordination would mean that some
\ 3 G

subunits are frustrated due to lack ‘of'eggential production

14

facilities. This a*%ects ‘the availability of distance

learning-teachiﬁb materials in the ta;geted environments or to-

tﬁq_ enlisted course participants. Thgse intérnal'problems affect

the internal efficiency af EMS ' as well as Lyfs external

N

effectiveness. .

[}

(ii) Scheduling. The situation is, aggravated by scheduking

+ of broadcasts. Scheduling is done irm%advance so that schools and
the qeneral -public ‘are made aware of the projected series.«jﬁe

analysis of both the Ebucational Media Service_ and the radio
' ¥

section showed that: the system of  disseminating utilisation

P

" information contained in the broadcast timetables  and the.

teaqhoqs; supportiqg lnqtes is a variety amplifying mechanism.
Beer has emphasised tﬁe role of variety amg)ifyin? channels which
ens?pe that in*érmathon'i; reproauceg and ;qbsgqbontlyﬁproduct}ue
within the ‘target audioﬁces (r;fér to the divisional and

1

sectional , analysis). Therefore, to .increase the level of

/ 0
o -
e 6

utilisation and effectiveness of ‘the media division; it is

-
Q

* ' '
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prkht ~materials are. distributed in advance. The materials may

consist of teachers’ notes, pupils ' notes, wall charts, study

‘materials. The expe;tation‘ is that if teachers receive such

information in advance, then ‘they will bé able to incorporate

-

broadcaﬁ?s into ‘their teaching timetables and lesson plans.

Currently,‘ a lot of coordination goes on to ensure that

. . . .
materials and broadcasts are synchronized and reach schools at
s ’ -~ .

[N

. the same time. The analysis of both the media division and the
] R \ ,
radio section showed that both Ieuelsvlacked internal mechanisams

that would ensure that all the hroduction parts are working on

(<}

schedule . to meet the production deadlines.Sueh a-gontrolling

subunit is crucial since the producSion'subsystems cannot oversee

"

their coordination. They would not be impartial since their

- feelings are involved. They°}carry outvstudio, ori—location and
" . i

\ post-production activities, but do not control services like
. / 3 M
N graphics design and publications of the support materials. The

1 3

éssentiel and crucial to ensure that broadcast timetables and.
- .

guides, pupils”’ pamplets ‘and other wvisual aids Yearning

x

resilte of the analysis indicate that EMS should seriously

consider implementing suth a crucial subunit, i.e., control of

productions’ operations by both systems l_ahd systems ~3- star

¢
/

'
-~

./: . regulatgry since its objective functionp woulq be facilitation of
/ - the logist{cgl proéesses (production deadlines) rather than
k\ qualitf\ control. This means that the role would be that of a
; 1ﬁediator or arbitrator.and not a superv{sor. o i

R . The role would heighten the efficiency and efféctiveness of

.

[
¢

B T T L. ] o+

at” the divisional nand sectional levels. The role would be_
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media division’s’ " production bnocesses. The staff of this

;digision' have to operate in a climate governed by fightly

' scheduled _deadlines. _Timirig the utilisition of 'the media
diuisiop}i end-products depend very much on the effective

o -

organiia%ion 'of/l}he'individual activities (operations), coupled
P P ~‘,n N~ -, . Y >

" wi the tightly controlled production activitiés'by'bogh systems 1

4nd . system—3-star. These q{e egsentjil requirements for- a .

distance tbaching-\§ystom since leéarning material must be well

‘ s;nchroﬁized ~and coherent. This means that the end-products,
0 " " - Y \a ' ' ] :
L ‘ei ther broadcasts, recorded audio brﬂ video casséttes, films,
. ) N Y ( i -
'tqpe/slide, study-kits or’ supporting print materials must be

carefully orgaqizdd to present to the learngrs a coherent whélb,

‘i.e.,‘ fearnipg compéﬁents which are complementary and consistent

be fween and within. b o ,
I B ’ " . *
(iii) Production deadlines. Materiale must be finished
wi thin a specific _ time-dimension if they are “to be

jdst-effective}' All these work-related constraints cause stress .

hich is _usualdy offset by  the individual’s: level of

l

rganisation. However, “the staff of the media division need a
[ * - N M ’ .

sqb&n‘t to’compIQMQnt their organi}htdoﬁ patterns.-

o o \

v System 2@ gggguggign'mgdiggég.’The ibove discussion of 1he

division nkoﬁs a- subunit t coord[nate“the'fqnctions of systems 1
' " 1] - ¢ |1 ~

and _systoms -3-star. T ' functions would be that of ’a‘

°

facilitator, mediator -and friend. The subunit would commynicate

?ound information which would reduce .,poﬁflbcts through
‘iicisibn-maklng based on unbiased _inférmation. Such a. subunit
NP
A

\ .
Voo, ‘-

B « 8

results of the analysis Mas emphasised the fact. that the media

L3
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- would reduce internal Joscillations" betweonlmgdia sectioﬁs. An
internal programme coordinator would ensure- that multi-media
production activities are finished in time by reduction of

' managérial problems: which may hindbﬁ production work. The

+
4 3 .

prdductidn sections need a subsystem’ which understaﬁds their
w%{%ing cpnditions, constraints and the need for spec}fic

information which can be’applied to improve production variables:
< . Q' B
as a whole. * Eshiwani identified educational .cqunyﬁication

. , . . .
research areas as one of the major research gaps in the. country.

Figure 7 is an attéppt to demopé;rato diagrammatjca]jyﬂthe
role of an internal coordinatﬂﬁﬁﬁ;uncfion. To rbcapitulaté, ihé
curjgnt 'média ‘divisidh’s , programme lcoordinator canqot\pnpui&e
linéernal Fo—ordinat}on since the analysis has shown that the:bole
provides divisional =leadershi§‘, involving popular and unpopular

_.dbcision—making and enforcement Sf such dec{éioné. There{o;e,
both EMS and the }denti#ied inteﬁnﬁr systems 1 require prﬁduction
coordinators to dampen ‘Bscillatidhs' be tween systfﬁs'l and their

metasystem; Strong disagreimewts occur since systems 1. speak a
- v "I t

[}

A language which may be misintoipreted by the metasystem; £Or ‘they
" both speak different maﬁagerial languages. This means that their

or95nizationa1 interests and Perspectives are different, elthough
) \ . A \ .
they are both concerned with the efficiency and effectiveness of

o

~ media end-products. 'The need 406‘3 system;2 function to dampen

L \ te
"oecillations" by playing the role of a mediator is evident.,
& n . - K

The mediators should habe expertise in media instructional

.'3' ~ design and ;produﬁtion. Their. major activity would;bi that of

’

céonainai[on o{ 1the develbpment and production of distance

.
e A

<
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education materials.
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I3 v .

r

The subsystem would ensure that-mul ti-media

[ ’

materials are integrated and produced following the shor test

critical path.u This would increase the utiliéation level since

the environments would have resource materials Ln time. Once the

.

loarhing maternials af,’rqady, the resource section could act as a

clearing house. , . e
r). &
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(D) Cross-level analysis: v chann ‘ ,
The foregoing analysis of the results léads on to the

discussion of the internal variety amplifying ;nd‘attenuathj"

L3

channels.  Beer’s™ conceptual mbdea\ indicates the importance of

these channels. These channeis are crucial since their activities
1 ' IS 4 -

both st?tid and actual doteﬁhlne to a great extent "the viab?lity¢
of‘ an organijsation. The chgnnols uso& ts traﬁsmfx variotg from
the oréanizgtion consist.of the vapi6us ways and means wHich an '
organisation d;ploys to iﬁcr;asp it; effectiviﬁbis and its
"efficiency. Some of . the ‘media divJsién’s variety amplifying '
channels have already b;;g d{pcussod ;nd those which did not
exist have been suggosted; xTﬁe variety amplified is always
N matched with an oﬁua] amoynt‘éf attonJatind variety in iccordancg
:?\ with the law of Requisite Variety (information). The qbﬁtlnuous_

@ and attonuating'barioty Keeps an organization

'(jflow of amplifyi

balance within \its physlological limits. This physiological

3pa Qpco' is called *

system model. The maintenanc

\\\ 5 _continuous flow of information between and within, the conceptual

1

\ .
f\ viable

THe analysis of the three level 64 recursion showed that

L4 ﬁ . .
there -“was no problem relating to ‘the internal flow of

]

formation within the

B e e i o i Ak ke



x

P

LR |

three leveld of recursion. ‘ S

0 /
4

{ ' : ’. }
Research and evalyation., +Cross-level comparison of the

!nsti%ute and the medii division showed that the lnstitu‘e't
cﬁiéf programme coordinator controls a subsystem which provides
spe;iailsedl information. This Information may re]ato /(: the.
‘internal professional ;cflvitios of syllabi development on/to £he
percoiuéd possible eqbironmontal oscillations which could lead éo

under wutilisation of curricula information due to jnadequate

transduction processei: fd% exaﬁple, the reading and
.comprehension levels of both toachérs' and pupils’ instructional
objectives, content analysis, and suggested pupil LAnd teachers

activities. This section is called the "reseinrch ¥nd evaluation®

Y

sectioﬁ. It carries out a;t?ultios‘ which are system 2

4

(evaluation), ‘and’ system 4, basic and applied research

functions. Thi\\zzf:}on' carries out fiold esearch during the

. e ' 4

piloting of curriculum materials. The research is broad-based and
looks at th; impact of the. total currjculum in general. The
ials pPefore ' they are

not the materials are .

section also evaluates curriculum mate

field—-tested to dotormini 'whothir or

intergrated and interrelated to ful

3

i11 ° the total curriculum
-objectives. This bractico ' avoids

opetit}on and .encourages

integrative and complementary activities icrosg.tho‘curriculum:

The section reports perceived oscillations to the chief programme

coordinator who relates the in ormation to the biroctor,&? the

0

Institute and the two curricula divisions.

o 3

With reference to Beer/s conceptual modol; the divisionad

LT
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and sectional levels of recursion should contain component parts,

carrying out simllar activitios. Thls means that the components

operating at the institutional Ieuel of recursnon should exist at

the divisional and sectional levels of recursions This is because

.

each level speaks a different metalanguage. Therefore the media

[
division needs its own “research and evaluation® subunit under

I3

its control. The subunit’s functions would consist of reporting

environmental oscillations to the legder of the media division

1

(system 3). It is sel?—evident} thereforé, that the media
division requires a subsystem similar to the one controlled by
the chief programme coordinator, a subsystem that speaks the
media metalanguage SpQgificaliy in understandiné Iefrning-needs

of distance learners. .This leads to the identification of the

next missing media component to serve the amplifieh need.

7

+ !

‘(i) Divigional nitoring and uytilisati comparator.

Distance education in Kenya needs’ a subs;stom for monitoring
purposes, espocually measurung the utilisation of its outputs to
enhance learning, The subsystom would be a ggmng_;jgp moni toring

EﬂS broadcast outputs and comparing them with the stipulated

media objectives. The subsystem would then communicate the

discrepancies to the media specialists. The data provided would

be taken into. account whon,similar productlons are carried out.

[y

an nnterngl utlliggtion subuni t would reseacch utulnsatnon

pattorns which may hinder or enhance learning. Suth’ information

Ve

reduces utilssnt:on dlf*erences and rural-urban inmbalances since

the data prouided _would be doployod to revise and to improve
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milti-media curriculum packages. .The ;ubunlt would also provide’

L

information ‘about leafnors’ ind*toachors"utllisatlon pnobfems

which broadcasters and producers shoyld be aware of. Nhy Is sucH

a subsystem impontant? A  teacher _from India recordod tho'

following experiences’ ‘ . N

i

1
i

As prinEipal of‘an;olemodtary, middie /andxpigh,!chool,
I  worked ‘pndor sebe;e financial constraints and
adninistrative pressures. The only radio set we had was
in 67 ‘ foice."Th; programs were relaved to the
classrooms éuer’tho inter-communication system. Often I
"would forget to switch on the/}et,.until after the first
few mlnutos. Having paren(s or ‘guntts in the office

would make it ooendmoro difficult for me tp operate it.
* a . » L]
These would * be - the conditions undor whlch most

.

principals would oporate. Many schools in the city have

¥ contralized broadcasting systom, but schools in tho

villages may not have q.micrbphone broadcastlpg system

_ (Aranha, 1982'p.&).
Aranha has oxpressod the foeliﬂgs of‘a ieacho? iupportiue 64
an educational broadcastlng system. Tho maJor concern expressed
by. the quotation is the realization of the neod for a mnnltoring

toacher—supportivo subsystem. An evaluation subsystem that woutd

[}

‘do*morq.than Just carry out a'fow probes into the onvlronmont. 1¥

qkihyans are to maximize the oducational adoant;gos of an

ftéduéatlonal broadcasting system, a subsystom that would carry out“

1
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"€ii) Action reﬁ&;ggﬂ; System 2 function. of harmonising

distance education “content: through™ act#on research is. both

"anti-oscillatory as well as wvariety amplifier because pilot . -

testipg activities are supposed to reduce Ioarnind_pﬁ%blems and

to increase 1learners’ comprehension levels. The 'afalysis of the

]

. radio section showed that the media division carries out many

actién research Actiuitlos.rThe work of the proposed ﬁmonftOring

3

-and evaluation" subsystem would complement the formatlve rosoarch

activities. Thus the rosearch work of systems 1 into programme

production variables, and their effects on .learning should

b [

continue as essential -research inputs into production varjables,.

Beer’s conceptual mode) emphasizes the embedment of the three

parts of systems 1, i.e., the management unit (sectional WQader);
’ )

‘operational hctiultios'(tasks-performed by media specialists) and: -

w

._-target . environments. It " is |mportant to di%tjnguish the

dnfferonces botwoon ‘tho. tag&: of 'nn oualuatlon subsystem (a

_‘system 2) \from thoso ‘of. the production ;ubsystqms (sYstoms 1).

Both are inputs into programming. Thi action rosoarch by the
U : ) N

production subsystems focuses on evaluating immedlate production

. N 4 . f

variables, “which are direct inbuts into their operational

. activities; for.oxampio,‘uojcos, pacing, pausing, sohng effects, ., -

N

and production styles 1ike 'drama, narration, simulations,
foportlng, documentation. - .

The anllrs!s of the ppd’hﬁ%non section (radio), shownd that:

thé staff of . EMS are expoctod to carry out formatlvo (action)

B )\ L « "‘v‘ )
. Lo 3
'

L



S S 191,

- N
’ . ~ 7

research. through ﬁro-te;ting and summxtivg evaluation of series.
&his practic? is useful and | heal thy sip&e it encouraqes
6p6ﬁatipnal—onuIronmonta] gmbodmtnt which . i; very important in:
facilitatiﬁg understanding of eadh‘bihor through the diffussioa
2 . ' s
process. However, a distinct evaluation subsystem would car;y'out
reseafﬁh into the. same Qhriablos but w;th.a dif{erencg. The data
wpuld be wider based, ;cross series, of prograﬁmos and the
infofmation gagmﬂred would b; suﬁje?ted to rigorous datavanalysis
and oxpli;it j;terprotatloh of results. The informaiion gathered
would comp!;m;nt the subJectiQe lnférmatlon of systems 1. The

evqluation‘ data 'ﬁhould podome a contfnuous form of:input into

programming.

. .

N ! K . o
Often, media specialists tend to rely on their own

observations- because evaluation hepoﬁts are always out of date,

3

whereas they ir(.cont{ﬁuous\y tuned -into .their environments, and"

need immediate data for correcting the discrepancies existing in

.

the ‘epd*p}oqucts.;'é system 2 carrying out monitqrihg and
Quaiﬁabion gétivities should eqsu}b 'that‘ informatTSn flow ;s ’
rolqt*d to gpo: Qn;going: proéuctlon' procésses because :of
{mmid1§cy: ‘1t is only then that,the‘in;ormation would contribute
“to;produéti;n activities. ' ~

&

Such iﬁférmationv -attepuatos operational variety by
cénfiping some of the proddcors' creativity. The Iﬁfohmatioﬁ
gacilitate; Ltilizatlon of 'dlstancoo adg;atiéﬁ By- incrg;sing
understanding through conflict Epsblqtions. TbQ'Qord 'conficéi is
'“"9 to °£etn ‘loarging pr&blomi:g;nqrgtoﬁ wlfﬁiﬁ{(lptorﬁai) and
be tween te}nnors if thiy~flll-io undorstiﬁd t#o éonient taught

W

El
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through distance education., Understanding of concepts mogﬁi that
. : . /

ilegrnoré‘ have assimilated and‘synthgﬁised infdrmation’:thorbby

»

achieving synchronization of knowledge transmitted through media

teaching. An evaluation subsystem would increase u i[lsaiion

activities by:conducting frequent' surveys, in-service (?aining of
CEn e . i L :

. teachers in application of critical viewing and listening skills .
an& organization of participatory chanﬁo)s (yariefy attenuvating

- channels) between learners, teachers. and media gpeqiglists. It is

crucial that distance education systems involve users or

~ar
- T~

consumers of thoir'materials in prpogramme pnoductioq decisions.
The~’SUpport' of the Jt;aching system is fundamental and crucial
‘,egpgcjalli in "increasinél he tilisation l;vel and ig measuring
the effobtibon;ss " and efficien&y of the formal ‘classroom

performances.

