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MANAGEMENT OF EDUCATIONAL REFORMS

I, Introduct ion

This paper attempts to suggest an analytical framework which can be used
in the study of educational reforms and innovations in general, and change in
particular. It does not claim to be comprehensive but a-ims at giving some
highlights on the many issues relative to educational reforms- In particular,

it attempts to:

(a) define and distinguish reform from innovation, change and improvement

(b) examine the emphasis placed on ^reform" rather than "improvement"

(c) analyse what elements of the system should be changed

(d) examine the mechanisms and processes for educational reform

(e) consider the idea of change in education in general

(f) examine the personnel involved in education reform.

These are but a few of the many issues one may consider in the discussion
of educational reforms. Others may take a different approach, but it is hoped
that what follows here under will provoke enough questions for discussion.

Ii„ Attempt at Definitions and Distinctions

According to Webster's Dictionary, a definition of reform gives one the
connotation of "making something better, correcting or introducing improvement

in somenthing". Therefore, reform of education could be.considered as^an

effort to change education in the direction of some desired end/Toal with the

aim of making it better•

On the other hand, educational innovation could be broadly defined as a
dynamic policy, a programme, a project, a method, a technique, a pattern or a.

design formulated, planned, devised, created or invented touring about change
in the educational policy, programme, structure, and operation in a given
system of education so that it (i) meets the changing needs of the individual
and of society; and (ii) increases the efficiency of the various resources it
employs in the performance of its tasks. In this regard, innovation xs often
purposeful and deliberate in character because it is meant to bring about change
of some sort or kind in the system of education thereby enabling the system to

function adequately.

As regards change, it may be 3aid that to some, change may signify improve-
• ment, while to others it may denote a lessening of education quality. Yet

quality in education may be determined ir part by the identification of needs and
goals and also by the resource inputs into education. However, if there is
systematic planning, there are better chances of achieving the educational goals
•set. Thus, improvement in education is very much tied to the philosophical and

educational assumptions extent in the original goals so seta
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In view of the foregoing analyses, definitions/descriptions, it is now possible

to bring a distinction or relationship between change and improvement on the one

hand and innovation on the other. Innovation may be taken to mean change in

a situation where invention, research, application of new techniques and modifica

tion of educational practices:, related to increase in productivity of the education

al process, all play a part. In this regard, any improvement in practice is not

necessarily an innovation, nor is any change in the educational activity. It is not

therefore proper to accord the term innovation; unless for abuse of terms; for any

activity done in the name of leform such as the transfer of well tried practices,

propagaticnof elementary techniques;partial overhaul of administrative procedures;

progressive adaptation of certain teaching methods and contents etc. may not

necessarily be innovation!

It should therefore be emphasized that reform is a general term covering

three concepts; change, improvement and innovation. Any planned activity in one

of these three areas can generally pass for a reform; although action in this regard

often takes one of the two directions:

(i) internal reforms and continual improvement of existing educational

systems. These fall mainly in the areas of change and improvement;

(ii) innovations and search for alternatives andfresh resources for

education development.

With this distinction at hand, it is necessary to examine why emphasis is

placed on reform rather than improvement.

III. Why Reform and Not Improvement of Education System

From the point of view of this discussion, improvement is to reform what

assessment is to evaluation i.e. a narrower concept of the generic term*

Therefore in this discussion, great emphasis is placed on reform rather than

improvement since the former encompasses the latter in the general analysis of

qualitative development of education.

In this section therefore, attention will be focused on reasons as to the

necessity for education reforms;how such reforms are brought about; and what is

considered as important in introducing educational reforms.

Educational reforms are necessary as a means of: (i) correcting abuses in

the educational system; (ii) enhancing the system's internal and external

efficiency; (iii) improving the effectiveness of the system; (iv) reforming the

policy making process of the system; (v) an effort to accommodate new groups and

divergent opinion and (vi) to reformulate educational aims, goals and objectives.

Given those reasons for introducing reforms, it must be emphasized that

educational reforms should not be undertaken in piecemeal fashion i.e. without

the concept of the totality of the goals and modes of the educational process.
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To introduce reforms one must have a vision of all the components parts

of the whole system. Even then, in developing and reforming educational

institutions and methods it is necessary to take account of the means and
techniques which would enable us to improve the existing modes, institutions
and systems as well as find fresh alternatives to education development.

At this point we can look at the origins of educational reforms from two

angles. One point of view is that three kinds of situation may trigger reforms

in education viz:

(a) Reforms may be introduced out of concern to remedy certain defects
and inadequacies in the way an education system functions so as to bring the

necessary experiences to light. Many of these defects may be regarded as
growth problems or a consequence of objective socio-economic disorders. Those

disorders and defects are symptoms of internal malfunctioning within an

educational system and one would need to identify and analyse them so that
they can be corrected. Often therefore self criticisms of the functioning of
the education system help reformers and educators to work out new ideas for

the improvement of education.

(b) Reforms may originate from factors exterior to the system itself
i.e. influential factors such as scientific discoveries and research findings

which often suggest and provide new ways to perfect educational practice.

(c) Reforms may originate from the internal stimuli within the education

system itself because of the systems inertia and concern for renewal,

modernization and improvement. This is so because education is a man-made

living institution, a social undertaking and one designed and-developed by

people determined to see it succeed. As such it is wide open to new ideas and

self-improvement and development.

From another angle, reforms could originate from very diverse ideas,

criticisms and protest movements or from revolutionary or radical concern for

the development of education. Four major trends of such reforms may be analysed:

(i) Educational reforms may simply consist of reforming and

reorganizing existing educational structures and then modernizing

teaching methods, without actually the attendant structural

changes on the socio-economic level. These kinds of reform

have taken place in many countries at the initiative of public
authorities, central government educators/educationists,

scientific bodies or education decision makers;

(ii) Educational reforms may be the result of social and political

upheavals leading to profound structural changes in education

so as to affect the student base access to education at the

various levels, curricula review and development;the training

of teachers, teaching methods;the development, provision and

supply of instructional materials and equipment, the complement

arity of formal and non-formal education; the development of
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productive work/activities in education etc. Indeed existing

political structures and ideologies have been instrumented to

a number of educational reforms in Africa such as the introduction

of political ideology in schoolsj

(iii) Reforms may be the result of radical movements i.e. the proponents

of de-institutionalizing education and de-schooling society.

Often many radicals have planted their ideas in young intellectuals

to effect changes in the way education is run and developed.

Hence the many problems countries have with students wanting

changes in the way education is managed and organized; and

(iv) Reforms may be generated by the dissent and discontent of users.

Employers may react strongly to school learners and graduates for

lack of appropriate knowledge, skills and attitudes for engagement

in economic activities. Parents and socity in general may be

unhappy with the attitudes and behaviours of school children and for

lack of preparedness in productive activities. Students themselves

may be frustrated, dissatisfied and bored with the education

received; also there may be disaffection and lack of enthusiasm

among students who feel that the education being received is

antiquated and in need of reform. These will trigger changes.

In effect then, educational reforms will be concerned with issues of

quantitative expansion of education, the quantitative aspects of education; the

diversification of structures of educational systems and the mddernization of

content and methods. These concerns are there irrespective of the origins of

reforms.

It should be emphasized at this point therefore that improvement entails making

better what already exists, repairing and refining what is in existence; whereas

reform involves and entails some kind of fundamental changes in the system under

consideration. From this analysis, it may be said that all reforms, major or
minor; internal or innovative, may be the result, consequence and effects of:

(a) the desire to bring education closer to the needs and life of the

community and fulfil individual aspirations more effectively;

(b) the determination to integrate educational establishments, especially

those of higher learning, into the community and define the role industry,

business and higher learning institutions should play in the development of

technical, managerial, technological, entrepreneurial, and financial skills and

capabilities for workers, technicians and other personnel ar.d cadres;

(c) educational projects to create tighter bonds between local communities

and primary education, and the establishment of closer relations between industry,

research institutions and universities;
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(d) restructuring educational systems so as break dependence on and

imitation of the metropolitan countries both in terms of curricula and

practices, laying more emphasis on productive education, use of local

resources and instructional materials;

(e) elimination of the complex causes of school wastage and formulate

strategies and programmes to rehabilitate failures and school leavers for gainful

and productive employment5

(f) the harmonious development of all elements in the educational process

- knowledge, skills and attitudes as well as considerations of emotional and

personality problems and cultural development so as to produce a whole man who is

creative and imaginative;

(g) the introduction of sciences of life into all kinds of education and

the inclusion of basic appropriate technology courses into primary and secondary

school curricula and adult education programme;