.
4 . - -

In the past the Edugational Media .Service has inQolued
teachers and lectures in 'modiA' production ;?tiuitigs} for « R
example, script-writing, pre-tost;ng, piloting ofincw‘si;lo;,
summative evaluations‘ and- studio or on—location'bniéeﬁtation'qf‘
.probrammcs. The medi a sp’ciaiist;,f 'thoudﬁ‘ qu;li?iod iR
educational trafﬁing ;qd 'suﬁJect matter content, }ape 'st{ll

'}noqdired "to  work with content sﬁocialists.‘ This enhances

teachers”’

¢

emotional’ commitment to the success of the proghammes . . BRI
and Keeps the operational activities (systems 1) informed about

the environmental meeds and domaanf '

g}gggl&z; It is probable that tearning distances can beArquCQd.x
- by increasiég chiﬁnqls"-capacfty, thereby }qucing ~loarrning N R

Lo .
' { V A
. . A N . - . ‘\-

. . f
¢ ' . - s N
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; probloms.(qscirfqtions). The results of the analysis of the three
levels of recursion -have 'sﬁown that the med1a leiSlon needs
well~design!d varlety amplifying and attenUattng channels. +Such

channols would - communlcate' lnformation to the environment that

‘would ' increase the " utilisation " by reducing

i K

enoironmental—oporatnona! dlf{erences brought Bx .lack” of
d|+fusnon processes a¥ a result of separation, a ooaracleristit - !
of dfstaoco oducatlon "sysiems. The attenuatvng channels would
bring informqtlon’ through the evaluatlng reports which would be"
souod data fnputxlnto productlon activitneg. Thus the eualuatsng

. . . & .
subsystem would form a cyclical dynamic loop increasing:

,otirlsafion' of :éhe meJia'outputoa(amplifying chaﬁéol); learners
'.cbmphehension of' transmi tted inforﬁation ‘(transductioo);.and .
producers |mprgvement of the ond—products (af}enuating channe]s)..
The - ;otol function is antl—oscillatory, “;ince conflicts and
‘disagreemontg are rosolvod and decisions reached because of
" sound ;nformation whlch would be p;ovidod by a monltorlng and
iutillsation ~;;E;;§Yiﬁ:\ A "monitoring and utilisation component
- would not replace the production formatlup reséairch carried out
by inoiuidual media specialists. . ' K ,

v

Civ) ationshi X' r i i i
ggpgnLLgL The staff of EMS would wolcomo a subunit which acts as'
T a comparator. to ensure that divisional and sections’ standards
of por{ormanco are being maintained, improved and incroasod Tho
functioo would provide .information to the production subuntts

about their performances whop'~ ompared with the div1s{£pal

. ' p!
. . - R
’ het \\‘
. * . ' g

. i ..,
4 " . . .
\; v | ‘
[
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- Y < . _expected standards. With such information, the production

» , N . &
sections would be,  able to.correct and impqove their media and

. - . learning broadcast strategies. The role of the subunit would be
AN . - . ' -
, A, - that of standization, {&cilitagion. and coordination with the
!t ’ ! ‘ "y ! 7 )

intention of enhancing widespread utilizaton and acceptance bf

’ &
- . - distance education as a viable method aof correcting educatio
‘, 5 . T&Qalénces d improvfng thé‘quality of education. However, the
P ] . . . N 4 K v A -
A information provided would be from an internal perspective. This

information’ would be different <from~ that provided by the
recommended external interface, i.e., EMS-insafctorato interface.

| ' ) Fortunatelyi the two p;oduction gections have achieved some

¥$? -~ @;.VQEtfbllitf and wou!d'therefpne wi thstand high !evels of critical
) - ‘<? analysis -an& subsequeﬁt acor}ectipn measures. The policy has

R " always\\be;n' tha? as broqycasters, the sections would aqcep&

i ‘ eritical analysis . of their work. Those who do not have

? . . -gelf—regulatorr mechanisms are re-cycled into the teaching system

:;;é : . to avoid individuaf\?rustratioﬁs. The di:isio&éi:practice is that
_; . the staff musé 'fegl good about what th:; are doing. The s?aff
;" ' would 1‘m:\t thérefore be intiﬂld}ted by evaluating subsysteﬁs both

. . ¢
internal and externil because the information generated by their

"\ “activities would prouide‘souﬁd information data. Such datq\woﬁld
Yo ‘ érhance the effectiveneds of their work because the information
~ 4 ‘ . A - ’ .
. - contained in the evaluation repounts would improve decision-making

_processes by the panels, ptogramme £Ozprdinator, sectional heads

and _media ‘production staff. This would

series corrections would be based on sound\evaluation data.

Fan Dl B .
‘ : (v) Other ™"anti-osgillatory® 2 activities. The
\' . » LY 7 '
. - T .
» - ’ 7o h

n
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'anilysis of the ~three levels of recursion showed that the ;
i - i.v‘ ° ' . ’ ) M

Educational Media Service carries out several “anti-oscillatory"”

activitits. The Ffollowing " sectional and divigidnal activities

were diagnosed as being "anti-oscillatory": .

\ -
\.‘ . i panelé’ control of  the content of distance °
. education. ‘
u\—’“ @ .'. t
) . .. media specialists’ action research into audlence ) 0
. : variables, i.e., pre-testing and piloting productlon ‘
- actiyitieﬁ R ' ]
. . _the work of continuity announcers who broadcast
v daily programming schedules o
. ( . internal media specialists llstennng sessions, i.e. .
Cm the internal evaluation | of mult|—media ‘curricula L
n packKages . e . - )
. inter-pérsonal sKills when and in the opservation- .
of social conventions : ’ i '

)
) 2

. general manageria] rules, nggulations and pﬁbchungs—‘_\

4

issued or defired by the: " ‘

‘e < . . . . : & |
~Joice of Kenya about broadcastlng guldeltnes and )

allocation of air timej; ‘ ’

. -Institute repprting‘system ’ o e
.+~ .-hministry of education circulars of information

¢

-public employmint procoduﬁal rules

" —soc;ar values and beliefs T . b ,L
~legal agreements betwgen artists; contributors . ’ ..
‘and the media division » . . ; v
N4 - oo ] . . L oo
' P -stuff meetings ' ’ S Lo o y
. , .‘. Jﬂ‘ . -“
he mi tions:, R

¥

- The following system 2 functions wergéﬁound ‘to be.migsing : y

the- mgglg digision’s - Ig el of recurston: ) b
gg_ggﬂ_ﬂ;&gg o{ the production Actiuitues of production - '.\Q 
\\ Ve
- /' o N2

@ . cLf
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‘ ' u operations | (systoﬁsf 1) and - production’ ﬁis;urtes: v,
(systems-3-star) Jedui@alent to the Institute’s chief"°
’ I ﬁrogramme coordinator - . | _ - . ™
' | -external  monitoring < and Qt il isgtic;g 'sggg‘zgtAgm
f -« . equ valént to the In;fiiutg's"fosearch ind evaluation®
section ; g - y

. - ,‘ h_ﬂ_gngLg;__L_;_n_gg of teachers and othor users in the; C '

_ gggig tion of crltlcal _viewing and listen igg skills. o

.
= .production medi ator or coordinator .
.external gzgggm s facilitato - o BN
- - M ) . .
flow - of nfgrmgtig botwoen EMS and tirget aud!oncos . :
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. organlzatlon,

A

\
\——emphasizes

analysis of the three levels of’m;nagemeht showed that .
\ - o ,
formally desngnod system-3- star while the med|a

~ The

KIE% possessed Y

dlU}Slon and its. sections did .not have one. The work of the
"Institute’s identified s}stem-S—stak is to proordo essontlal
professional and admlnlstratlue support services and resources to *

,

enhance the operattonal actlvgttes of Institute’s. systems 1. This

functlon ,relates to the work of the conceptual system*a-star of 3
Beer’s wviable system model. The work " of systemJB—star is to
brpuide metasystemic activities to enhance the work of systems 1

~and to baiancg systgm’£ 3 vertical wvariety with systems |

- horizqhtaluvaﬁiety. %he analysis: of the Institute showed that fh

system-3-star metasystemic activities were being cardied out

v

LS

the administration division but with a difference in re]atlonsh'p

e

The

2

showed that the chief adninistrative officer COntéBI\:d

to  the conceptuil viable. ﬁgstom model. The leador of

®

administrative division is the Chief Administrative Officer.

~
analysis
,';P‘_ th

pools of

Pt

e Instituge’e general support services, which operate as . 1Y

RY

essential resolirces and services for which the three

. N - .

divlsions compete. Despite the high 1level of institutional

‘divisions conflictr overn thg shur:ng éf. tﬁbseb”l
4 4 ]
support serviccs. Thls l: why Beer’s concoptual viablo syst ' )

‘that each level of management needs to have,lts own . .

L

me tasystemic q;tiblt]es which it can contﬂﬁl. If one .level of -

. t. > - . i 1 .
- i ‘
. . . , .. / o .
. . ' N A - " N
7 - - oo = v T T ) LA e A e Y "
) . \ “ LN . . B
- : < . . - : e S - . N
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control | does not have within its structure its own métasy§teMic

activities then it cannot exist as an iﬁdepeﬁdent entity. This

means that the nested system lacks essential components which.

3

affect its internal and external criterion of efficiency and

. effectiveness. 5 ‘ ‘ :

N
\

The analysis of both the modii and radio “levels of

management indicated that. both levels Jlacked the  outlined

.institutional administrative facitities which belong specifically

-

‘to the media division. Beer;s conceptual model emphasizes that
all Ieueis‘Bf control shoulqﬁhave‘the five subsystem components.

This means that the Educational Media Service as a distance

education division né;ds ite own metasystemic activities, both
N .

professional and administrative, in order to achieve .viability.

This need. should be extended to its sections for they too need

— -

.

-

to have wmithin their control their me tasystemic activities.,

This is very crucial since control is pelafca to their efficiency

and eéffectiveness:
'3 Y . . .
The analysis has shown quite clearly that the Educational
Hed{a Service cannot be‘a viable distance educatibn sysfeﬁ i?'it

Y

does not control some of the suﬁport services which have a direct

-~

.
'Lybearing on its operational activities., It is therefore requisite

. .

‘ that' EMS be allocated its‘own'adminisirativo personnel and the

-

[ Ana— A

.

necessary media support services in order to; simplify the

managerial problem of competing for resources. EMS minagomonf
system therefore needs ip be P;ovi&od“wlth either' a media

mdmihisg&atiue officer and adequate supporting services or'if

:

‘this is not -feasible, then KIE shouldvprovido adequate ‘gipport

.
<

'
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, services to the three. competing Institute’s divisions so that -

~ v -

they can be serviced in time w;thout gxperiencing ﬁueuei g
frustrations. The queueing . theory or' 1linear . programming

technidues and .tools can inform the Institute about the optima

number of requisite services and resources. However the economic

realities can not accomodate this alternative because even if the ' ‘

. % -~

number 64 requisi te 'services and resources were calculated3§
decisions would>still have\to be based on fiscal criterion.

The coﬁsideraéion'of the hést feasiblelalternative and the
subsequent ‘decision maKing are the prerogatives 34 the internal
members  of . the Institute,’ EMé and - the policy-makers.

Notwithstanding" the above observation, itais highly recommended

that the media division be given its own metasystemic activitiés,‘

‘i.e., -media administrative component in control of media )

resources ard supporting services. oo . 5
(a) Media adminjstrator, The media administration officer v

ghou]d‘be a media personnel who can empathise with the divisional

operational ‘activities and its special needs. Such personnel

-goufd be responsible for EMS functions currénfly carri¢d out by

" the Instifute's administrative officer like'mquia

N

- .staff training and development both internally and

& externally

- staff personnel sefvices . IR TR

- purchases and stores “inventory

ot

- transport services




at

. - Sometimes, the media division actsﬁ as the Insti

’éarrf out other .internal medi

. Pt ; ‘ “.
‘ | / . )

//". Other admlnnstﬁhtuue supporting services could remQ;n under .

the control of the Instltute s chuo* ;dmlnlstratlve offi er. The

medi a Uiui;ion's' administrative officer should "reportito the
. . /’ R ¢ ' . \I - b ‘

programme coordinator of media division. /

¢ | 4 ' SN

 Meé'tasystemic !gtiufties of EMS. The analysns\oﬁgthe media

\ r

division shdwed that some of EMS metasystemlc ac;\ultues Lave

.
A \

X been forced by. the. organizatnon charts to’act as systews 1 whlle

they are not: independent ontltles. These are t e media
professiona! supporting services which exist to provide essential
' ¢ e “ ° .
production resources necessary for the opirational activities of
. , , ;

beth the radio Abroadcastiné and film and television secitions.

ute’s:

F Institute’s publicity films or
! .

i
activities. Such activities are
. ~ !

/

/

system—3—-star when it produces th

H

however very rare.
%’ EMS metasystemic actiuiti
‘deslgn, engineering and ]le? Yy sectloﬂ; (see Flgure 3. Howev‘r,

the worK of these soctnons is not éonfinod solely to the me

professronal 'services to the wh lo of the lnstityte. Thls m ans

that the productnon actlutties of EMS hauq/to compete with ther

'diujilons for th{ above services. However, the grap.lc‘and

design activities' are closely related to the media division’s

. . ’ 4 ’ y

pfoduction .Activitios. They provide specialised media production'

. resourcess for example, deslgnlng sottings scenerlos, captions,

. charts,, line dlagrams, Iottorlng, pronting, publlshnng, etc.

-
-
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) .
/ ' . -
) .

T Ihese medié activities should therefore occupy -the system 3-star

- v
K ‘
. N

audlt channel éfﬁce they are metasystemic. In addition, the media

v

dIUISV?ﬂ needs to estabfish.an internal "media service®" subunit

/ . ’
. which/wou(d provide media production services to the Institute.

A; /4;at the activities: of the resource and library sections shouid

/ be merged to creaté another Institute’s division in charge of

/ nationa\ learniing resource centres., The divisional Jlevel of

) =
/// analysis indica#ed that the activities of the library section and

@

// . the resolrce - éection should be merged to treate a resource

division with a wider base for requisite application of its

sKills and Knowledge. This recommendation is based on the fact -

that “production” rather than the *collection and dissemination”

of learning resources materials is the main “"business" of

'-djstance education {n‘Kenra. The objective function of promoting

. the concept of resource-based leirn{ng in the formal and

/ ‘ .
‘ “.' non-formal environments should be given a divisional operational
. ' L’

' platform. If the two activities could‘bo merged théen thﬂgfwould

create - a division which would contribute directly to the
" efficiency and 'effectiuoness of both the medla and currlculum

+

divisions. It s therefore recommended “that the library and

Hesource sottions be merged to cr gg g £ | regourgg or ubrarz

ivision® o ' 5 s C

perform “the tasks currently being carrled out by the 'two '

- .gections. In addition tﬁo‘resouréoﬂjibhify division couldr .

.

e ey oo ot
.

V4 : ‘ i sections., The .analysis of EMS showed

The . ngtltggo : 3 rgsgurge-lng ary duvision should continue to
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'S . )

‘. act as’'a'clearing house and disseminator.of .curriculum

. . f . - .
and media related materials-ppodqcédjin the Institute

, -

and elsewhere. C

. in consultation with KIE divisions, €ducation field

. offiters, district education officers aﬁd‘the schools

inspectorate - establish. other "clearing houses"

throughout the nation. The division could rationalise

a8

the'.existing educational field services by margiﬁa\ly

( augmenting, the '~ work and resources of “teachers’

s .

professional groups (subject associatiﬁhS), teachers’

advisory  centres ‘and  other field' groupings or

.

associations. Such clearing houses should be within the
reach of teachers and students. The ‘clearing hOUSes"

should  also provide advice on better utilisation of the

N\

Aicumulated learning resources.

¥

v

. ﬁtrain 'managersz of the regional'rpspﬁrce centres in
tr%t!égl"ski{ls iﬁd: knowledge; for example, lfbrary'
scienco} .modiauz"ppoductioﬁg Gtilisatfoﬁ _skill! ‘and,
knéwiedg;. ‘ | f

’

’

. ‘conduct frequently through ' the fregional subunits

- courses lb media. utilisation and\prédqctjoﬁ. Such units

should extend the capabilities af-broadcasts media by .

- 4
evolving Innovative Jearning-teaching media materials;

-

4

e e e e e

¥

;«f—r'(‘\‘-\.’!.&.'l
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=
-

for ,: example, teachers’ recording of local history by
interviewing credible 1local leaders. In essence, the

lvnational ‘distance' educafion system should act as-.a

.catalyst. for -the development of localised distance.

education resources centres.

@

«
.

. train teachers through in—-service courses about.

"instructional téchnology ‘so that learners and teachers
can exploit to the optimal level, the»aduhntggeé accrued
by utilisation. of media, especialiy teaching of

critical’ uiew}ng and listening skills. These sKills are

- -

probably have contributed to the underutilisation of

media as a whole. N

’

. organization of'semin;rs and workshops be tween media

.. maKers and users to enhance correct utilisation

a

‘processes. The section qgﬁld worK-with the recommended

*monitoring and utilisation ‘gection". :

-

The . librgfy an& ﬁoso;rco‘sections could péﬁform the above
tasks if they were given a dfuisioﬁaf.‘platf;ﬁmL Then, the
‘diQision Sodl& hqv; a .section which could 1ook after sbec;fic
n;;ds of 'tﬁo E&;é;?T;hal quia Service especially its function
25 & djstan;e fducationjsrstom. B

-~ . . -
A}

‘The discussion
L4 N .
‘centres. could act as .clearing houses ' (warehousing) - for the

o

(A .

sssss

hardly taught, yet. they are crucial factors which

so far. ‘has emphasized that the rbsource_




! | - 0 : o %04

’

end-products of tﬁg media division. Another section could Qf‘
. L . .

created :to look after the curriculum divisions. It is ihportant
that' the. divisional skills and kKnowledge be optimally allocated

across . the divisions or.departments who neéd the services of a

’
.

library or learning resource centre. '

:

In- concluding this discussion about the function of

system;B-star,,it was noted that EMS should bé‘h}located subunits
- Is »
to perform divisional -metasystemic activitiés. The divisional

metasystemic activities were idenfified;as the exiéting functions

s

of 'theﬁfoliowing sections: graphic and design, engineering, some

of the Institute’s administrative_services; and the non-existing

I

7 - t, - :
functions of the media administrator, administrative support

services, and an internal media production subunit.

System 4 e SRR

The analysis of the existing structures of the Educational’

Media Service in light of Beer’s conceptual viable system model.

has shown that the media division Jaéks a.formalised planning
. 3 B ) ;

subsystem. The -vacuum has been .occupied by phi approving
functions of the  lnstitute’s,'mgnagement conmi ttee. Beer has
pointed out that if.some requisffe.suﬁsystems.ane ndttdesignedﬂ »

3

for, then the sygttm'\will carry oui activities to fulfill the

. functions of' the ‘mfising*\comppnents. The.ana{ysis showed that

this phenomena  has occurred. in EMS. Unfortunately, the

~

management commi t tee does not possiss the necessary skills ind

AXing out activities which

Knowledge required by a systf4/4 to car

probe into  the -problematic future. The management committee is

ST



e

' composed of -progranm coordin;a'tor,s (systems 1), the'ch"i{e{

programme ., coordinator (system - 2), the . Du‘ector “and

deputy-director of .the Institute (system .3). and the. chies

. : 4 « -
~administrative officer <(system=3-star audit channeld# . The

-committee cannot th_etfefore plan for the media div'is'ion.‘

/ . .
/ . * N N ¢
Il .
< . . N -

. (F) Cross-level comfsf.ison: EMS and radio sectign. . -
L. .

Pr;ototxpol subumtJ,'FjJr film and toleuision' section olready

‘, plans to jestabllsh a medla prototype subumt The actwnhes of’

g the proto-—t)'pe 5ubun|t would be experlmenta\ in téhﬁs testing of"

progrmﬁes design “and production styles, and thenr relation to

learning styles. This is . a project “which the division could”

q
‘

implement. The sibunit would carry out some of the acti‘uit‘iesl}

-

suggested by -Beer’s conceptual.system 4. In order to do so, the '

‘sfub\.mit‘~ would have to be - freed from the control of panels,'

-

content specialists and administrative bureaucracy.. Such a
; . . \ 14 A . .

-subuni.t éhould have {roedan to 4cn‘jeate ..innoua'tiv‘é niedi'a thfough

N

util iz,a.“tion of the different media designs, and pr*“oduétion sty‘l es .
while considering specific medium capabilifigs and, learning and
“teaching styles of target audiences. The subunit should evolue

. media commuhitation strhtegies' which suit and -Ht best the

African learning enwronmonts. Such mnovatlueq@echmques should ’
be piloted -by both the prototype and the evaluatnon subunlts.

“This - would be. in accordance wi th Beer s concep(ua} model which

has emphasized that the staff wor‘king‘as’ﬁystem 4, at each level

of manigoment should be given froo‘qom to carry odt their probing

s
.

acfiv,itie’s. EMS could explore possible ways of teaching préctivcal.
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and  symbolic subjects l_ikg_mathematics, technical educa\tion,

v

‘"business admini st};at ion, marketi ng, pure science through radio

and brint. JThe ,teaching' of science and practical sub.j.ects in

7

Kenya is handicapped by lack of qual‘ified teachers and the dire

need for audio-visual comp‘lementary ‘materials.

-

Within the mw‘ormal and non—formal sector, the Educatlonal

Medla Service could teach busmess-—orlented sKills and ge ,

o

especijally for the semi—li terate artlsans, maJorl ty o{ whom are

the products of the village polytgchmcs.‘.Such desirable new

dire.ctiqns cah be e)l‘pl'ored‘ by the proto.type spbuﬁit together with

s ,
“the research and eyaluation subunit. "The establ jshment of a

protbtype sq/bqnit needs serious consideration. In concl-us’i on EMS

needs a planning s'ubsystemr and programme research or prototfpe'
X <ok p)

development functions to prepare itself. for future technologies.
- 7 :

L

i

a

n

gystem 5 : i - —

. The analysis of the Educia'tional Medi & Serui'ce in terms of
diuisioﬁ does not haue a component.' providi'ng closure to the
division. The analy5|s of EMS showed bha..t *the dlwsnon has a Mass

Medi a panel which, could r‘e-—defme |ts actwctles so that it can

;act as the closure of the media division on behalf of the’

*

.Beer’«::'conceptu_al viable system model has shown that the média

Governing . CounciV. According to Beer’s conceptual wviable system .

'

model,  a systemﬁ5 function provides impl_.ementation approval
especially of innovations. The analysis of the Institute showed

8 - ¢ ®
that KIE - has a Governing Council which approves new directions

- for €he curriculum and media divisions. énrfs system is based on

' ' L L RN




the fact that each level of control should have all five

) ' -

N )
components. Therefore according to Beer’s model ,- the Educational

Media Service needs a system S5 component. Such a ‘combone.n,t( would

approve implementation of future media plans and new directions.___~

For example, some of the findings resulting from the work of the
proto—type subuni t, media “ research, marKe t 'analysis and
subsequent marketing strategies, publicity\—oriemted‘act'iuities,
utilisation feedback data and internally generated ideas.

However, such decisions rest on the fee\Lngs and perceptidns of

.the internal management system of the media sections, division,

and the Institute, i.e, the three analysed: levels of manageme'nt,

2

if seen to be desirable. This is because the Governing Council is
the formal forum for approving and providing new dfrectlons to

the Institute and nndlrectly to EMS, sm‘.}e the dlstanke education

“

\"n

system is embedded within KIE. The delegation of the approwving

function to the Mass Media panel is impliea (not actugl«ized)
within the operational system of the maqagen;e_:sz,_t system of the
Institute because each 1eve? of management ac!ts' :Jn behalf of the
le\;el of control above .\ In the con ex\t of the Instifute, the

sections and divis\ions act on the behalf of the Director of the

-~

panel would make media decisions on ngw directions on the behalsf
: . . . ]
of the Governing Council ,/if the panel |is re—organized to play the

role of Beer’s system 5 function.

v

f.\#—-.

C e
%z
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s

Channels of variety
vt . _-Variety Amp)ifying Channels: System 4

' \,\The analysis' of t?e divisional level of management showed
. that the media &digisio& diq\ pot havepsome vari;ty amplifying
channels. These "are the channels whose activities relafe to the
fI .o '.murkot[ng ‘activities of publici@y, pﬁomotions, public relationdﬁ
- , and E;gorous analysisvgf djéiance aqLcction eiigting and ?uture
gf ., marKet although the division carries out some activiti&s which
pﬁﬁlicise the Institute’s and media division’s functions. °
,‘/\ . These “re new developments within the Institute whish are

N . snot adequately reflected by Figures 2, 3, and 4. Most of these.

B activities ha&e been carried out by the staff of the Educational
N Media Service as part of their collab;rgtion with the curriculum .

;aggvﬁties. The ;;o productjon sections have Qréduced radio

. commercials and filmsJ which are intended for guélicising the

[nstitute's' activities. The fact® that such actjyiti;s were
>implemented and financed indicates that conducive Egssibiiities'

,Fh » o exist for :ftﬁblishing a sctpning subsystem. The subs;stom would

\ AZ:: concentiate oh probing into future by exploring possible learner
y ) .

ngfds for media. Its activities Qﬁald.consistlbf asgessing the

5 ). educational needs and, demands that coula be solvoq by distance )
Fod ’ eddcatipn. Its activ‘ties would therefore~be market—oriented:
=* pu&licjtyng'-unotiom? ﬁubl[c rel;tion;.. For example, bublicis{ﬁg
. i :; tgo divisional yp—comfng"fnnovaiibe projects ;nd sorios,'fhorobx
. 4 .encourig}pg and prooid}hg\lvenuos through which the environminis
~ \%X\ﬁ ‘ l( ‘ L ‘ ‘ ) ) ) '
v : . ’

: B 7 ¥ "
{ - S ” e B T e el
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,,,,,,,
st
R
,,,,

”partvcipate in decnslons about newn dirocti’ons.~ Such

‘‘‘‘‘
;e
.t
o

dISCUSSIDnS are use{ul since they would ensure that new series

"

of programme Are based on learner.needsgand cater for specific

'i social educational demands. The public rélation function would .

consist of explaining the divisional strategies in -.general terms. -

v

Such a diqision cQuld also apolog(fe for the divisional mistakes

‘-

if need be. The activities would aim at makKing distancp education

!
E]

one of the malnstreams of Kenya‘s educatnon. The mdrk%ting L

$

analyscs act|v|t|o¥ fijt bestY>q§o Beer’s conceptual system 4 of

the viable system..-"This i .c§use,they are futuristic, though

concerned with - acquisition ;of' the forecasted new markets for

~ -

~distance education.through needs assessment.
" r 1 The, marketlng personnoi would also research ‘into exnstlng b

learning materlals wh|ch could. be purchased or exchanged to serue

immediate . and - future \dlstqnco " education.. needs and demands.

P
P

Marketing activities ‘onYd ilsp explore new content options in

. relating distance fgaching tb,the.lgarneriﬂnoeds’ andfdemands""’.' N
. for distance education. Such act|U|t|es are a system 4 fuhct}on.\ .
since they are concernod with the extenslon of existing dlstanz; )
education ﬁponrqn&énis in Keny§. ’ | L ‘
"TK‘{ are  also svariety amplijyingfthann;js sinic they are. -

supposed .to increase ihe of#ectivenQSS of - the * programme by

increasing’ the numbor of learners- and their undorstandang pf tho

kK ?

o ‘ h [»
.

qu epts yaught (tran%duction). REE
v The Educatlonal " Media Sé;gico ':hasy'the Zproduationf

capabilities conslstlng‘~qf physical facilities. and manpower °

n . . o

essential for meeting the ';nilrpnmnhtal~d§mand: ahd needs for

’ g T ™ 3 r T e e e s -



:distancev‘educatioh in Keﬁya. The exist{ng social demand for °

- education in _Kenya ‘is high andl distance edﬁcation hai the

5 cababrlity to extend educational opportunltles to many Kpnyans,

‘therebg, making the divlslon T a dynamlc contrnbutor to Kenya S -

- v

. system of education. - ' o ‘

. v -~
< v 7 o N

Variety Attenuatin Channels stem SR .
° The éystemu 2 ‘activities of the proposed 'monitoring and

"

utilisqtion' ~subunit would be girietx af@enuating channels since

. . ‘ « \

. o they would communicate utilisation data and discrepancies between
o ) ) NI ) , Lo ‘ ' . . .
distance education production outpqtg and . EMS internal criterion

of. stqbilftr, - The Jwork . of:the two channels @&qld balance each '

' . . o
e o

'pther “in order " to maintain the internal criteria of stability e

' Cwithin the. divisional *physiological 1imits®, i.e.; stable state
of equnllbr:um. ' : ‘ P e : .

S ';f' system 2 and 4 could be’ ostabllshed, thon¢~they should

«
1

IR B provide EMS wi th channols for communwcatlng |nformat|on to and
";-1from_ its target onunronmonts. The system 4 actluitles would b;\

'bariot? amﬁli ying channels Sln;e systom 4 activitles represent
. é . 'actiuities_iwhich Tincrease: consumptson of d'stance educatlon in‘

;-

relationship to. quantitatuve ’data '(marketlng, _publxéttr,.

+

promotions), and qqalltatib?, ey understanding of prodrunne e

SR “content. “This brief. discussion Ieads .on_to another need of EMS
., N .l . a ¢ A : . : ‘~ :
mandgoment systom,

~,.,'. act

.;q. the nced to ostablish and formalise,f

markoting actiuitnos, fbr ‘example, market &na17515, publ|C|ty,

v -+
7

. . . o - Lt - R . )
‘" possession - of the ' aforementioned variety ampli&ykng- and
' ’ ! ’ : '. ’ N . . ‘ ".

. ¥ .
e \ ' A

nd promotiong through its audience 'ro:ogf&ﬁ' function. - The ‘-
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function was “prowision

atténuvating channels would' heighten EMS involvement wifh its

environment. - o ; T

)

-t

The Bar ‘ R

- '. N © . k, ." . . B
The analysis of the media division and the radio section

L] ) L

showed that the role  of the conceptual bar proposed by Beer‘s

'viable‘°systgm model exists in  the quii-diu}sion..The Bar in

» - ‘

Beer ‘s ! model Eepresents an environment where staff .at the same

o & 9

level of manigemeﬁt can learn infpfmally ‘through pbsitiuo and

negative error—correcting mechanisms. In the'Bhr-minagers at the

¢

. - } .
same . level ' of management resolve differences, conflicts, -

N

. * ~ I N - “ R
* misunderstandings, by participatory giscussions. Such discussions

stop when di fferences are resolved by agreeing oé\disagreeing.
s ’ B .
The * bar provfdgs a ' forum where peers can educate each other

t “

informally. The role of the bar in the édqqational Media Service

¢

is a reaiity, ‘and  one which s highly valued. There is:an

everpresent mentor—relatibnshlps, between the ' sta¥ffof the two

sections. The staff are heavily. involved in, media related

.activitiég, for example; aéting s dlfocting;and produéing ‘amateur

theater, children’s drama and . schools’s verse-speaking. These

' .
. .

activities fall under the role of the conégptual bar. °

o

) The film and tolpois}oﬁ section had piqnned to construct an.

area for informal interactions and for filmjng'pdrposys.'They had

‘

. proposed building some few african huts where the 1nsiituté’s

staff could ’bc.Kopt in‘constant(awirgneis of 'the reality of the

.

environmen‘t‘al nnds; especially ,the « rural areas. The primary

of nuqalnsccnorio for’ shooting film and

w

. .
o, ¢
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video inserts requiring rural representation. This was meant,as’a

feasible alternative wfor reproducing rural settings at reddcod

traveliling costs. The urban children could be used ta represent

a

~rural. learners. If implemented, it would serve as a useful forum

for the role of the conceptua] bar, since its primary function is

related to the pPImlPY activity of the Education Media SeP0|ce.
The apalysns of the media dlnglon and the radio sect»on

’ -~ s . T [y
showed that the Institute has provided a forum where staff can

~interact infbrmilly. This is the staff cafeteria whose role is

eqdiba]ent 'to that of - the conqentional staffroom - or
facul ty-clubs.
The analysis of the media division, suggested that

professnonal assdciations play the academic function of the bar.

Thus.ls where. staff operatlng at spocnf|c lovels of control learn:

a

from the work of their colleguos..

R

The . Educational -Media Service is an active participant of

" the Commonweal th ﬂBroadEastiﬁg Association’s’binary cénferences. -

The division also cdmpet%s in.the educational broadca;tfng *Japan

Prize® and attends several national and internatidnal conferences
. . . a '

related to distance oducatlon or oducatlonal broadcastlng. But

still, EMS needs a productlon' room which could fulfill the bar

Fdro. This observation leads onto the |dcntif|cqtlon of the fnnal

.management need. The media division needs a‘ﬁroduction room where

management‘ at ih; same level of min;gomont.tan mcot and disquss

issues. e e L . .

, ) . )
% o : .- ) ’ >
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Summary of Results apd Discussion X N

]

The foliowing are the Key points identified by the

. analy#is. They are summarized herq for two roasons; First,

. . Ve
the foregoing discussion was excessively and sufficiently

complex that a concise listing of results will\assis%_ip
interpretation. Second, these points provide the foundation
for the revised system presented in the next cﬁgpter.

T ‘v

.
\‘/_\‘ t
. \ - R
T (1 .
:
.
.

. . . ' ) ) s ’
(insert about lﬁtre Figure 8: showing existing and proposed

1

. The Educatiohal Media Service subsystem is nested within
N , o ‘ TN . .

the Kenya Institute of Education making it a component of the

Institute.”

. .

. Tﬂo;maiﬁ,nhtiviéiok'of EMS were found to be different from

those of the pfhén'components of K.I1.E. The Educational Media

'S(ruito is & distance oducatiqn sxitem, while the curriculum‘
d;visions conduél“ﬁiéh—levol research as a necessary input{
info curr‘culi’Jovolppmontgnlt (s importapt'to undorg}and tho"'
~di;tiqgtions in order ¥o. give vEﬁS midago;ont system_the

autonomy . and requisite capability needed to make it & viable

system in_ accordance with Beer’s system model.
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Figure 8: comparisdhkof existing and proposed system.

DESIGN OF THE CONTROLLING SUBSYSTEM OF THE EMS.

EXISTING S PROPOSED s
"_ . - Co ST
: SYSTEM 1 . N
Current Sections: - Sections: restructured
.« Radio ' . Radio
. Fitm and TV . . Film and TV :
. Engineering . . Adult and continuing education. -
. Braphics and Design "+ ., Teacher training
. Library . Primary Schools
. Resource ) . Secondary Schools

Rée—school_

SYSTEM 2 - B ) o "~

" . Education Technology Panel Educatlon Technology Pane!
"« _Rules, regulations -~ . Rules, regulatigns .- ,
- staff meetings . staff meetings ‘
. Procedures . X . Procedures, S '
. Reportlng system . . Reporting system

! PRODUCTION MEDIATOR ' : o
. EVALUATION SUBSYSTEM: ,
. Monitoring and utilisation

SYSTEM 3

N

‘ Programmes.cdordinator‘ . CUNfROLLER, MEDIA DlUIéIDN

SYSTEM~-3~STAR -

- 5 : -~ \.Sections:

System 3‘s Activities: .Graphic and Desugn fe
. attending sections’ ’ .Engineering . n : "
meetings _AMEDIA ADMINISTRATOR - A

. ~ "' media administrative R .

- supporting services R o 2y

n , . ‘System 375 Activities: e ’ :
‘. visiting sections . . visiting sections ;, .
. auditing accounts =~ | ., { ayditing accounts . . A
- C ‘ +  ..on-spot checking ‘ . S :
. media service. e i




SYSTEM 4:

—ORIENTED activities:
annual plans
workshops, seminars
‘publicity films
conferences

B ™

* SYSTEM 5

. Management Committee

FORMALISED activities: T

annual plans

. worKshops, seminars ,

publicity films
conferences .