(h) effective utilization of human resources, residential and instructional

facilities to cater for increased intake and the enhanced democratization of

education;

(i) production of textbooks and the improvement of instructional materials;

(j) complementing formal education with non-formal education

so that individuals learn while working, and work while learning;

(k) altering the balance between general education and technical-vocational

education in favour of the latter;

(1) introduction of polyvalent education with emphasis on scientific natural

and social sciences and technological disciplines; and greater co-operation and

collaboration between the world of work and the world of learning, and between

industries and institutions of higher1 learning» Such polyvalent education at all

levels should be able to equip individuals with knowledge, skills and attitudes

so as to be able to fund for themselves, be self-reliant and be able to explore

and exploit the vast mineral and natural resources of the region; and to

(m) paying greater attention to the use of the mother tongue and the

increasing use of mass media for educational purposes;

(n) recognising the existence of individual differences in physical and

mental abilities and intensifying efforts to cater for those with mental and

physical disabilities.

The foregoing educational reform indicators call for the establishment and

implementation of programme of large scale development of human resources. Such

programmes, however, should take note of the high rate of population growth, the

growing level of unemployment and under-eimioyment, the shortage of different types

and levels of trained manpower, the high level of adult illiteracy,, the deficiencies

in educational system and the lack of co-ordinated policies and programmes of

manpower training, and the funding of training at both national and regional levels.

Account should also be taken of the need to strengthen existing regional and

subregional institutions for co-operation and collaboration in human resource

development in an attempt to become self-sufficient and self-reliant;
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and where necessary the creation of new institutions should be speedied.

Account should also be given to the need for gearing the development of science

and technology to the changing circumstances and economic conditions of the

African region.

Do current educational systems and practices in Africa render themselves

amenable to these articulated strategies and reforms? How good are schools

and colleges in imparting the kind of knowledge needed by society and type of

skills required for the exploration and exploitation of natural resources and

receptive attitudes for worth5 self-reliance and self-fulfilment? What

methodologies, techniques and instructional materials are schools and colleges

using in imparting the required knowledge and skills? Where, how and by whom

are such moral qualities as co-operation, perseverance3 abilities for

creativity, production of goods and services, creative work attitudes and

self-reliance and self-sufficiency to be attained and nurtured?

With these questions in mind, we may round up the discussion on improvements

and reforms by saying that internal reforms i.e. concern for the improvement

in the internal efficiency of xhe system cannot be separated from the search

for alternatives of existing education practices i.e. the search for

fundamental changes in education^ the reforms or innovations themselves.

Internal reforms or improvements in education may be effective enough as to make

it possible for decision makers to postpone radical measures or reforms which

produce fundamental changes later on, In essence9 therefore the capacity and

ability to effect improvements in an educational system is a sign of a vitality

in a system and proof that such a system may be able to undergo fundamental

changes in the name of major educational reforms. Therefore improvements in

education can serve as good pointers to the success of major reforms.

With this in mip.d- twp may now examine vhat should be changed in an education

system either in trie implementation of internal reforms or in the search for

innovative approaches to education de~jlopment,-

IV. What Should be Changed

For these interested who are interested in explaining events or issues in

terms of theoriesa it may be said that theories regarding reforms in education

could be classified into two viz; the equilibrium and conflict paradigms. The

equilibrium theory suggests that change occurs in order to bring about stability

to harmonize social order. Secondly the conflict theory postulates that change is

brought about because of dissatisfaction expressed by a number of people. In

this regard, change per se demands collective action and cultural revitalization.

A. Compelling forces of change

Even before one can think of the elements of the education system which can

be changed, there are a number of compelling forces which are cumulatively

responsible for the profound educational changes in society. These forces

may be demographic, scientific# economic, social and political. They are

analyzed here in terms of the demand which they make for a radical mutation

of the form and content of education.
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(I) The pressure of numbers

The rapid growth of population receives more attention from

the authorities and educational planners than other factors.

They are concerned with the provision of instructional facilities,

building more schools providing more teachers, and more financial

support. Authorities must also take into account of changes in

subject matter and instruction required by a more variegated as

well as a more numerous clientelle. What needs to be emphasized

is that the challenge is not just one of providing facilities

to accommodate the greater number of school age children; rather

it is one of adjusting the education the system provides to

reflect, in its content and method) the full spectrum of the

needs, interests and abilities of the entire community or society.

(ii) The Expansion of knowledge

This represents the most dramatic of all the forces in

education to-day particularly in mathematics and the sciences.

A major factor in our intellectual and social operation has been

the influence of research in the expansion of knowledge.

Research findings and decisions based upon them have led to

profound changes in organizational structures, administration

educational technologys training of teachers, teaching methods,

culture content, subject matter the development of education etc.

In essence therefore the development of knowledge through research

and its incorporation in the education process ensure teaching

through research as an effective instrument for the development of

education.

(iii) The expanding role of education in socio-economic life of a

society

As an institution created and nurtured by society, education

should be responsive to the social and economic needs of the

people in society. In this regard, schools should equip their

outputs with the right knowledge, skills and attitudes if they are

to be considered, worthwhile institutions,. In fact, criticisms

labelled against educational systems for their irrelevance and

lack of responsiveness to societal demands/needs, .often lead to

profound changes in education.

(iv) Scientific and technological pressures

Science and technology have had a lot to do with a lot of

changes taking place in school: curricular changes, methods of

teaching, expanding education to rural areas through distance

teaching approaches; training of teachers, equipment and materials

used in schools are but a few of the many aspects of education often

affected by science and technology, Indeed scientific and

technological changes have consequences not only for the content

of what is taught in schools but also for the attitudes and habits

which education should develop.
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(v) Social demand for education

The rising demand for education in many African countries

has become one of the most important factors in modern education

policy. Arguments are often heard that every individual has

the right to education, and therefore both local and central

governments should provide education to as many people as

possible. As a result a lot of attention has been focused on

the socio-cultural bias of curricula, methods of teaching

selection procedures of students, examination etc. to ensure that

the greater number of individuals benefit from participation in

education.

With compelling forces of change it may now become

necessary to examine the components an education system which

are often the focus of change.

B. Components of an Education System Amenable to Change

There are a number of areas or main components of a system of

education which are often the focus of education reforms. In essence

three kinds of change exist viz: (a) changes in people; (b) changes

in programmes and processes and (c) changes in institutions and

organizations.

(a) Changes in people

A lot of criticisms have been levelled against education

as being highly conservative - the educators, administrators,

teachers, planners supervisors etc, do not easily accept change

in education. Therefore what should be changed first, are the

people themselves in terms of:

- the way they see and propagate change; take policy decisions

relative to change and their commitment to educational reforms;

- methods and techniques for implementing reforms;

- pre-service and in-service training for teachers and other

education personnel in relation to planned reforms;

- knowledge, skills and attitudes of teachers and other education

personnel for implementing reforms;

- the community and society1s attitude to change;

- flow of information both horizontally and to vertically among

teachers, administrators, educators, students and the community

and between all these;

- research inclinations and the use of research findings for

decision making; and
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- their willingness to take part in reforms, be put of the

reform mechanism and process and foster change.

(b) Changes in programmes or processes

Apart from people changing and taking part in change, other

elements of the education system which should be changed are;

- content of education i.e. the subject matter bearing in mind

the balance between the arts, sciences and humanities and

between theory and practice;

- course offerings in terms of their suitability to equipping

learners with knowledge, skills and attitude, for a

productive life;

- the methods of education i.e. technology and approach used in

effecting a meaningful learning/teaching of the subject-matter

teaching aids and audio-visual techniques, method of

presentation arrangement of learning/teaching sequences etc.

- education programmes and activities which are good in equipping

learners with knowledge, skills and attitudes for a productive

life;

- instructional facilities, materials and equipment, textbooks

etc. in line with the reforms, changes or improvements

introduced;

- assessment and evaluation procedures for evaluating

performance and expected outcomes including changes in

measuring and testing instruments etc.

(c) Changes in institutions and organization

Elements to be changed in respect of institutions, administra

tion, and organization are:

- structure of education i.e. the way the educational system is

organized and arranged to achieve the set of individual and

societal goals of education i.e. how effective the educational

structure is in fulfilling education goals;

- the administrative3 organizational and management process of

day-to-day decision making process in management co-ordination,

supervision, examination and planning of the school system.

It is important to know at what level these operations take

place when introducing reforms in education;

-channels of communications and flow of information i.e. how

much information has been supplied to education sector -

teachers, pupils, supervisors, inspectors and the community in

connexion with the reforms being introduced;
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- the linkage of education with society, industry and the world

of work. Many changes introduced in education e.g. the length of

courses; the balance and scope in curriculum content; what

subjects to be taught etc. do greatly affect society, industry

and the world of work. Educational reforms should take note of

this;

- administration of examinations;selection of students to

institutions including teacher training;recruitment and conditions

of service for teachers and education personnels etc.