. MEDlA PRODUCTION’

& DEVELOPMENT: planning,
proto—type productions

. AUDIENCE RESEARCH:

CONCEPTUAL . BAR

. Mass Medla Panel
- conferences,

L; . seminars,
..workshops

marketing, promotions
public relatios

Mass Media Panel

PRODUCTION ROOM:’
planning, vlewlng,

‘llstenang

VARIETY CHANNELS

AMPLIFYING: .

T .oair waves .
. synchronlzed notes
« high quality

"productions

 ATTENUATING'
-» audience ﬁgpbrtsn

PIE L

‘.. Telephones w
-letters

J ,.nnterpersonal skllls

conferences, - -
seminars, workshops

AMPLIFYING S’

air_waves

synchronized notes

high quality .

productions

EXTERNAL ' INTERFACE |

UTILISATION SUBUNIT

RESOURCE-LIBRARY . . :

IN-SERVICE TRAINING of users:

AUDIENCE RESEARCH: = ’
publicity,
‘pgomotions,
marKeting

ATTENUATING

. ALGEDONIC METERS,

audnence reports S .

evaluation data : '
Users views B
LOOPS

Terephones

w letters’

interpersonal skllls
media admlnlstratnve
supportjng services

PR

. ;
e s
T .
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+The curriculum divisions could be regarded as gost—effcctiué

since épeir end-products are used by the total environment.

“The cost:effectivgﬁess of EMS is questionabl; since their

end-products are not utilised by the total target population.’

(A) Suqggested ligt;ﬁz-resgucce division,

The activities of the library section were found to be
mis-situated while those of the resource section were found

to be d;yfunctional in their current state because théy cater

for. the total staff of the Institute, yet from a management

standpoint they are located exclusively in EMS.

» The analysis showed that there were no differences between

the stated objectives and activities of the library and
. ‘ : . .

resource sections. Thus the two seTtions shbuld’béAmergéd to

4orm'an6ther,division of ihellnstituté in'onder to facilitate
better utfljsation of library-resource services. - .
« ’ / i .
(B) EMS; existing components.

EMé' has two systems, one carrying out production

activities, i.e., radio broadcasting and production. of film}-

backbone of .distance education in Kenya.

. System 2, The analysis showed that teachers played a |

% Co C

——— . ~ e am s ' .
. - - ~

- videb and htape/s]f@o ﬁatorialt. Theio two ‘sections are the’

very wital role wnoﬁ“monsuriﬁg and correcting fho‘oifects of



ST . o

the media division’s tnh—broducts; This practice should

&

~continue.
Mithin  the ‘mcdfé division, the activities of content
;palyéis, ﬁess;g; 'debign; A d;voﬂopment | of _programmes,
pre—testing, fiﬁal toaﬁ proﬂuction;,‘f.o., puSlishing,-studio
or on-loéatign prdductipng, ééliuery s;stems, uti[isation
. patterns, méasuring, imq}oviméﬁt:‘ were on-—-going p}ocesses.

- » A
These activities should continue and will be enhanced if the

., missing components }reljmplemehted.

System—3-star. The “activities of the engineering, .

'graphic and design sections were metasystemic in rafationshib

to.j thé activities of the radio, film and 'telgvision
-.qubsystems. ,A‘ symbiotic relationship existed botwe;n the
'eng'noertng (metasystomsc actIV|t|es) ‘and - the productT;n
lCthltleS of thc two secttons (systoms 1. Thls relatlonship‘

should be contlnuqd. : " . : .
' o ’ ' 3 ) .

i

§zgggm 3, The Educatlona! thla Scrvlco has systom 3,

¢

- the programme coordlnator of media who is. also the leader of
. the division. According to Beer, the role of syttom 3.is to

command systems "at tevel 1° by enforcing “the tmplomontataon

-

of dicisions, and l\hnyatcont, both popular and unpopular.
" This ,role should bo contlnucd and augmonted by possession of

the rocommtnded motasystomic actiuitlos.

,

gzg em 2 and 3. The managcmont c0mmittee acts as systom

¢
“«

fe




. provide feasible pr\'odu‘c'tion_ design options.'

found .to be satisfactory.. Media specialists carried out

AR 3 ! . ‘ . . ) ’ 2]8“’

2_ and '3 because it discusses and makes do'ci'sio'ns which EH'S
and other divisions, must obey. The ‘mmagement’comni'ttee is
composed of the three institutional subsystoms: systems 1,

system 2, system—3—star and system 3. This practice by system

3 mva\vmg systoms i ‘in tho deélslon—maklng process is &

good one and it should be continued. .
i
¥

'+~ System 3’s spans of con’tpol were found té be different-the

sectional leaders controlled twelve media specialists, while
~. EMS programme coordinator controlled two production sections

- and . four production ser:iaices’ s'ectlons. I¥ the two production

sections are restructured then the divisional span of control
could be increased from two to six. . e

B .

System 4. The film and television section had a subunit ’

for proto-trbo-.dqvelopmént. The work of the proposed subunit

was considered to be aisystom 4 function. The subﬁnjkt‘ would'.:

Variety ‘gb‘ggpglg. Tho)\Qto_rnal flow of information was

"

‘action research as part of requisite production ‘lnput. This

« practice was Ffound to be commendable and should be continued.

i
W - v :

‘Figure - 3 ..showed that the. modia divisnon lackld some

coqnponint’s of system 2, 3-star, 4 and 5 which oxisted f& tho




°

zdp@rationai'actiuitiesawlth the opvlronment; The work of

'1 production meﬂlatbr would dampen "oscillations” between

(iii) An evaluation suybsystem . which would be a media
. comparator . The . 'céhparatdr ‘ would moni tor - the ,

'~through in-service Eraining of toachprs, fleld education .~ -
. 4

: 219
institutional level of control. )
Miss Sys ' cthitios:
(i) _An- extofﬁii\wlntorfa e similar ‘to _the curricula "l', SN
‘divisions’ schools ,lnspectorate .connecting the
. . ' T

the interface would be that of a facilptator of distance
education1 its work would ‘be " that . of a variety - S

1

ampllfynng channel and system 2 of Beer s model. - J,n

(Il) An Anterna! Qroductlon modlator or coordlnatgr. The

-

-k g "

media di91510n s systems 1, system‘a and sysﬁemvs—staf'
' ‘. ?
activities, i.e., conflicts, dlsagreements be tween thg

;ta#f of the ' radio, film and tglevnsnon, gﬁaphic and -
’ 3

aesﬁgn; engineering - sections,. medla gervnce apd the

programme codrdinator of media (system 2).

achtevoments ‘of. ‘the. dlvlslonal ObJQCtiV!S b coﬁparing

its outputs against the dlui510nal producflon crig\ ion“

or paradign and the learnérs utillsatipn of~d|stan‘

education. The media cdmpayitbr would also amblify

di;tanco educatién‘ b} toaching critical utlInsation

.

skikls, i.e., viewing and llstonlng skllls, to usors'

officers: etc.. The odaIUltlsnms&biystgm could create a

v . ‘ ' .

-



4

media division.

{ -

o v

zstem—a—ggg EMS needs to be dg;cgatod dnstance oducatldn

; I ' system+3~star acttultnos currently controlled by the. Instnt”#é s
‘ .

) “f:) ‘ adh'nustratiue subsystem as well as. mod;a supporting sorvuces.”

EMS needs medl° ‘administrative officer who would prounde

administrative services to systems 1.’

e N e e e pw
Pt
h

0

System 4. A media "r'egg'arch' .;nd douelggmon: gxg:gm.

cirnying out applied rese&rch actluitios which would probo into-

N S . ' s
~% the problematic future, seeking necessary ‘any’ sound information,

to. input into -future productio 5;1 For example, thodplinning,

' v
o -

m{ﬁketing activities, The- planning “Bubsystim would provide .

LY

% . ‘ ‘infqrhatfon 'abou% future options/ and the markotlng data would

inform on how tdrget audiences wantlng dlstance education. This

‘ woﬁld;?probably ,incroaso- the consumption level of EMS learngng

-

materials. . s

»
+

L. §zg;gm ;, Tho mgdhg ‘division lackod a system 5 to provide

ﬁldsure. A. subsystem that wouid approvo futuro modla difections

field network for communicating discrepancies to the

“:c

N . - . on .behxlf of tho Boverning Council. The obJoctnues of the mggg"
' mgﬂLg Rpapel could be ro—defined to’'.provide closure for the
©. cdivision. ~ b W - |

- hg Egg, Tho“lidoa of tho concoptual bar oxists in EMS,

‘.

nonotholcss iﬁ- ‘gould be lmprovod by provlding tho staf? with a

.
-
¥

N
"

'
i
3

it
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2otk e Tl bnmm e may Y Sped e !
Py e S 2 I e R YA - g s

”




- - ,/ L o 321

¢ \

‘room where they could meet informally to learn from €ach. other.

3

- ?

Conclusion.

I3

In conclusion, cross-level ;ovparisons of the three analysed
. . . . - W
lévels of management ‘revealed  important @ structural gaps,
; ! :
-mis—placed, dysfunctional components. and the need for clarifring
activity of; the Educationa Media Servf?r. The primary objective

of EMS is to provide an efficient and effec

<

education to its varied audiences at acceptable costs. To achieve

this objective,. the analysis has sbgwn' tha

adjustments to accomodate the manag@m{ntlprocosses essential for -

L]

its surpiuil. The' suggested managerial activities of planning,

G marketfng,n évafdatipg, measuring and leading were identified as

‘necessary fequirements' for a self-evolving distance eduycation

-
A

management systém:uthg'Educationtl MediaQScruic}.

)

- This analysis, along wisth the;followinggchapter, will be

\\_ -

suybjected to infernal discussions by the internal ﬁémbérs of EMS,
KIE, the inspectorate and the policy makers of the identified and
© Ny . : : v ‘

formal Iy 1inked organizations.

Al
A4 M

[

resource and library functions in relationship to the primary

ive distance ~’
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N " CHAPTER FIVE . -,

+ 3 . \\:' ¢ )
" REVISED EMENT STRUCT F.THE EDUCATIONAL MEDIA SERVICE

URE OF - TH
—~ ° "

‘System 1 SR , ' C .
v The tho production suﬁsystoms; radio and(;ilm and tele%ision

dections,. coyld be re-structured to reflect’ the main content
. ' 1 o '

areds of the curricuilum divisions, i.e., secondary and primary

‘

~ Bybje;t groupings, teacher education and non-formal education.

e ’

N [ 4
"The two production sections could have subunits specialised.in

’

the production of‘digtanco education materials for the following

*cong\nt areas:
, oL
. ‘adult and contipuing education
, «*teacher in-service training’
" . primary education :
e S ! . \ , '
s . socondar‘ education : TR I
» pre-school education o 5 .
! ’ . general public oducation information
ﬂ/ ) . Joint-productions with other agencies. Lo
::&* the above subunits are crphtod to serve the needs and
- . . c o
s R '
demands of 'specific target iqdloncrc* as well- as public and

vdldntaﬁr agencies, EM8 would solve the problch ofJéplit control

because the #new sections: would.rofloct‘jﬁociflg anirohmontafl

A

P

"..v'

. - . : o

N
Maay g SraD P
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content areas and: infgrests. It is being recoﬁmend;d that the

.

productions sections be specialised in serving‘distance'educ tiOn:

needs of specific learning groups both formal, non-formal and - |

informal audiences.
4

. 5 . - '
S8ince EMS does not have a formalfsod system 2, Sjgﬁi¥icanb -

¢

structural  and- staff . changes  are peeded to ;ccombdatb

.

*anti-oscillatory"” functions and activitiés'4gt acceptable and . -

.

" realistic costs.

Production mediator. The results of the analysiQAihdicateﬂ

0

that internally, -the' programme ‘coordfpator of media needs an, .,

assistant to reduce internal. managerial probfemg, i.e.,

o

conflicts, disagreements by providing.‘sodnd informat}on' for

©

conf\ict—rosolutions. The activities of the programme mediator
would Iinvolve the coordinatién “of the production processes to

1 \ ' " .
ensure that  distance education materials. -are schhronized, o

coherent and‘roach the taﬁgot audiences as schqdulod:(as Tmplied
by Figure ). This change wolld mean co-ordinating production T

subsystems, }ae., system—3-star and systoms\ 1 6pératioqal ’ £
y . : : , i : Ve
activities. The result would as}ist in"harmofiising the ‘internal

+ LY

.communication 'witHin EMS; i.e.,-'within _and be tween all the -

divisional compononts; It would‘ als& coordinate the programme

. , . -
content across the radio, and film and television.sections with

“tﬁe intent of reducing content overlaps, thflicts and sectional ‘ :4”°%
L B , R
competitions ta an acceptable 1level. Some form of competition ~ .

between sections s healthy .and creative, but it is important

©

o

. ( e e
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'.wg;awn. from toaqhens’ and’ loarnors, both listeners. and viewers.
Eoa " : . )

e 4

Yo N 72!

. *that th; two forms o¥ distance education develop distihct styles

basod on the best utlllsatnon of the dtfferont media. Thé qontent
overlaps could be reduced if content and relevant medua decnslons

were co—ordinated_ across the opgratlonalﬂactnvutlcs of the two

’ ;production’ subsystems. The changes should be based 6n qulisation'

i

data contained - in _thé evaiuation rcﬁorts of the moﬁitoring-and

-, utjilisation subunits, ard the users views. If content is

co-ordinated by the assistaﬁt across the two production

éubs;gtkﬁs, (syste;s 1), the efficiency and ef#octivoness)of EﬁS”
"would be increased because prdg}ammtng wolild be based 6n sound
prlorltnes. The"issistant'vto the proéramme co—ordinator would
also be the secretary to the Educatlonal Tochnology Course panel

ensuring that ' the panel docnsnons~'on priorities are based an’

sound evaluation and utilisation information.

[ " Q

3
. . —_

Evaluation sgbunlt, The assustant needs an external subunlt
‘to ‘prOVldQ evaluative.datas output, dlscropancies and impact of‘

the utilisation \?{ the /modfa. mhtgrlais. Thus, the revised

°

/
evaluatign feedback systom undor the dlroctnon of the Assistant

struciuﬁe the Edug;&ional Modla Service: should have an

to the "controller, ﬁedia division", The functional pctivities of

the unit would be dampening of onvironh¢ntal "oscillations™

o~

N q . . "
related to - the wutilisation of distance oduéationJ.Atmonmtorrhg

. . - 4 -
subunit would inform [EMS about output mismatches, i.e., the

discropanéies botwoon thp programﬁe’;{Sxpoctation:.and actual
P

,outcomes, in broad and spocific terms. The information shoﬁld be

K

s : ' S e . .
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Such a subunit could also evaluate éﬂé learniﬁg—teaching

225,

)

"materials. Thé..evaiuatibn should consist of comparing the
distance edqcation content, materials Ahnd practiées, with the
divisioﬁgl iﬁternalx criteria of stabilitr. Beer’s languaée of

. uiabilitx points out that the criteria ék stabiliéy‘refers to ‘the
inﬁebﬁa] standards or pxrametorglsot by ; system b;yond which the
systim‘cannot porfdfm, i.e., its homeéstaé which i; de términed by'

the organisms physiological limits.

Cross—level comparison of EMS and radio soction showed  that

the section‘has establ i shed over time ;n internal cfitoria. Some
of  the crucial- dependent varjables or elements tha; cpnstitute.~_
the internqi criteria of stability of operational activities of‘
.the media :division qnd‘whi .uld be takén: into consideration
by a divisional ‘“monitering and uti{fsati;n' subsystem sﬁouldf\)

. J
include the following indices:

.

" .ways of communicating specific conteft matter
2. ~.physifal dﬁliﬁcr; 54 the total instructional combonents ‘
‘tq schools at specific dtadlin;p to the satisfaction of
‘,learn;rs . ‘
.oxt;nding distance education by incroasfng griaually

/

especially moving into the

_the range of »broadcasts,
; ?

non-formal (private) sector
v ‘ ‘ ; .maintenance of close roi;tionship with environments

both teachers and ' learners iﬁ 6rdor to increase the

s

.- A capacity of the channels of variety, i.e., flow of
- information rejated to distance education 'y
g .. . . -. N ' "

v
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.fostering of media-learning strategies

. selection of tﬁﬁics intond;d for distince'educatjon.
Sometimes  the ‘Fonteht chbseﬁ may not be a priority in
terms of the learners,needs.

. content relevance .in reference to its inﬁergratfon

with the learners” environments and activities.

*» coherence of a programme and series in terms of the

internal consiséency{

. synchroniza@ion and coherency. pof the -eloétroniﬁ
recorded materials with the printed materials, i.e., the
coherence of the multi*meqii'curriéu!um packages as a
whole. ‘

. coMpEehension by 'learners. In this instance, the

monitoring subunit would determipe the levels of
' A

‘ difficulty, both . content and. instructional language

structures used b} ghe' progr amme makefs. The media

division uses English and Kiswahili as the instructional

fangbagos. ' The utilisation of both languages is

problematic because they are second )languages for the

majority L of learners. In cognizance of the linguistic
problems, the ' media division emphasizes pﬁoduction

variables like explicit linguistic stnuttures,‘uoices,

etc. The monitoring subunit would cohccntritp on the

- production variables that may cause conflict as a result

of |, misunderstnndlng.f The way in which content is
communicated may  lead to conflict. It is important for

the oberationa[/ activities ‘to be informed about the

fad
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variables that cause learning problems or di*ficuftigs
in terms of understanding. |

. feasibility of the follow-up activities from. the
teachers”’ perspective, .

. achievement of the programme‘s specific instructional

bbjectives.

. enjoyment’ index as measured by the 1eafners ‘and

‘teachers behaviour.

.