- research . and evaluation aspects of education - how it is

organized and sponsored by education administrators.

Although the elements or components of education appear simple and

straight forward in changing them, to effect education reforms, there are

both specific and major barriers/factors inhibiting educational reforms.

Some of these factors are examined below.

C. Specific and Major Barrier Factors

The foregoing analysis has indicated the elements in the system which

are amenable to change; but these elements may not be easily changed

because of some specific barriers ranging from geographic, historic,

economic, procedural, personal, socio-cultural to political. Geographic

barriers include long distances, slow transport and isolation which often

affect the distribution of school supplies, general school imfiormation

and inspection of schools. Historic barriers include inherited colonial

forms of curricula textbooks and examination, structures of education;

and traditions opposing innovation eg. not allowing or encouraging girls

to be at school. Colonial education has proved to be inappropriate to

the needs of many African countries,

A third barrier is economic which may be explained in terms of

inadequacy of the level of financial support contributed by a country

for the implementation of educational reforms. To this should be added

the fact that inflation, an economic phenomenon, can throw original cost

estimates for the implementation of reforms completely out, making it

very difficult for the country to proceed with reform programmes.

Fourth aspect3 is procedural when for instance materials for the

project may not be delivered on time1 or externally financed educational

reforms often have strings attached such as getting equipment from the

donor country which may lead to a lot of delays. Within this barrier

also, there may not be enough co-ordination of activities of the people

in different roles and hence the unnecessary delays.

A fifth barrier may be described as personal in that reforms may

fail because there were insufficient rewards, incentives for those who were

implementing the programmes and hence they could only give luke-warm support.
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A sixth barrier may be purely socio-cultural arising out of conflicts
among ideologies about change and why things should change in the proposed

direction. Lastly, political barriers inhibit change caused by lack of

good communication with political leaders at both national and local

levels•

In terms of the three lements which ought to be changed i.e. the

people1 the programmes/processt and institutions/organization, we can

identify six barriers factors to change:

(i) Underestimating the change process

Poor co-ordination of activities, lack of connexion to

political leaders; confusion and inadequate planning; lack

of understanding and appreciation of the forces of change

do constitute a serious barrier to the change process;

(ii) Personality conflict and motivation

Lack of understanding others9 lack of enthusiasm;

rigidity, no openness to changes and insufficient personal

rewards for teachers and education personnel, may hinder

reform implementation;

(iii) Underdevelopment

Adherence to colonial structures of education,

curricula, examinations and other colonial vestiges materials

and equipment delays, slow transport, long distances,

inflation external debts, problems of foreign exchange all

inhibit change.

(iv) Financial problems

Often reforms are delayed or not undertaken at all for

lack of financial support both from within or without; or

as a result of serious deteriorating socio-economic

conditions in the country concerned. To this should be

added the ever-increasing debts and foreign exchange problems

which continue to plague the continent.

(v) Opposition from key groups

Ruling elites and pressure groups, conflicting

ideologies, slow implementation, objections from teachePs

students or parents; all are factors which hinder change.

(vi) Poor social relations

Problems may arise between team members and others and

there may be lack of harmony within the project.

Perhaps what should be emphasized here is that reform

cum innovation, is a problem of system change and system

building which must start with a thorough appreciation of

the existing connextions and the existing basis for social

cohesion and organization. We can effectively operate the
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the elements amenable to change if we have a clear understanding

of the barrier factors to change. This then brings us to the

issues connected with mechanisms and processes of change.

V. The Mechanisms and Processes for Educational Reforms

F' ^™
Education systems cannot be changed easily. Suit since the objective is to

■tr'oduce some kind of change in the system, it i% always i iportant to take into

_;fccount three major factors for innovation:

A. Major Factors

(i) The characteristics of the school system, ^ntended_ to be change^.
This ensures that account is" taken of the perceptions of all T}p—e

who are concerned - teachers, parents, pupils, administrators,

planners and policy-makers. A number of subsystems make up the
education system1 and therefore a change in one of them will
undoubtedly affect the others e.g. a change in primary school
programmes will have effects on secondary school inputs etc.

Since education systems tend to be very conservative, the tendency

is to graft new ideas on to old stock rather than change or start

something new. In spite of this, it is important to study the
characteristics of the system and then proceed to introduce the

changes/innovation.

(ii) Characteristics of the social context

Since educational systems are not the sole determinants of education

outcomes, societies tend to manipulate these stimuli. At the same

time, education is closely tied to the structures of employment,

privilege through certification etc. Thus schooling tends to

reinforce those structures and in turn the structures restrain the

system from changing.

There are external factors which must be taken into account before

changing the school. Oftern, reforms and innovations must present

themselves at the bar of public opinion, and should constitute part

of the information to teachers, students parents, the local and

national community. In this regard it is important to ensure that

reforms are cautiously undertaken upon careful study and understanding

of society and the cultural context of the school.

(iii) The characteristics of innovation

Objectives must be clear and in line with other priorities. What is

important is that a reform or innovation must be understood by

teachers, education personnel, students administrators etc. Unless

it is fully supported by all these, it may not succeed.
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In effect any changes proposed must signal some significant

advantages and not merely marginal ones. At the same time, any

change proposals should not be loaded upon change because too much

in a hurry will not produce the required effects. Central to

innovation and reform is that they should be supported by

fundamental research and action as the former involves long term

studies on broad and basic question.

With this analysis of the characteristics of the system, what then

are the mechanics or operational strategy of a reform or an innovation.

These are then analysed below.

B, The Mechanics and Operational Strategies of a Reform/Innovation

Reform mechanisms could be looked at as models for active innovation

in which case four such models may be analysed viz: imposition, conviction

participation, and interaction. The first three assume that reforms are

often introduced from the top of the education system.

(a) Imposition Model

This is mandatory as it assumes that an order issued from the

top ranks must be carried out by those of lower ranks. Often obedience

is induced by rewards outside the organization. This model is not
very effective because orders transmitted from the top downwards

are subject to reinterpretation; and also because the lower ranks

may not execute the reform activities effectively if their interests

are not catered for.

<b) The Conviction Model

This is more intellectual in that the top issues orders which are

accompanied by its motivation, or an attempt is made to bring the

reform implementors in line with intentions of those at the top.

When this happens, reforms are subject to discussion or criticism
and may lead to confusion or delay the implementation of the reforms.

Hence decision makers tend to revert to the imposition model.

(c) The Participation Model

This implies that the top authorities make a proposal for

innovation on which interested parties are requested to debate or

discuss and express their views to ensure that an agreement is
reached. This then ensures that the executors of the programme

become part of the innovation and therefore are held responsible

for its successful implementation. However this model has its own

fault in that it assumes that proposals for reforms often come from

the top and the lower echelons only Rave the benefit of discussion

on what comes from the top. And any views from below threatening

the security of the top will be quickly eliminated.
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(d) The Interaction Model

This assumes that innovation and reform capacities are not

necessarily the prerogative of the few people at the top, but that

they are spread out throughout the system/organization.

The interaction model sets a number of preconditions to the

system which include:

- encouragement by the top for the lower echelons to raise

new ideas,

- open channels of communication within each sector and

between sectors and allow free flow of information;

- allow for decentralization and some degree of autonomy in

each sector;

- contract with outside sources and allowing for exchange of

ideas and information;

- there should be heterogeneity of personnel, idealistic and

pragmatic, radical and intellectual etc.;

- a fact finding approach without prejudices and preconceptions

etc.

C. Mechanisms in a Less Organized System

In a less organized system, the mechanisms can be looked at rather

differently by examining the stages viz: innovation, iffusion and

acceptance including awareness, evaluation and trial.

(*) Invention which is not detached from acceptance, but that a

new idea gets discussed unitl it is shown to be useful

(ii) Diffusion - implies acceptance by diffusers who control the lines

of communication. Diffusion is a technique by itself i.e. of

directing reform or innovation to those who will use it or

benefit from it.

(iii) Acceptance is the input of the new device into a social unit.