‘« learners and teachers satisfaction with the overall
' - ' t
programﬁe’s performance. - e

-Th? 'monitoﬁﬂng, subunit could ‘also provide d;ta.pn the

_-léarnning stFkFegies deployed by Utho users. The staff of EMS
'would wolcomo & subunit Wwhich acts as a canparator to ensure thtt

'the dlvnsoonal standards of performance are belng malntained

3

»

improvod and lncroased. An evaluation subunit would perform thls

!

‘role. cSuch a supunlt would provide information to~ghe producton
n:sﬁbuﬁfts about their performances when coﬁpaéod with the
divisional standards. With such information the _production

. sections would be able to correct and improve their ﬁroducts. The

information would ‘be made® from an internal porspéctive which

would ‘be different from the one provided by the recommended

The system 2;§qnc§f0n of comparing

and suggostiﬁg ections would not'intohfpre~dﬁth the current

. “u\'

" production practices. . ' G

The 'producfion sections of EMS‘aro'oxpectod to'carry out

:indfdidual 'programﬁq besoarth, u.o., pro—tosting and summat1ve

ovaluation of the programmos -and sorios. This practlco ontouragos

"@

A
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C operitional—environmentél embedment which is ‘central' to fhe
désigning and productijon of relevant distance iducatfdn

g

: lnstructlonal programmes. The internal ‘members of EMS have a hlgh
'levfl ‘of self—confldence which would onable thom to wuthstand
high " levels of criticism and correction. The m’dii comparator
could also co-dporate with the production subsystems in creating
or . evolving unbiased predictive research desngns for pre—testlng

,purposes, |,o., action or format|ve research. -

The subunit couiq also collect utilisation data, related to
the deployed trasduction processes which exist in °the

environmeﬁtal and that which affects therlevel‘of uti)isation of

<

fhe materials. One of the activities of an evaluation subsfsteﬁ
would be ‘dolleEtion of informatlon revated to the problqms of:
;Iutl]lthlon of schodulod broadcasts. For ;example: u . ¢

. Are the teachers finding it easy to ‘synchroni'ze the
broadcast schedule with their school and. classroom
timetableg? . - .

. What are therph%ilcal'loarnino‘conQJtioﬁi like?:

»
’

. Are there special rooms for listening and viewing?

.+ Are the conditions conducive to fostering of learning
; through broadcasts? For example, what are the schools’:
" extra-curricular ' activities which , interfere wi th
R - broadcast schedules? , . .
. What are the' attitudes of the teadhers towards
distance education? ‘ e 1

. What do the learners tﬁink aboutlthé brbadcasts’

. Uhat are .the offects of the termnnal examinatlons on
. media utilisation? -

' . ' How many re-coding (receiver sets, reproduction sets
. liKe audio-cassette, tape-recorders, film projectors, -
© video-cassette, slide/tape projectors does oach schooll
collogo, and community building have? ja.

}

'

ke
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. Do the reéeiver‘sotslwdrk?‘ ‘
. ‘what happens/when thoy ‘do hot? - 4
. Do school s hauo money. to purchase battcrl;s?
‘e« How many learners per set?
. How many Qipwers‘por soﬁ?
5. Is the signal audible. throughout the natiqn?j
. Wh;t'is the state .of the ionospﬁoric conditions? To

what degree do the atmospheric conditions affect the
audibility level? At what times of the day is the-
.qludibi)rty level high or low?
Kenya,. being an oquaioria}f counfr&, suffers from the

significant probiem of. 'fpnospheric condi tions” . EMS does not

-transmit its own programmes bocaust‘bboadcasting is controlled by .
the Voice of Kenya. However, the Voice of Kenva has always given

prilority . to the scheduling of oducataonal broadcasts. The Uonce'

of Kenya eng|negrs have co—operated with EMS in ldentlfYIng rural

and urban areas whlch experience high ]ovels of atmospheric

noise. The , educational moqf§ service needs to Know the

grogriphi;al environments . or arois which are highly affected by

the fono:phehic conditions.' Such inform;tion'wduid facilitate

x docnsions about the distrlbution of audio cassotto tape rocordors

to sqhools by the -Kenya Schoal Equipment SchOme. The cassette

. tapo rocvrdors should be™ givon to schools which exporionco high .

_]evols of atmospheric radno noiso.

To reduce evaluation' costs the subunit could design

‘offoctlye variotr attonuating channels from the*pnoirbnmont.tp

the Jucatconal Media Service. These would be EMS feedback

chahnols."




L
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. T
There is a grave danger of production subsystems ignoﬁing
utilisation ' data. The major objective function of a system 2
would be¢ to ensure that evaluative data is commun{cated clearly
and with empathy to the productlon subsystems. The information

should be compatible wsth the producer s perception of their role

'

-in  the production of distance education. This 'antl-OSCIllatory‘

measupo‘avoids tho,danéer of reddﬁjng utilisation data to a state

of impotence : or inertia,‘ for ‘ufilisation data which is not

applied is costly. Often the staff who carry out the oporatlonal
.-

activitjgs nelthpr read nor heed the eualuatlue data becauso of

lack of clirLtf, precrslon and brevity. The staff are busy

’

carrying out daily production activities and they do not have the

-~

time to read 1long, téchnica[ reports. The research activities
rqcommended for’ system é could baiance ihe utilisation data -at
uariance wlth thq feelings .and perspectives of the pﬁoductéon
subsystems (systems 1) by providing 'correl;tional .audionce

research dltl{

24

. The results of the analysis showed that the amplnfylng

activities of sysfem 2 are "anti-oscillatory" because ther
C : A ; ]
increase the wutilisation 1level by teaching users requisite

°

listening and viewing sKills. If learners acquire such critical .
- - . . p(r . .

skills, it -is assumed that their levels of 1learning and

v

understanding ' from mbdia teaching will be |ncroasod. The

.utilisation subunit could onqoqragi_ correct mothods of media

t

"utilisation. Table 1 shows  some of the correct utilisation
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‘T<:> Table i: practices whixh enhance media utilisation.
2 - B
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l\stentng to EMS mult|—modla curriculum packages.

. Encourage secondary schools  to use cassette tape

recorders. - EMS has a )arge bank of relevant programmes’

documented in EMS catalogue.

-. Encourage’ schools to intergrate schools broadcast{

.with the total teaching schodulos.
W, ;e e e e ———— ..,.;.._.‘....-...r _____________

. Utilization information could be directed particularly at

secqnd;ry schoolsndest of‘tho oducationa[ air~time is allocated

to the primary schools’ proérammos because they can easily be

synchronized with . the classroom timetables. However, this is

difficult for the secondary schools bocause their ‘timetables are

v

less flexlblo due to the comploxlty of tho‘ cypriculum. -Thus EMS

oncourages socondary schools to buy cassotto or rqel to—reel tapc‘

<

recordors. Both are ﬂnall scale tochnologlos 'w1th exciting

.potontlal for dnstance oducation in Ktnya.'

The proposod monit Qc!ng g g ytilisation ggtivltngg would

.- neduce otc:llations or learnung difficultnes by prounding data

[ /"\\
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“for . corroctlng podagogical differences or mismatches that

‘contribute -to; the ‘I;arnorh utilisation problems, for example,

feedforward = data related to the content areas that were

s

miiundcrstdod. The fedédforward channel is crucial since it is‘the

' chahnol for learners and usors (onuiranmrnts) intiraction~wrth

the produtecs. ‘It must be Kept open ‘at all- times to,gnhance

. t ! . . i
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. " Create special rooms for storing, reading, vlewlng ‘and .
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’ distance learning . provided . by EMS. To .summarize, it |is

recommended that (the existihg system 2 "anti-oscillatory" or

dampening actjuiiﬁes be continued, but be augmented over time by

. ~the | recommended ' subini ts,
mqnitoring and

internal co—-ordination.

i-e-,

s

evaluation

subsystem for

~

utilisation purposes, proddction medi-ator for

EMS—inspectorate. The programme director of EMS should seek

Y

ways and means of creating an effective, facilitative interface

’ (% be tween EMS and the schools inspectorate. The schools inﬁectorate

implements and supervises curriculum utilisation in schools. The
7-
\intpictorite has an extensive network of field officers #rom the

ey,
\headod- by the provincial

school

%central coordiﬁating dop&rtﬁ;nt in Nairobi

and regibnal network

inspectors from the two

Liﬁisfries. Such an interface would provide EMS wi th in&orﬁat}on

gathered by “an  external

subsystem.

This

information .

would

increase the effectiveness and efficiency of EMS because the

" external interface would provide data from' a wider environmental

rip;qsyntgtiuo samplosf

If EMS intends to fulfill the national objective'. of

providiﬁg, disﬁance education to the non-formal audiences, then

thére is a need for creating a non-formal interface. Such an

iﬁterface, ’should coordinate with the non-formal projects and

S organizations to avoid unnecessary duplication of distance

eddtation conteni, The mass media panel could re-define its

»

»

\ dbjocfivos, to provide a nationgl forum for media co-ordination.

The role of the mass media panel needs to be re-defined to

' . accomodate . the. fuhction of a distanco'cducati?n qo-ondinxfing°

o

a

!

‘L‘r

s
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exchanging - of information and ideas related to media production

. and

-

5

° utilization, and distance education between makers or

prodhcors, uscrs,‘dolivery systems, and’consuitantgi’

.

. , . - “N.
The current programme co-ordinator of media, acting through

—f "the Director of the Institute, would need the support of the hjgh
Jevel policy-makers in opdir to Erpate an effective external

interface. L -
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Srstem 3 R

According to Beer, system 3 occupfes the most crucial
?osit;on in EMS. It is crucial because system 3 represents the
authority delogatoér\by the Dirocibr ‘of the Institute. The

managerial position of sygtém 3 is calied "metasystem” by Beer

because the programmes co-ordinator for media is aware of what

goes on inside the Institute as well as what is hagpeﬁ}ng inside

EMS (see Figure 2 and 3). Thus the prbgruune coordinator is aware

i -

of what is going on inside the institutional and media divisional
) i ¢

levels.

.System 3 is aware .of the planned future activities since
- I -
system 4 keeps system 3 informed about the possible future ‘trends

/

- as_. shown by the. powerful homeostat between system 3 and 4. of
. ' { .

Figure 1. ln,'ordor‘ to control the overall EMS actiVities, the
programme co-ordinator needs the anti-osci}lafory activities of
system 2; and metasystemjc activities of system—-3—-star as shown
- L ~ X

by team coofainatlon, demonstrated by Figure é&.-FThe system-3-star

activities are services &hich system 3 designs to enhance the

work of systems 1. In the. context of ‘EMS, system-3-star

activities consist of production resources :provided by the
following functions: graphics and design, engineering, media
adninistrative offikery media seréicos, auditing 6{ accounts,

@

ipot checking system 3, etc. (see Figure 8).

:'ngg;ggnihé As system 3, the programme co-ordinator for
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media controls EMS. She or he is able to‘dé so because of

< L . .
occupying a metasystemic position in relationship to the

. production subsystems. The occupation of "a motas}stémic position
? o . \

enables the programme co-ordinator to provide gdod leadership to

EMS sections ‘see Figure 7. The anccpt of good leadership

A
involves a uariotyL of |nd|U|du;L qualnttes, some of which are

qualitativ; and therefore subjective. A few are dcmonstrablo and

can b; rated using an attitudinal Likert-type scalo. quever,

there aareu - differences between demonstrations 'and the art of

exoréising sound lead{rsh]p. Wi thin fhe context of the 5roposed
. s

structure; good leadership means possession of managerial skills

for officioht decision-making. Therefore, one of the necessary

roqulrcments for deousionﬂnaklng would bo efficiency tompered ‘

0

with the concern for people. The programme co-ordlnator would be

abled to "exercise ghlg crucial skill if she or he controls the

utilisation subunit, whose work is to provide-brief evaluative

“
reports to ‘system 3 to enhance decision making. The reports would

contain the work of production subsystems, their resources and
thé dtilisation of distanco education by the target audignces.
Such . brief evaluative reports would enable the programmes
co-ordinator to mako:important organisational decisions leading
to the increased offectivonoss of distance education in Kenya.

[

Somotlmes, the programme co-ordinator may be required to

make emergency decisions prompted by the. algedonic signals, i.e.,

<

thl: danger signalsf The decisions may ‘involve 'taking risky

<

iniéidfivos based on the inforpation rglayod by the futuristic

N

system 4. The dbility to make risky decisions based entirely on

.
e e - v VS . T |
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intuitive feelings or éut feelings as wel)l as work exferience is

L3 f '
another form of a Key sKill for system 3, and is a qualitative

measure of  a. good " system 3. Such decisions shéulq be based on
Judicious balancing ‘of systoﬁ 4‘s suggested al ternatives and

ﬁossible future options weighed against the views of.iystems 1,

. -

The result should be feasible and realistic implemen@atioh plans;
This would mean encouraging participatory docisioh—making between

system’ 4, 3 and 1, with system 5 making the final decisions on

-

fiscal and staff resources. System 3 should create a’‘climate
. -

r

conducive to contindqg:}ﬁiscus;ions be tween system 4 and system |

by fostering working environments which, value individual staff as X

¢ A}
L}

Key resources. In such environments discussions: should be

characterised by honesty and sincerety to avoid mi sunderstanding -

(compare the role of the conceptual bar). .

]
a

The pnogramﬁe'co—ordinatoru64 media needt\io show staff that

. he or she is™to be trusted, and dorthy of their task performances

by giving ” ;hem editorial freedom. This means giving the

b ¢ ~
production decisions. (Wi th reference to Figure 2, the

“

Institute‘s. director needs to extend theé same.concession to the

'céntroilor, EMS"). Thus the programme cgordinator shquld give

l/'

. systems 1 and their operations freedom. to‘'make risky decisions in

the studio and ou—logatloq érgpuction;. System 3. exercises

thhority over production subsystems fsys%oms 1) by co-ordinating
. ° 4

-and fostering collaboration between them through the work of the

~ i ‘} ., ) 3 . . “ .

production modlagpr (system 2). The controller of media division

- should encourage the pégductivq sections to dovolap“solf—ostoom,
c ‘. ., [

% v

L4 * . .

3 L

production }1hff autonomy and ‘' freedom to Qorfoém and to make

R
ﬂ’
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and to aspirgl tof high™ levels of creativity. This has been
achjeved in the past by sponsoring productions #or international
competitions, ”at}oddipg seminars, 'conferonces, workshops, and
high-level training( in 'medig. .Thuig the divisional head has

L3

succeeded in‘estuﬁlishing a strong, distinct media division which
\ . ‘. "

“is different yet pirt of curriculum development. The internal

members of EMSE see themselves as educational Stochnologists"

sﬁecigl};ing in'_distance gduchtidn as a form of teaching and
learning as well as ‘being facilitato;s' of ,sm&.l rural

technologies.
Y

The progruﬁne co-ordinators possession of systems 2 A

anti-oscillatory activities demonstrates a critical quality of’

good leadership. It is the ‘concern for people, since the staff of

" EMS repieseﬂty the most impor?&nt resource, a crucial key to a

A

. production subsygto@s, i.e.y the media specialists, exeércises

control over the final editorial programmes’ decisions prior to’

a .

transmission and publication of the learning materials. The

controller must ‘therefore design wayrs and means of motivating the

total staff of EMS. Daniel and Snowden have sﬁggeited that staff

motivation E&hld be achieved "through higher order needs such s

the needs for esteem and self-actualization.® (Diniel and

Snowdon,” 4988, p. 9)./ln order to do so; the controller needs a

m;ﬂig;_gﬂmiglg&gg}gﬁ and admipjstrative supporting services. The

services would be system~3-star ofjupoer’s* conceptual model,

o

intended " ta 1l1ook after media trginingn’and staff’s eareor

v

) Y. .
development and promotion, as  Figure 3-indicates. f&{%swcond
. - N ) ‘

Q

. s
- . - \ - P &

)
' .
Lo ns ot e ; LT

successful ¢ distance education systom.' This 'is because the'

*
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m‘thod of motivating staff is by creation df'a m€;:6:>531 cul ture
. 1 v ,

similar to that  of the Jaﬁanmse. This is Ghat‘Beer'ca[ls the

“built-in . algedonic meter, or balance to continuously way and"
“ .

measure staff feelings, and to filter for action those feelings

that .'need immediate 'gttontion throdgh (the' interpersonal

comﬁunication ch;nnoli. "The intornalfsed managerial cul;ure

sh&uld inspire the staff, to commit tgemselves to the groﬁtﬁbof

qualitative distanée edycation in Kenya by produclng high quality
4

proggammes. In short, }t‘:is being recommonded that EMS be

[}

‘Acommitfed to the concept of distance Iezpning._lt should be
' ' N ‘ * , 4

"perceived ' frbm this perspective, in contrast to a producor'of

"teaching aids". The analysis has shpwn that EMS is a distance
. ' , R .
instructional ' system, operating as a mass medium to reduce

‘educational jmbalances ‘in Kenya. As - such it npeeds . its own

managerial philosophy .to ;rovido group identit;ﬂ coherence agd_l
sonse‘rof purpo;o. Thjs is ,po;;ible°{n Kenya because the concept .
?f &nakldnal mutual'r;sponsibility, comgunity spirit and oiien&cd
family rolatlonshlps are stlll the cul tural normgﬂ The staff of
EMS céuld\Ndevise activlties that would enhancn the feelings of
belonging hto a prostlgloug distanco‘oducation organlsatrqn. The
controller, ‘mgg'g g{ visi bﬁ, codlda&ppl? }ﬁo aléedsnic me ters té .
create a dynamic and creative EMS which aspires. to excollencc in

programme productiqns .and sgaff dovolopment. Both can be highly

improvod through high level mecH a tralning. The cbntroller of the

‘media dlvi;ion has domonstrated the InstltutlonaV concern for the

. i
staff by making ‘doclsipns- which ' are basod n‘ individual

‘dif%oroncgi \anp by encouraging  staff to fulfill . thomsolcos

LY
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through participation in  training activities for
stL£=d¢g<;opment, provided that the activiti€s are congruent with
> the divisional activities.This means that the person. must
. £
understand \the distinct activities and elements whi;h‘constitute ) y