It has to be studied at the level of those who control large

social units; institutions, schools, teachers the public and

the community. The stages of acceptance of a reform include:

(1) awareness of a new possibility as a prerequisite to all

acceptance;

(2) evaluation of the new proposal which is often spontaneous;and

(3) trial as a natural step and a provisional acceptance
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D. Major Strategies in the Management of Educational Reforms

Three strategies have often been used in the introduction and
management of educational reform viz:

(a) Power"-coercive strategy

This strategy is used in a highly centralized educational system

Decisions in such a system are taken at a very high level and
channelled downwards through the bureaucratic hierarchy. People
are only told of what has to be done and they have no say in this
matter e.g., the introduction of productive work in Zambia is a
case in point or the abolition of modern Mathematics in Malawi and

Nigeria.

(b) Rational-emperical strategy

The rationale for this trategy lies in the fact that the capacity
for introducing changes in education is present at all levels of the
educational system. It works on the basis that men are rational and
will accept the change and act in accordance with self interest,
but the authorities encourage creative groups and individuals and

a two-day communication channel.

(c) Normative re-educative strategy

In this strategy the first step is to re-educate staff through
training progedures. Modifications are made to pre-service training

of teachers in-service training courses are mounted to acquaint
teachers with the changes envisaged in the syllabus, new methodologies,

the new roles and new relationships to be fostered in the school
system. In this way, all those engaged in the educative process

are kept aware of what is going on and of what to do.

E. Conditions for the Success of Administrative Reforms

Administrative Reform must be a part of the overall policies of the
government. It must be carefully planned, taking into account the necessary
investment and all the resources and facilities it should have in order
to achieve its objectives, including the organization and its location
authority and responsibility, the rules and procedures to carry it out.
It should, moreover, be a continuing activity if lasting benefits are to

be derived from it.

Requiring special mention is the need for having people with
experience and training in management service work. They should have an
open mind for new ideas and an infectious enthusiasm for simplifying and
improving ways of doing things. They should have a passion for anonymity
and possessed of the highest integrity and an attitude of humility
based on a proper appreciation of their role as advisors, technicians
and service men. Such people must have tact, sound judgement, patience,

abundant common sense, and avoe all they must be persistent and have
curiosity and enthusiasm, otherwise they will not last the day.
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There is no doubt that encouragement and positive support of the

managementteam and understanding and co-operation of all public

servants are basic to the success of the programme. This can take

several and varied forms such as the creation of a district/regional

administrative programmes.

Overall development requires not only the initial consent of the

government but also continuing and purposeful attention at the highest

political level. Indeed, a high standard of leadership, sustained and

continuing attention, and sizeable commitment in terms of men, money,

materials, and machines - in fact all the human energies and other

resources of the country are required. The Head of Government,

Ministries, Heads of agencies should take an enlightened interest and

give vigorous support for the effort. In addition, the senior staff

of the career service should stimulate the formulation and implementation

of improvement measures and train their subordinates in the varue and

proper use of new or modern proceduress techniques, and practices.
Hence, leadership is equally demanded of the political leaders and the

senior officials of the civil service.

F. Processes for Educational Reform

The processes of reform can be considered simultaneously in five

somewhat different ways:

(1) As a sequence of events overtime beginning with the first recognition

of the need for and the possibility of change and ending with the

complete installation and acceptance of that change;

(2) As a set of people and institutions who are tied together in some

way as the creators, planners, decision-makers, implementors and

users of the reform or innovation;

"(3) A series of transformations of ideas and resources into materials

practices, institutions and actions;

(4) A problem-solving sequence in which needs are recognized and defined

as problems and in which solutions are subsequently discovered and
applied to those needs, leading to their satisfaction; and

(5) A temporary system which is (a) composed of many integrated

elements, a system which has (b) recongizable input, through put

and output sub-processes, a system (c) composed of people and

institutions, organized usually on a temporary basis, to get the

task done, and finally (d) a system of functions and actions

interrelated to solve problems around a focal need area.

In view of the foregoing, therefore, the process of reform may be

studied and examined in terms of: (a) planning; (b) development;

(c) experiment; (d) evaluation; and revision and (e) diffusion and

dissemination. These processes of reform and innovation are often

shapod and influenced by internal and external factors of the system such

as research, administration, finance, interest groups, attitude,

information and the degree of communication within and outside the system.
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The fact that reforms may be imposed as per the first model

described above, and that some reforms are abruptly introduced
make it difficult for reform processes to be followed logically and
in sequence. So one may have to look at the elements of a theory of

reform process ie.