/
activities an ‘objoctivos of the team responsible for the

development an&\ production of distance educatfon learning

H

‘_m.goritith::;j/pbquibomont means that the person in question has _
an  unders ing of the components which contribute directly and

‘indirectly to the efficiency and effectiveness of EMS as a whole,
The programme‘’s co-ordinator as the team leader should accord

equal impoytanco‘ to the information provided by the various \
\

subsystems. Knowledge of this Kind reduces the tendency to ignore

~information from some components. Beer has emphasized that each

8

part is important for, it provides synergy for the whole. The
concept ‘of understanding the role: of the various essential

e¢lements which constitute EMS leads to the discussion of. another

quality of a géod leader. !

n

The person must be able to function in different areas of'
distance education. Thus, understanding is related t? the past
experiences of the programme’s co-ordin;ton in distance ;&ucatlon
related activities. Pas£ experiences in various related fields
would enable the controller of the media divisionito undgerstand
innobaéions and to support impliementation of different distance

education innoyations. More cruclal, the staff of EMS needs

\ S,

empathetic control. There is therefore a need tg understand the

e work-related problems and to reprosoni them empathetically to the
) : '
Institute’s Director as well as high-level policy makers. e
: . t : S
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It is wbrth‘noting thaf'EMS has grown tremendously during
the 'past ten years as a result of the high Ieyel miniitr!al
support and 'nurturi%g By the Institute’s dirocfor. In es<€ence,
tho' staff of the Institute have supported the media divisjon in
the intergration procos;. However, there isla need to extend
this sgpporgﬂby giving EMS and\its fystems 1 autonomy by allowing
the controller to establish the identified missing compononfs;

"which are necessary preconditions for .the viability of a distance
. . j‘ education |ys£§h as thi; study has shown., It is recommended ;hat
sy?tem 3 should cpntinué to provide the divisional leadership.
System-3- .

| Tﬁo analysis “has shown that system-3-star is a viial
subcoﬁponent of system 3. Boer‘ calls it the "ganglion". It
e ‘ purpose is to increase, system 3 variety i; that it can control

or be informed about the operations of the production subsystems

(systems 1>. The possession of system 2 anti-oscillatory

(=4

A;thuitiOS' and iystem's—3-sta? ~Qroduction resources makes it
possible for system 3 to fxerciso apparent and hidden control
. | oven\zg;ggyctioﬁ suﬁsy:ttms, i.n.,.sﬁLtom 1 of Beer’s managerial
language. Once thoqsystim-a—star activities are reorganised, they

staff of both system’s | operational actjuitios'and'production

resources will be able to interact more closely. The productjon

™ . sﬁbsritoms! ‘both radio, film ang television sections, nedéd the

' . production resources provided by the griphic design and

v

, {
engineering sections. The two distance education production
. T ‘ ' N

.§Lbsystomin ang@’ the supporting production resources should

¥

~ -
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dnderstanq the symbiotic religiénship in order to reduce conflict

between them ‘and to create " suitable working environments as

shown by Figure 6 aﬁd 7.

The resufts of tﬁo analysis showoq that-tﬁo media division

heeds a media administrator, The Institute’s chief administrative

officer should delegate iomesof his support services to EMS to

reduce

fho '!

_queueing problems. This is because the centr;ljzation of

nstitute’s adninistrative support services éncourages,

conflicts and competitions between the three divisions because of

the. scarcity of the suppart sorvicos-{seo Fiqure 2 showing the -

Institu

te’s components fashioned after: Beer’s managerial

language). It is recommended that the Institute’s admihi;tratiOo

division delegate to the media adnfnistrntqr the .follauing

£

functions and responsibilitiess

' :gho-JbB-tralning, national and international coufsei, :

. The development of the media staff in terms of

!

“training and cartor'promotions. The media administrator

should take 'on the responsibility for staff grainings‘on‘-

‘seminars, workshops., ' ~The functions of the media

Al

riiadministrator' should be - handled. by, an’ individual

~e
+

familiar “with EMS divisional needs, both for training,
© Gareer dqvo]bpmoht; and bqglotionp,,anq for tho(ngods of
.'dlgtance ;duéatrup. tho modf& administrative officer
has to be experiended in media productions in order to
. un&qr;tand tﬂfiroqu1site‘skllis and‘knowltdgp essential

| .for the production of distanc; education end-products,

&

e

~ .
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i.e., system’s_ 1 production ictivlties, if the subunit
is to serve media needs.
The media administrative officer could also be

responsible = for _the support‘ services which affect

- . A

d‘redfly the efficiency aﬁd~'tffectf;;ness"o¥ EMS
d}vision. The - ;ubuniQ‘ could plan the overall distaﬁco
education p;rsonnél requirements with reference to
‘ski?lé and; Knowledge. The ﬁosponsibility ypuid consist’
pf bal;ncjng ,ihe~ demands for programmes’ production
p;rsonncl 'roquirqmoﬁts with fei}ible supply of mqnpoweh
“for recruitment and training. This alim should be
achieved througﬁ rigorous.djscussions within the total

- manngem;nt system of the diui;ioﬁ, i.e., the five
.componont ﬁfubsystoms at’ each loycl of Eontrol. for each
iévéf of m;nagoment, the training.discu;sions shoﬁld be
between  the : media adminigtrator ;nd the leaders ;f,tho
ﬁroduction suﬁsxstems,, .V§QUltion subsystgﬁ;iresoarch
and development, ‘contﬁollor mo&ia, audience research,
graphic and desiap; éngineering sections.’

" In order to carry out the nbooé‘rosponsibility,'the
media 'adminigtrator 'w;;}d " have to: Tiase with thf
"national 'diroctorito of personnel to ensure that media ‘
personnel requirements and }ralning needs. are

+ g incorporated ‘in the "total natioral . human resources
development plans. (In Kenya, there is a ministry pﬁich
;/Lf\gg—ordinatos and regulates human resources development

o .

across the governmoht ministries. and public
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organisations.)® o . - ) -,

.This" analyst alsoc proposes that other systemha-staﬁ

activities, would be uqdersfood best if the title " ja

"

iggvices' was used. The subunit would provide internal media -

~s€ruice functions to the staff of both EMS and the Institute.

[

These ﬁduvq ‘be media services in the form of instructlonal design

and pnoduction which are. unrelated. to the distance educatlon

“

objective. function. A move of thatﬁkind would solve the problem

of media neglect revealed by the Institutional. analysis. The
¢ . ) ‘ .

ostablfskmont of this subunit would solve the managerial problem

of ~<ser0in9 internal currfculum needs .and the external
Y : ' - . ' . ’

The possession of the systom—S—star channtlxs'metasystemic

actlvitie: would enhance the offucuoncy and offectivonoss of EMS.'

The controller of tho dloisnon“would ;till continue to use the

audit channel to conduct spot-checking. . - .
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The work of sygtom‘4hjs tplprdb; into the ﬁroblomatit future,
by carrying out _research activities, formulatihg p;siiblo
solutions and . creating future technolog;os that are likely to
increaso'. the :cahpetqnco of the organisation. This is in
accordance with tﬁb function of.a system 4 as mxplain;d'in Bcer’s
Janguage .éf managﬁment, and as indicated by fidures 1, 2, 3, and
4. In business .ontofprisos, the org;ni;atioﬁs[ which fail t;ﬁ
invest in~research‘ana development find themselvés obsolote in a
period of probably twenty years. This trend is [n[ovidencc today
a8 the world ﬁatlons try to-out%perform each other in the field:
Sglcommunications’ technology. ﬂ

The futuristit activities which EMS cpqld engage in might be
concenned yiih- the ;;timal,‘usg of broadcastinh frcquoncl‘s,
lgirn%ng—toachiné styles dgployod by the media users and the

vﬁodia specialists of the Educational Média Soruico. Tho subsystem

' could Atfgmpt to create new distance—education toachingJIQAPning

styles, thereby increasing the Kknowledge about some of the -

processes which learners " and’ teachers deploy when they use
' broadcast and correspondence materials. .
Media ~ Production Research and Develcpment. The proposed

med|a prbduction research and dovo!qpmoh

lsystom‘4 would carry
out’ many  futuristic activities "in_ planni
pnbductions.“Thosp ,activjiibs Qould :prepir} the divlsion.for

i

9 an& profotypo.
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1]

future innovations and trends 'in the discipline offdistaﬁce

education. 1t is necessary to establish a. réséarch ahd

o

'dovelopment subsystem, e%pecially in distance education because

—~

teaching and learning through a broadcast instructional systeﬁ

» e

involves the deployment of complex proéessos by leprners{ the

majority of which remain unknowngp blackboxes .to educational

'researchers..bisfance educators in Kenya have to find some of the

methods which learners use when listening, viewing and.reading
broadcast .materials. The problem is heightenéd by the lack of
research in distance edﬁcation' nmbng the developing nations.

Figure 3 which is the analysis of the Institute’s curricular and

media activities indicates that African educators have accord@d

priority to curricula research and devélopment. The figure’

indicates the international groJects based in the Institute
f ' .

ca%rying out ‘currrculn and media research. Eshiwani (1983

B

. identified communlcatlon media as being one of the major research

gaps ‘in Kenyq. A dlstance oducatlon rosearch subunlt should be
implemented to  study ‘jho aforementioned research problems,
especially bgcause. &istan;e lqducftion ,was introduced into a
relatively unstudied rural-urban matrix. The ros;arch subun}t

could investigate the effects of media on the african rural and

urban child. Such studies shoufd‘cfako into cognizance the

‘learning‘ and ‘mass communication research theories. The subunit

‘could find the answers to some of .the duostions listed by the

table 2.,




246

Table 2°

Questions needin swer

W . <
[+]

. Is distance education another formgo' f convontvonal
. teaching?

"o Uhat differences exist between conventional and media’
teaching and in what ways do they affect :
-lcarning and teaching procossos?

| . Which production and edi torial styles suit best tho -
learning strles of the rural and urban
distance loarnors?
$
« What are tho lonrmng needs of a culturally—omboddod
African learner" .

+ How far do EHS progrmos match the learning needs
of the different categories of learners?’ i

: - ( ‘ .

*How far has the division attomptod to meet the
lcirmng needs for continuing, education by both the
adults , the schools drop-outs,
harambee community schools and |
poorly equipped private school 5’4’/ )

'« Can the division contr,tbutn ln/tho education &3
r for social development through the
ccmnun.icntioni tochnologr‘? '

' Further research. It may not be feasible in the near future
“for -EMS to undertake research activities involving yope of the

' ."_‘o'utl lned-fundamental'ﬂ. i ssues. However, if syitem 4 |s establ jshed,

tt could ,co—opvr)zto wi th the’ univoh"sity departments carrying out

‘appldi'ecl‘ research in education and mass ;muﬁiﬁat;dn: technology.

1t is the responsibility of EMS to interest the university staff

-

-

_in ‘distance. educatiopn research. The university has the Key

“\
-

R

:
L
b
.4
i
.
s
4
3
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ﬁ‘w///nnsearch resources in Kenya at the moment.
\_./

However, there are ffﬂstble system 4 actiultles which can.

JEUURR—
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presently be established bx EMS. - These consist of prototype_'\

developments and marketing of distance education materials

b

through publiéity and public relations activities. Although EMS

util{sos mass media for diroct.tcaching, it has ﬁot yet utilised

" the 'persuasion powers of the mcdnum. It is important to inform.-

¢

a

all Kenyans -that EMS providos a freo dfstance' education

intructlénal system for thé bonofnt of all Kenyans. EMS now

conmmunicates only with those secondary §chools which utilise

their materials., This practice ;xcludos new'schools and teichors

who may habo .wanted to &&illse distance education teachnng. A

publicity and promotions subunlt would incroaso the utillsation

level, thereby increasing tho effectiveness of EMS in terms of

raising the number of  the different target

audiences and

increasing the categories of p;}ential consumers of ‘distance

education.

The prbposal to implement marKeting activities in EMS "is not

-

a nevolutponary |dea, because the film and television ;octlon has

A

producod _documontarnei intended to inform the public and the

‘usorp about the Institute’s m;tcrigls and’ some of

o,

its activitibs.

Figure 3 shows' the role of the-~ public fiims as a system 4

function. The films "This is KIE*", "Curriculum Change", ‘Tho

Rp&io.:Losson', and "The School‘Education' provided a rare chance

]

for thq  In:titute and EMS to explain thtir activitios to tho

‘public and ggo cncourago public participation in the currlculum

and distance oducation docision—maklng process.

SRR



- potential market. The information would be usod by the section in

. . . - . . .
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"~ The responsibilitjvs of the proposed system 4 would be media

. ppoduction » - and 'debolopmeht, i.e.;: planning, prototype

productions. The subunit would also carry out auaionce research

'

activities. These_ would be markot?ng, ¢promotions. and public

relations.

4 .
Audience Research, The audience research subunit would

attempt to inform and persuade the existing andzgpteﬁtial target .

audionces'about distance education and the free béncfits prouidod

by the government through EMS. The tarﬁdt audience needs to know

we,

thm about ,the “nature of the projtctod series and thus prepare

them for the cﬁangos'fnﬁoront in tho'implementktion process., -’

The major task of the soctlon would be that of exploration

. of tho“,onuironmont to dotormine distanco oducation noods and

demands through . needs. and demands .analysis. This is crucual

»~

. because the  future of EMS will depend on how w’j! the media

N

i

. division .defines and responds to the oxlstlng ?nd potential’

: /
distance education . needs ‘and domands of the existing and.

i

proposing realistic ‘programming options in torms of 'targot

" audiences and relevant content areas .or options. The projected

options would help the media staff in making annual production

serial plans. The results and the options provided would
‘ . . - 1
therefore, .be u;od by the sy!tom; 3 and i in evolving realistic

;programming plans. This snformation is crucial, for without it,

EMS would not be sure of tho utllisatlon of its Iqarning—teaching

matoroals.— and ‘whothor or' not its end—pbbducts are based on

2
A

-~ ‘ ' N -

17 in advance what to expect from EMS, Tho ‘subunit would inform

S 4

N

»,
»
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target audience needs and demands.

[

Beer has emphasnzod that the system 4 personnel should keep
@ A

the divigi‘on aware of its objective function by continually
keeping in mind itsimain b&siniis as a distance education system,

for all categories of learners. Thus, with system 4, EMS would

4

Keep adjugﬁing ifs’prggruuning to sui't \hollgarning needs of its
environment. In order to do, so, the staéf of syst;m 4 must
‘understand the.existing and future poteﬁtial/mafkets.for distance
. education by Keéﬁing in perspective the objective function of the

“Institute’s media division. This analysis has emphasised that

wh:le P*ho objective funct{jn of EMS remain unchanged, its

operationa] activities wilT continue to re—structure themselves

to reflect_ithe ever—changing ,Jearning needs and demands for the

A
!

different cnfigoriis of oducai}on. This is #py thevcoﬁceptual bar
is needed to provide a forum for ‘discussion and~docision makKing.

1t is. not po;siblo ip the near future {6r EMSﬁto have an

-

.extensive :Hotwork-~cgﬁrying out marKeting agtlvitioi because of

o~

- v ’ ° W .
the staff and high operational costs. However, this could be

. © , .
offset by the crogtion - of friendly networks consisting of the:

\

formally=1inked organisations Tike the VOK, ministries of
agricu!turo, health, soc%&l services -and voluntary agcncits. The
:\Fmally—lnnked organisations uould be the omes carrying out mass

.educational activities using tolocuununlcations technologies as

o

[ ~ ‘* . -t
del ivery and interactive systems. *

§

The sJBunit, once implemented, may not possess requisite

sKills and knowlodge as well as fiscai‘rosourcos to. c;rry out

’,

applied’ rosoarch « Therefore ‘the subunit could create research

« :)

o

-
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networks with organisations carrying out di;tance,educatton media

research. It is thorefpre recommended that the staff of system 4

create research 1links with the University of Nairob‘aand other

‘univorsitjes carrying out similar activities. This could be done

through\formal‘mgmborship; i.e., by becoming members of the media

research associations and organisations. The friendly network

. 7 *

‘could be extended ‘to other organisations uhich—are formally

linked with EMS. These includo.broadcast organisftions, lik; the
Voice of Kenrya, teachers organisations, both professional and éﬁe
Kenya Union of teachers, curriculum implementing orﬁanii;(ion
like th; schools inspectorate and the department of aduf{
education, international o?glnisations like UNESCO, and ﬁ;dia
training qrganisations like the All African :Conforonce‘ of
Churches and the Kenya Institute of Mass Communication. All the
above named organisatiop could h;lp EMS in increasing’ ;he
existing .distance education mark;ts.. - '

‘EMSénoods to maintain international relationships with the
formally-ilinked and 'rol:;od sentfent organisatfons like thf
Commonwbalt‘ Broadcasting A:sociation, lnternat;onal Coyncil for
Distance ?ducntion,' %ho- Educational -Television Association and.
the :;sociatioﬁ for Educational Communications and‘Technology aﬁa
URﬂWﬁ.' EMS values such assoéiatiods, especially in c&rrying out

Jjoint—-co-productions. These would be in relation to the

X

production of distance education materixls ‘intended for ;%?nncing
international relations. |

Associations like URTNA, UNESCO and the Commonwealth
Brogddasting' Associations promote co-productions and

1




b

cposs—fertilksation through oithor syndicaiingdof bnégrammés'or

exchanglng of cul tural free programmos withln Afglca. In the«past

EMS has gransmi}ted- BBC oducational programmes relevant to the

Kenyan curriculum. L 5
: ) \

<

s _ ' Aside from the above, system 4~c6qld carry out research

. i A , '
_activities related to the tasks performed by EMS staff. These °

K
' would be programmo productioq@qafles ITt@ the effecte of pausing,.

sound e**ects, _and so on. The objective of the subunit would be
3

to assess the performances of the current doployod styles and ‘to

evolve better options or alternatives which can bo-pilofed in'th‘

projoctéd. future. Th%s could 'bo‘dono'}n coanction with the -

""moni toring and utilisation® subunit. »To'diétlndhish system 4

planning xctnvctles from thoso of systom 24 tho.actavutles should

be titled . ei ther o\'_ﬁyglonco chgg;b gg Re) gglgng or

*Research an v .

g L N °

<Ih¢ production ;ubsystoms of EMS habve thoycd harmonious

relationships with tho managoment .system. Tho rolatnonshnp is

/

{ relataonship has created friendly managerial ciimato which

-

b
that &although EMS doesnot have a formalisod systom 4, the
o~ - a
plnnnlng activities . wore °|tlll carriod out through what Daniel

and Snowdon have called "bottom-up formal' planning (Daniel and

Vo

Eﬁbwdon, 1980, p.é>. In Kenva, this process is called “annual-

, budgeting®. "It is the most important annual activity in terms of

professionall, less authorithtlve and infqrmal. This conducive

P

fosters  creative planning. Thoﬁ/rosults of  the analysis showed

co!l(ctlvi, particlpatory’ decision-making s}affl'activlty. The .

'aﬁnual Budgot' consiits of oliéitating detailed "praogrammes of
- 4 ® < . . R .

o - . . ’ -
'. . . Vo ,
RO S - o 0 iy - [ o= .
T N g bt ‘ s ) . D] DI R ST

\*

'



Vom0 main o

"; '.

" .

-

\—/‘;ob$b1e future state of distandé education. Thé inpu
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actlv}tiis' and sdbsoqueht total operition:lggid resource costs.
b {
This nncludes the costs of the operational actluntles of systems

1 and systomf3-star actlvitlos: graphlcs, design, publishing,

Y

of focuss ng tho offorts of the staf¥" (Danjel" tnd anwdon, 1988,
Ppb). Tho manigement of EMS has always encouraged staff to doflno
and plaq‘anqual prbductson activities so that the 7nd|y|dualslcan
: gotu for themselves pbr?ormdnco goals and obfectives. These

i .

planning actcunties of the staff of EMS should continue. Howquer,

tq;yxfoqunrorand need research Inputs of system 4 \n terms of tho

should be

. software, “hardware ' (sog‘ Figuro é). Qanio] ind.Showden have
rocbmmendod ‘jhi\g/blanninb procoss‘bocauso it 'can be a good way

. based on objective and subjective scientific data, both

. . )
qualitative (naturalistic) and experimental, |
Thus th; activlfios of sysiom.4 age crucial.iﬁ Kenya bocaﬁgo

EMS® has ﬁgrort production capabilétios apd tremendous potential

for evolving a. distance education system that could bridge the

gaps created ‘By‘ ~urbanisation, illltoracyd‘ differences in

"

langﬁagos"and dtalects, and teacher lmbalincos. The division

\
uses radio to roach mgs t of its audioncos living in both rural

Ll

 and urban” environments. The tar&%t audioncos aro'uariod in terms

.6%, qpﬁposition and cﬁaract;risgics. “For example their mother

\

tongues consists of &lfftront languagos and dialects. They liuo

in different goograghlcal regions ranging "from mountain;, plains,

.Idesorts, ‘highlands and the coast. In .order to know and fulfill

3:tﬁo ‘audiencoi(ncods‘ and domands, EMS needs a system 4. The.

A J
L

'possoqsion of ;ystom 4 would increase the offic[oﬁcy .and -

4

-~
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effectivéness of EMS, because programming would be based on

information -data dorivo& from markKet analysis about learH:F

/cattgorie#, and their demands and needs. The subsystem wou[d

4

snsure fhat_EHS is doing its business. 7

Such an important subsystem needs care and attention as

. b . ' . /\\
Beer’s managerial language Weas . pointed out, for it is the.

subsystem that giveg EMS  the capability to continuously

re-structure itself to accomodate itsel'f to the learning needs of

"all Kenyans especially in ‘distance educatien. It is therefore

':rocaunendgd that the system 4 functions.be éstablished and be

Co g : 7 ‘ - . L
nurtured by the management of EMS, the Institute, the ministries
"of education; to enable &hle staff tdﬁsonth;:::Jto-tho positive

e
:::;\h'of distance education in Kenya.and Africa. The information

generated by this component ;hould be & form of positive

/

feedback; - unrestrained by balancing of the budget sheets. R

¢

Finally, the possession Of system 4 would ensure that EMS will

coﬁtjnuo to provide these 3earn§n9 experiences by contiduoqsly
adapting itself to future :dofivory systoms*,(&ochnologicdt
. . - ° - ) .

'dovglopmints), market and contenf (distincenoducatlon) changoi in

botﬁ practico'nﬁd philosophy as an eﬁpldtionary system. -

L

1

o

: - 4 ' PRy
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Beer calls system 5 the reference point of the viable system

" conceptual “model. Possession of system 5 enables an‘oﬁganisation

" to figuratively observe , itself. The resulits of, the analysis

showed that EMS, does not have a system 39 to act as its‘rbference

point. The mass media panel could provide the media division with
‘ ' S
guidance if it fé—doiinos its objegtivos, It would be. able to -

o~

. balance ‘system 4‘s suggested innovations with systems 1%

\ production capabilities. In essence the mass media panel would

exercis managerial control’' over EMS by prrbvlhg its,fﬁture
directions. The mass media panel would be able. to make such

‘decisions because system 4 would provide information on possible

~

future optiong, their cost-effectiveness and beneflits, which the .

S, ’ ‘ y |
EMS might? gain by choosing each option. System 3 would provide

N . ¥ . :
‘data® based on current oﬁ;rational capabilities. With such

' Informatlop, the mass media panel wouid be able to formulate

broad divisional lbng—term‘ ongctiugs " and plﬁns~ based off

’Jugicious application of/ systems 3 and 4‘ information. The

decisions made would ,aftomﬁt to onhance‘tﬁo work of the media

division. It is therefore highlf recommended that the existing
* . ! ¢

‘ﬁhss media panel re—define its purpose to accoﬁodato @hp proposed

.iunctlons of a system 3. Cdrrontly, the mass media panel provides
a . forum for networking of ideas and facilities. The members of

4

the panol,‘ro media makers and users. Thls'pandl waf established

-

to encourage creation of cobrdination rolntlbnshigs between

.
[
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media users, makers, trainers, and consqltﬁnts. Wi th
re-definition of its objectives the< nmass media panel has the

cabability to provide closure Ffor the media division., It is
v

highly recommended that the mass media paw&ﬁﬁfs;umo the role of

“\closure for the media diqisidn.

he Bar
The *"Bar* in Beer’s ranguag‘ conétitutes an informal

. . ‘ i
environment where learning occurs indirectly, in a friendly and

informal atﬁosph;reL The S;r’Is the place where managers at thé
same level of management verify their un%britand(ng of new
Infor%;t[q; thhouéh cdnporsatidnttwith theif colleagues,
EMé proposed bar would ser@e the same burpéso-as the
.conventibna]' sfaffhoom where teachers seek informgéion and
fur ther lundorstanding; frop each other. Th;‘prOposed production'
rbom' would prbuido a p]aéo whore the differont catogorles ‘of
staff operating at the same level of m}nagement can meet and
share- information;: seek further ’clarlflcatlons,‘ uerify fheir
understanding of certain eroéti,n;xpress theéir emotions, seek.
- guidance ’from each 6§hor, or hav; casyal conversations. Thésg
internal discussions shguld occur between managers within Qho
same level qf"control. For example, in EMS, the members of the
'bar!. wouid be systems 1 staff (seéctional heads), system 2
(production modi;tqr, head o% evaluatlon subsystom), system 3
(controller, media diviiiﬁn), system-3-star (media adminigtrator,
flnancia{ advisor, "heads of graphic. and dos{gn, engineering,

r

media service' sections), system 4 .( production tesearch and
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markKet analysts) and pﬁobably syétem 3 staff if they are present

in. the Institute. The “bar" should ﬁr&v{de *the Jeader" or

¢ v

controller of the media . division with a place where she or he can.

‘motivate s}aff by gqenerating .positive feedback inherent in

praising, encouraging, understanding the sta¥f. The staff bf EMS

who are creative people need to understand themselyes and their .

oporaéional activities so that they can exorclso‘botterlodgtoriai
control over tholéo’ préduct}ons. 'Th}s is solf—estéom *;F
‘selffdttuallzation, which exists only when the st;ff accept
'feedb;ck genoéated by themselves, system 2 and systom 4 staff.
Positive feedb;ck‘is tsscntial,¥oratﬁe'staff of EMS because their

activities -are creative, very demanding of an individual‘s gut

feelings, and full of stro;s and omotlons. The staff of the EMS.

’ should . find for thomselvos a 'bar‘, a igarning place where they

can give and accopt pdsitivo an& negat]ve'informition or just

simply relax. The bar would provide the media division with an

ehvironment where the division can Know itself for it is only

then that the Sdivigiod can- bé ;bLe to tontpol 1nd'mgko qhofces

. about its future role ihl~provlding efficient and effective

‘'distance education.

1

The vnriotr channcls ane omboddod wlthin tho naturo of the

various activities carried out by a vlablo systom, They are.

Lntertw}ned; dynamic and “in & stato of 4lux. Table .Indiqato:x

.somc of the crucial varlety channo)s 'which should be maintained

1

v ' . ..
- . 3 . .
- . . '
. . . * Lt *
- . - ' . .
. . .o . . P “
' . . . )
.
. v ‘
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.and nur tured. ‘ ' ]
‘ [ » B . <
L T‘b' " 3. ». . : o \
: EMS variety channels: organizations, activities and processes., = .
’ . e o ey ——— ———— ,
Variety amplifying channels’ . P
: . Voice. of Ken ‘ . '.'air‘waues ‘
. Systems | L " . Highly synchronized notes: R
-~ : . S hlgh production quality, ’
: - i.e., studio and publishing YT
 « Clearly wr!tten print materials .
SRR . Wwell thoubht out production T
styles, o ’ o ' Lo
o . g . __— 1.0, content dclivery, p:c:ng,. o
L ’ . pausing etc. "
. , .'high quality ro-codlng, fe@oy
T A - ’ . o recejver sets, teachers,
: i Co models of learners
- xte n " " . the schools inspectorate e .
System 2 S c utilisation 'subunit through' ‘ _ 5
W e e S ... o in-service training of ysers . L
‘.. .System 3 ¢ . good leadership.and - s .
X e - v oL Judicious use of the bar T
] . fa . . . . . ! . A . R " Ca
L System 4 “\\\’ . ' " " . audience research e o -
A Co A ‘ ' " & prototype development . . A
:: ' N LT s 4‘ ‘ P ' ' : I;'*
Sretem 3 . - .« approval of plans .. 3

J
e

The Bar seet " o iInformal learning channels .
" I, o :

o . ~-" : .Variety attenuating channels ‘ B S

— - 1 . v -
’ L . . p (Y . N

co. s Systems ) BERE //&\"m pre-testing data .. o 2
; . Sratem 2 o l{. monitoring results . B 2@
- T . utilisation data = . v o 5
év . : ' : . ' .. evaluation data . . S b
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Audiences ' I .. audience reports
Formal learners - ' . user reports. )
e e e e et e e o e m e i ————

’ The effect of the"infprmatlon carried by fhe_variety

- iftthuating and ampiifying channels depends - on' the re—coding
procqsées, because §nformition'unuergoesvchangh.whon 1t cﬁgéseﬁ‘
boundaries as a result of translation by the re-coding prdcesses.

The ro—coding processes refer to the encoding and decoding of

infomation‘ signals by receptors and transmitter,. Beer- - has
} ‘ . ‘ .

cmphasized that the information carriedfbr the bqriety,amplifying

~and attenuating channels is as 'goéd as the translators which
encode and decode gj, It is recommended that fhe medla dfvisibn
imploment‘ some of - the uariety channols to inform tho divuslon

&
about - the state of its re-coders, guch as the lnformation wh(th

‘the proposod'systom é and sfstem 4 varijety chaﬁnols would provide
as inaicated in the table 5. EMS does not .have coﬁtrol over the
learners ‘roftqdlng'proccsscs. It Is therefore iﬁportant that EMS:
have systems 2‘ aﬁdﬁ 4 so that distance education can fashioh-

itself to suit the Ioarnjng—t’?&hlng stylos dcployod by the

-

«Jusors; ~when they interpret, process and lntorna!ise content,

ombodded in media-both print and electronic.
Altornativcly, system ‘4 rosenﬂch nctivitlos could find moans,

and ways of toachlng Icarno#s how to transduce contont delivered
”

at a distance through media. This would moan,gvololng'now'and.

creative study methods and stnatoglos,;wﬁcthgr critical viewing,

e

lllsttning' skills or other innovations. The important criteria is

v

.- o A o ez ey oot " i
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increasing - the ledels of. content. interpretation . and

-

. understanding. This woufd"in;rease the eff&@tiveness of EMS in

terms of. learning gains.
L [
i-

Algedonic meters, filters and loowhk . - .-
| Beer has “emphasized the role of. the interpersonal

: relatipnshiﬁs \which L he c¢alls algedonic meters, j.e., tﬁe scale

|

]
/

{

f@r measuring’ staff. ovqﬁt ffglipgs, and,'éolationships. ‘The

¢  algedonic filters are the methods Jsgd \by‘the management to I
.communicate Inkormallr yitﬁ étaff;'The algedon{c signals are fhe'
channels for \ communicating information Trequiring Iimmediate
attention., 1t !s ‘cruc;al for thp'mantgomonf'to-ibprociato and
understand the\\ taik be}ng pe;fqrmod b} staff and tﬁe 5
lcorresponding pressures of'the,workload. The managers of EﬂS-can_ |
only deploy the algedonic meter when they understand staff. .

\

Uﬁderstanding cﬁoato&x a climate which bilan;os interperionar A 1‘§'

hconfiicts, disconéont;} qi;s;tiSfactlons by . application of‘thi
pain lqnd' ploisuri bch#vioura]._;yndromc. The managgrs,of EMS -
should understand the stafif and thereafter dopld} the requisite
interpersonal skills in consonance with tho_Aindjvlddal

. Q|fforoncps. °

N _ : ' . i
'Thg analrsis has shown'that the #unctloﬁq of the resource’ o
and \lbﬂary sections should boléiuon a division platform. This is
‘because’ the activities' of the . two sections. are not

‘productlon-ofionted. They are, rather, information/data~oriented.
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’

The , activities of both sections are vi;b1e ;iﬁce they can exist
distinctly either as a learning résource- centre. or library
service. Thi’ two sections should'flnd a way of co—oxisting’as
one thle since theiﬁ activities are related and they‘tend to

6veﬁlap in thelr present form. The functions which ovorlap have

o been elicited in the analysis of the media division. Some of them
'(—“*\@Qfx

, . pﬁovision of multiémodia library services.

. lending of learning and teaching matoriala both prlnt
and non-print.

. . relationship’ betwoon the two sections and primary
teachcrs colleges. A o \ \

. 1itqraturo searches for the staff of the Institﬁte.
" e tracing, ﬁetriodihg aﬁd dissemination of information.
. distribution of print mnterials to the formal

epvironment. . , :

: L ’ o It Cf:x recommended that the actlﬁitios of thqxrosburfe'and
E v -

oL ln;tltute, _as shown by the Institute’s mapping of Figure 2. The

; ‘ division couild re-—design itself » to reflect .the 'lngtitute’s

activities at th? soct}onal level. For example, there could bg a

subsystem in charge of the'centraj'flbraﬁ§; EMS print materials,

ﬁudio"ipd,vldoo cassettes tapes, films aﬁd,iapn/slidos, creation

;, o 'Qdf foafnlng resource cells in collogos! schools and other crucial

region .€luitor,“ fﬁa?nlng of the _managers and initiators of

. :liarnlng resource “confros, . and ;reatlon ‘of dissemination

ndtuorks}f 1.t is rocommondod fhat the actlultios 6§ thi twb

sections be combined and nurturod for thoy arc not. di::lmllar.

T, e Tyt o ay s e, ety -
.
/

L o library sections be combined to form another division ‘of the
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CHAPTER SIX’

The analysis has shown that-the controllingf;ubsystom of EMS

banagomont' structure lacks cruciai controlling components. These

. afe, the &ompononts rélated' to its defined 6bJoctiv§ function,

&

B oporatiue boundarios of EMS. Thus, tho results of this study haoo.

i

iee, distnnce education, which, . in turn ;hbuid' define the
" \ v

questioned the ofiiclency and effectiveness %g the current media

division becauib of th&- identified. .missing and dysfunctlonal

_components. It i's thoro{oro highly rocommondod that the internal

omombofs - of EMS dlscus; 'the rocommondatlons and -solutions

cpntainid in this study and comclup with interim lmplqmqntatlon ’

)

plans;

In - suggeséing changes, the study has seriously taken into

‘cénsidiratioﬁvltho ‘Ianoﬁagp used to frame -the main. issues. For

“;;;mplo, how . well \will"tht internal members.of EMS and other
'd(;tanco education manage lntorprot the suggostod improvomont;,
" gnat ‘how exbllcitly' has. the -1anguage communicltod to ,the,

.poljcy;makoFs ith{ ‘manaﬁorial needs of EMS both ff@dal and human

e g A .
. SR o
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resources’ requ?rombﬁtp. Several figurog,. diagrams used to

amplify . understanding by reducing the use of cybernetic,

technical language, and explicating -the minagoment processes,

problems and possible solutions of the management system of EMS

by use of. nceptual * visual mappings of the viable distance
- ¢m°fge , S c

education managoment’ system, see Figures 6, 7, 8, 9, and 10.

These figures and tables 1, 2, and 3 have been used to increase

understanding through creative visuvalization schemata.

1

EMS wlfh’a managerial structure whiéh‘js evolutionary rather than

-revolutionary: an evolutionary system that is adaptive, and

. e , . '
respondg fléxibly, re-structuring itselif to meet the broad and

specific ‘expectations, needs ihd demands of its target audiences.

[y

Y

insert Figure ? and 10 about\here

\

Figure " 9 is ‘a conceptual abstraction of the Jor component

an adaptive -manadgmont system. It s a, conteptual mosaic

management system of the Educ'altlor.\ql Media Servic

figure is bas‘d on the conécpfs of a uiabio,srstom model proposed

by Beer’s -manqgoriil Ilﬁgungdm The 'conceptual mosaic is

recommended “as a sprfng‘har& for ' furtﬁor' discussions, This .

" approach recognizes the .lhbortgnco of staff discussions in the

'lmpiomqntation' process -. of any change, I|.e., participatory

déclﬁlon—maklﬁg. If. implombnti&, the manigomoﬂt struftuho will

\

’ . g

Sans T IR aadr s 14 g h T B et 2 A
:

h Bgsgmm;nﬂi;lgngL‘Tho préposed management system will provide

i
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v
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incrggso learning qain; becatse It has been designed to respond
to the internal managerial needs of its members and the external

needs of its varied users, thereby, increasing the, internal

e

e

effjcionc?i and effectéveness of EMS. 'The proposed managemont
structure is expected increase (quantltatluoly) tho numbor of

learners and usersj to improve the quhPlty of instruction and to

extend 'the educational oppbrtunitios' to new markets and-new

R /
consumers, thereby, /:::Reaiing the effectiveness bf distance
| . '

-

teaching in Kenya. The management structure would be a§lo to do

1]

s0 because it has been dosigﬁ}d to keop”the‘media division in
continuous *conversations® or interactions with its varied

environment.
L4 ’ i a : =
EME8 management structuro would be -able to interact with its

"

environment because it would possoss a built ln monitoring and

H

evaluation subsystem that would supply it with analytlcal data

. M 4
about the environment’s loarning ‘and utilisagion ‘problems. The '

ext;rnal EMS-inspectorate interface would-provide data from an
}xtornal perspective. This data ’would.sybplement the internal

"data :0f the evaluation- subsystems, i.e., from both the media

specialists and the monitéring and utilisation dﬁbuh!t. The

information provided by system 4 activities, audience research,

) media production research and qovolbpmont} wduld ko;p EMS aware

of its 'main business. - This awareness ,would Keep' the media

division on-line with its objective function, thus enabling the

division to continuously fashion |itself, to meet the consumer

o

<

needs and expectations, Snd to open new markets for distance
. [} N -

‘education. This would make EMS a more creftive organisation,

3 . h N /

' . o v
v - - an v .
e e e e e = o m e M o Co b e
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e

Evolvipgf its ﬁ$ructure and creating knowledge, both subJectidb'.

<

researéh and development activities cerried out,b{ system 4 would

enable thed manegement structure to Kvep its mein business and 7

objectives in perspeetive, and to adapt itself to future distance

e#ucqtion neesds, dehends, practices (methods), and fechnologiqal

v - ~ ’ . »
" changes in communications,, particularly regerdin& delivery
. . ¥ '
)
> methods. It is -therefore crucial that EMS and other distance
education menagemeht systems Qpcorﬁarete within themselves,;

" built-in system 4‘s plann{ﬁb¥ research,\end ﬁhb@;ting activities,

' N ‘
. iﬁisnd; ystem 2’s rqulsi}e comgarators who would moni tér, compare,

communicate the observed and analysed discrepancies
ro . “

"

gheeugh feedback_end other attenuating channels to .the management

vy .
‘measure * and
1 -

;&%sistems Y of‘ distance edUCetqu.“This could ,be achieved by -
lncorporating %he’ eforementioﬁed ggtteﬁuating «and eqplifying "
? ,~components {into the }desigp’ of - dist nce education mnnegemeni
fsfnuclures} ~ o ? - - : . . B
‘ Thjs study' has recdmmended ihat the mass media peneli i .
. “re~de¥jee some«‘of its ogjecéives so that it can duide\thelmedla “ v,

division in 'carrying out future distance educetioﬁ’adtloities,
R . v " : '

innovations and,'sérutlonsﬁ/whfch are based on tested and proven

obtions and 9:I£Jrnetrves by system 4 function, i.e., planning,

'prototype Hevelopmentaﬁmer&et reseerch and publicltﬁﬁt

~

ﬁpe possession .of .an  “ex) ernel~envlronmentel interface” .
wo t . "
~wodlq,-enable EM8 to percelve its ectiultles from an externel b,
' (. : N
perspectlge, beceuse the lnspectorete uould perform - the role of
o) ,
a system’s observer. Thls would make the nedle\dlvlslon an ‘pen K -
., . \ (.‘; . P " . e’ I \ "‘
. o o e &, %
: i ey - e Ea RN \ X / -
. 1 T T S = Yo N
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system, absorbing the:dynamic, varied .enerqgy emanating from it; ‘
environment. This would enrich EMS, saving the division from
reaching a state of ‘}}&hor pathological death or becoming ?
sed f-reproducing management syastem. A system is said to have ///)
resached its ﬁ;tholoaical state if it exiets to serve itself.,and -

. toﬂ reproduce itself, i.e., it exists to serve it;elf and not to ’ {
fulfill ;ome of the objectives for which it was established. In a
-sensé, it is a closed system - a system which has closed

’ ' communication with its environments. A .

Beer’s clioni-gonsultaﬁt managerial language emphasizes the

NESR

importance of the flow of information within and be tween the five
cgmponont'/gystoms of the concoptull viable gsystem model. The

/proposod cﬁinges demonstrated by Figure ¢ and 10 have emphasised

this aspect of gho .viable system model, for the model is a
ldarning system based on the flow of information for the
dﬁision—@aklng process. Thq information gained changes the state

¥ . the manigeMenﬁ:sFrgéﬁuro,'thus, making it a learning systoml

- 1]

i " The proposed changes, if adapted, will balance and enhance the ,g

T ) - v Y R
flaw, of information within the managomnnt‘ system because

~ b <

<,&ﬂ1brmation f1ow I's central to the concept of a system’s #

viability, as explicated by Beer (Beqy, 1972; 1981 1979). Tho

\Ynfbrmatlon flow will enhance the decision“making process since T

ﬁ‘n(gori{l décisioni;find subsequent “actions will be based on ‘
sound and prov06 kpéﬁlodgo, Boih objective qnd subjective. The ‘ %
external interface and the internal oqalua\}op subsystem would i
'bothlA provlhg gjsubjoét[vc data based on field naturalistic

observations and.interviews. The system 4 functiciPwould pr9):ldo A

, - ) . ‘ * A N -
L o | o /‘/5%‘ | - . .
‘ Jt . : R o ) . ‘ , . . v '

3 -
.
t . ‘ .
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\

ros;arch data based on okploratlpn.o¥ distance education future
state throubh the activities of: production prototype development
. : _}\

subunit,.marketing research, publicity, and planning.

\

While emphasizing sound Iinformation signals, Beer also

o

"places impor tance on "gut feelings". Often, managers haue to make

decisions based on their gut feelings, "I-We féel it s right';
B "

especially when making risky, futuristic deciséons without data.

s e <

In such cases, the manigomopt stcoss becomes one of forecasting

and managing the future.

Limitations. This Canalyst recognisos the fact that the

toach}ng-ioann{ng environment will always have undifferentiated

and unintirgrntoz\wbroportios due . to the existence of complex

} v:fiotr, éspecially in the field of educationj and significantly,

4

. when tryiﬁg to Qnﬁersttnd the learning _process with its
multiplfcity of 'b1ackboxe§'z Educational research has vet to
come up &ith distance education theoretical fr;mework upon which
educators _can best ‘fashlpn . media to learners’. cognitive,
/affeckivo‘ ;nd psychomotoﬁ dqmains‘ m, 1952) in terms of

listening, interpreting, storing, retrieving, romcmboring, and

forgetting. Therefore, tgg/’modol of the™viable system does not

claip to solve all the managérial problems of oﬁganlsatlons. It.

L) 9 o

attempts ° howslver, to reduce the complex variety. Hence,
throughout the study, some of the management limitations were

Kept . in mind. This analysis rocognigod the fact that at the

“ .

~ B \ v
macro—-ievel, organisations resist intor;:l %anagoment changes

because changes are” perceived as threats to the security,

existence and survival of the members of the organizations.

U SN

e
i
-
¥
e
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Organisations are thre;teﬁ'a because changes qugstion the
organisations” compoience. It is thcrefore’natural‘and lpgical
for }h; orgagisit}dns to resist internal chaﬁgos which threaten
the. syrvival ‘of their long-establ i shed management systemg. In
cognizance of the above, it is prudent and r;tional to suggest
gentle Ehanges at firast. Once some changes have been impiémonted,
the accrued Bonefits brbught by an. efficient and effective EMS

-

‘'will force the management to implement the crucial changes.
- . ) Py
‘The next limitation is related to the human models and the

varied viewpoints Lcontained in the minds of the staff who

constitute the managomenf‘systoms.'Humin models generate complog
'uarlety, hopce, they will always fntofpret "and understand
differently the suggested pos;iblo solutions. Beer has e@phasi;;d
this aspect of variety reduction by Qho human mind. He ;Egues,'lk

¥

*it will readily be seen that observers In different

grandstands will offer quite different accounts of the

same events, not only because each model of those events

will be wuniquely perverted, but also 'boc#uso the

" parallelism be tween . iots and trajectories has no -

I

underlying sausatory uxplanatioﬁ.' (Beer, 1982, p.10).

I
Therefore, management systems 1ike EMS’s will always live
with stress because the staff who constitute the management
system ‘s ¢6peratlonai aétlvitios and the target environments

\ Lusers) will always be tur“'ont, drnamic and in a state of:fldx.

"+ For example, the staff may bocom#kﬁorrlod about the maﬁagnmont

b . !
. -, - , [§
. ' . .
.

4
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system’s high control of their operational activities through the

work of system 2 and 4. Others may fail to cope with the "bar" as

a result of personality and sex differences: the sensitive, the

-shy, the iﬁiroverts, etc. Hence there will always be differences
. because management systems constitute social organisations which

"will always exhibit qualities like competition and disagreements

based on .eitﬁer sentient groups’ or individual‘s philosophy.
.\ * . 2

There are therefore limitations boyond which social systems_ can

not be regulated and guided by the managemen.t syg}ems. This is

the degree of freedoﬁ and choice. Hence, the porcoivodi‘

organisations’ realities will always be based on the conceptual
models contained in the heads of the Intongal and oxtognal

observers \Qf the 'system,'thoroby delimiting the organisation’s

AY

range of possible options and alternatives. Beer hls.pointed out

the danger ,when he said, "We fail to solve problems that are
couched in torﬁs.of the very catogori;s whlcﬁ havewi1rogdy proven
useless as parameto;s ~of ;zcognizabli soiufions.' (Beer, 1982,
p.15). Howovor; this state will change ‘as  more managerial
research elicits requisit% management design gtructuﬁos which

L 4

take ‘into consideration the critical factors and aspects

4 v

: conxalned in this study, and when problems are approachod‘from a

whélistic systemit vléwpofht.

If correct information is gathered and applied, a reduction.

of fears, ' insecurities and anxieties about the' competence,

1

purpose and status of the mpnagcmont'syltoms will rosult..Thig is

true .. because declsions will be based on pfovon Knowl edge
‘ i

'suppllod by systems 2 and‘4:as well as internalised gut feelings:

v : \ . ‘ ’
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" that. *things are right". The continuous and cqpsthnt training of

the internal members of EMS wil) increase their qffiqienqy,

thereby 'reducing fears and worries related to the hanagorlal

competence and change. Training is a prerequisite for management
R N

succesg at all levels. This includes mentor-relationships, on-job

<

training, courses, seminars, an&‘workshops. This is why the study
has recommended that the training function be embodied within the

system-3-star activitioq. It was highly recommendod that the

~

training function shouldl be undertaken by staff with work®

experience in both .radio and fiim/television production
‘ o

»

activities.

’

o3
Thus the results of this study are limited in the sense that

they are derived from a conceptual, Eational analysis of the:

" management syitom of EMS. The study has been undertaken from an

internal perspectivet porsonal, and therefore subject to.variety
reduction ‘w}th. the main argument of this study. On the other
V‘\ N .

hand, the ratibna] analysis is augmented-b{ the analyst’s past

experiences as a secondary school teacher (an EMS environment), a

national examiner (the environment’s measuring component), a

media specialist (radio section’s operational activities), and as

>

the current "head" of thi educational radio broadcast[ng in Kenya

(management unit of EMS system 1). .

[}

While the  study is° subject to the aforementioned

. ¥ o
limitations, it value is increased by |ts. utilisation of a
powerful concoptuil too) of analysis, diagnosis lnd'lmprovohonta
' ) . o
i.e., the 1language and process of Beer’s descriptive viable

system mode. The Iideas praposod by Beer have been augmented by

4 . - . l
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‘managerial kKnowledge . contained in the reviewed managgment
literature about broadcasting and distance education. Thus, the
sugQgested possible solutions and innovations %or the fmprovemqnt‘
of .EMS have been drawn®*from a broad cnoss-section of managem;nt
research and oxporioncos,‘ and have been derived from tire
'oxperionces of broadé&sting and distanie education managers as
. they constantly attombt'to'solvo and cope wifh Qiried hanagomen(
p;pblems. Thege are the probleﬁs &hich are unique to th:
Man;gbmont syitom: of odﬁcational broidcasﬁing aﬁd"distance
‘t;achinélorganisations like EMS. -

This study hag aomonstraﬁod fhe analytical'bougr of Beer’s
rmanage;i;l language. In utilising if, the an;lyst.has been given
frooé%*n to ihconporate -maﬁagcmont aqd programme eualugtioﬁ
thooriq;. The ‘1anguage embodies within ‘}tiflf, the lnvariiﬁt

‘gxstemic theoretital concepts: that it pog;fssoi because it is
sgstu\natic in terms of arganization (from system 1 to )
systom{c, and coherent in terms of the ' relationships,

‘Q'teractions of the; ive> component’ systems, and client-consul tant
conuorsations u;hlﬁl‘lmit the .analysis ’t’o’ specific mpofinod

bouﬁgariis. | For exampli, it is not dogmatic in terms of rules
and procedures, Implying that “this s "the answer®. It is.a:

&

creative Jlanguage giulng the analyst and th¢ client freedom
< .

within the theoretical framework of conversational theory to come

--up with answers as toi “what is® the main business of the
, .

organisationy what is the system doingj phor; Is the variety; and

d
<

so forth. Therefore the duesflons assisted tho‘ analyst in

analysing, {gpmulatlng. and suggesting possible solutions of the

-

'
. B
. ‘ b
. . VA

r‘-
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N PR
stated managerial problem,. in terms of what this system déing and
what 'ft is supposed to be doing. The discrepancies conéfitutod
ﬂ . ’ ' .
the problem. Once the problem is understood and specified, then

it can be solved by the client. The client and analyst are

" therefore given freedom to make decisions on the critica) aspects’

and components’ of the management system. But they qpé also

- constrained bec;usé they have to operate within the concep tual

framework of the "defined" concepts constituting the management

t

language. This study has demonstrated the fact: that:Beor's

language of management strives to bo;crcatlve, universal and

‘cul ture-free.

From the results of thislgtudy, it is evident that Beer’
mgﬁageria] language has provided managers at all levels of
control with a powdrful conceptual 'tbol fbnv ;nalysing the
management systems at different levels: abstract, concrete,
macro, ;nd mfcro wi thin the thcqretical framogng of
conversational thgory and General é;stoms theory. The continuum
for ahalysis is infinite on both ends’honco the Timit of this
study 'tp ‘thrgo levels of management. The five subsylgomi of the
viable s};t;m modil, systems 1, 2, 3, 4 and S, have Ainnitg
characteristics and distinct boundaries. These chacaétoristi;;

*

demand that the analyst operate within their bgundaries. Hence,

the tool embodies within itself the ino;riant concepts, that the’
managerial language has proposed for analyslilng,'ovaluating and
controlling .complex variety. The tool, therefore participates in
the 'analysls, diagnosis ﬁnd sypthosis process in terms of

deriving possible solutions or options. Bgir‘s language and the
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“

resul tant descriptive conceptual model does not offer solufions.‘
Ritﬁer it focus the user tofmake'a complete map of the system.

‘Having done s&, the problems become morehguideﬁt, whith is the

most critical and difficult task. The client is then given the

- ‘ ~ . . . .
freedom to make the final implementation decisions.

Qonc!ugign,’ This analysis has presumed that EMS is a
distance toachingylearning system. This objective function
defined the management -boundaries of EMS in terms of what its

°

mainp business: is; A1l the combonents which were judged to be

+ outside the dofih&d aystem’s boundary were considere& to be

'dysfunctional. From this standpoint, the activities of the

resource and library sections were considered to be outside the

boundaries. established by - the 'objoctiuo function of the me@ia

division, i.e., the main business of EMS. The provision of

education througﬁ the capabilities of the mass communications

technology was Jjudged to be the main business of EMS, All other

activities existed to sorchthis objective function. The analysis
recognized 'the‘ fact fhit fhp concept of a learning resource
centre was central to the facilitation procoss‘ of distance
teaching. However, they were not in themselves considered to be
the main business of EMS because distance education in Kenya is

much more than the provision of learning resources. The concept

of distinéo education ‘implies a structured , controlling,

t;aching/lcnrnlng system, while the concept of a learning

resource centre implies fhi\\fontrnlizntion of learning materials

at matro or micro levels.
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In concluding,
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‘this study has shown that the Educntionalﬂ

Medla Soruice lacks important and crucial compononts which’ define

the hgcosgary and sufficient

a

expressed by Beer’s Iinguagniof management.
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