(i) that reform process is a system within a system i.e. education
as a system within society as a system. Thus reforms in
education are primarily for the benefit of society as a whole;

(ii) within the larger system, society there exists sub-systems
within a syb-system e,g, non-formal and formal education

subsystems all being developed for the venefit of society

and the individual; and

(iii) third, an innovation or reform project becomes a system

within a system for the specific purpose of improving some

aspects of education*

It is therefore important to recognize at all times the
inter dependence of these three levels of a system in successful

reforms,

VI. Change in Education

In earlier sections of this paper, it was pointed out that refornrmay not

always be viewed as being synonymous with improvement because^for one

reason, educational programmes may adjust without people precisely

understanding the change process or without extensive planning, and
secondly, because educational alterations occurring accidentally or

randomly may not be improvement at all. In this regard, random change,
also called natural change places the quality of educational programming
on a chance basis regarding effectiveness in education. Here we are

concerned with change in education as a system, and we shall also

examine change typologies relative to education.

Education is a system and therefore, system change is any

educational event or action which alteri the level of completeness

or equilibrium in education. It may be action which moves toward
equilibrium or it may be one which threatens it. It may lead to growth
or decay; it may build or destroy the system; it could do any one of

these: changes in education can be identified in terms of their

sources:

(a) Change from new input_s_

Actions which come from outside the system or even within

the system np.y trigger change in education. For instance,

the introduction of now educational technology in the system;

the introduction of new people into the system, the
introduction-of new people into the system, external examination
boards etc. Outsiders are often perceived as potential

invaders and destroyers, and henca the deep-rooted conservatism

in education and the move towards change.
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(b) Change caused by the continuous failure to achieve internal

equilibrium i.e. the system - completing change process;

(c) System development which is more oriented to basic changes in the

process and configuration of the system as it develops as a

functional entity;

(^ Systems decay - changes occur as a result of the decaying of the

components of the systen ecg. death of key personnel,

delapidation of infrastructure, equipment and facilities etc.

(e) Output depletion ■- disequilibrium in the system may be caused

by high staff turnover, resignations, brain drain, importation of

staff and equipment from outside the country/region etc. Many

countries continue to lose skilled and well-trained education

personnel and this has led to serious changes in education

development.

(f) Fusion with other systems Changes in education may arise out of

realigning theory with practicea or making education productive

i.e. through the introduction of productive activities in education

or the introduction of linkage relationship between education

and industry*

(g) Innovation - This may simply be a deliberate effort directed

towards the significant improvement of the system

As Types of Change

The sources of change tend to influence the type of change i.e.

change typology, to expect. Therefore9 depending on the source, one

may have planned change which entails mutual goal setting by involved

parties. This is quite different from Random or Natural change which

places the quality of education and programmes on a chance basis

regarding their effectiveness.

Another aspect of change in education is coercion when one group

or party determines educational goals without consulting other parties.

There there is interactional change in education characterized by mutual

goal and objectives setting and a fairly equal power distribution among

groups. Then again, there is Emulative Change which is often enacted

or encouraged via identification with the supervirs or those with greater

status in the system* Then there is Creative Change which occurs from

the anticipation of needs, present and future etc.

B, How They Occur

All these changes occur in education because we are more concerned

with growth than the decay of the system through one of the following -

expansion/growthj multiplication; strengthening; balancing-, differentiation;

integration or recombination.
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Expansion involving change in education simply means that growth

should take place without any changes in structure or function.

e.g. double shift may be introduced into the system thereby increasing

school enrolment, but without any change to education structure.

Multiplication suggests merely that more elements are added to the

system without changing basic structures or simply creating sub-systems

identical to those already in existence, e.g. the creation of pre-school

education by government will not necessarily alter school structures'

or the addition of streams to schools.

Strengthening as a change in education simply means reinforcement or

solidification or elements, structures or functions which already exist

without changing the overall structure. For instance a government may

decide to change a teacher training programme from two to three years to

improve in teacher preparedness for teaching.

Balancing as a change in education calls for "filling in" the gaps,

making up for inequalities or disjunctures between one sub-system and

another or one programme and another, e.g. re-adjusting or regulating

primary education to reflect the needs of secondary education.

Differentiation - change involving differentiation is the purposive

division of elements in which they come to play complementary rather than

duplicative functions in the service of the larger system. For instance

change may occur in the emphasis and priority accorded to formal and

non-formal education as complementary sub-systems of the larger system;

or between technical and general secondary education.

Change arising out of 3T»te«rr?i*ion ?iunifies the building and strengthening

of connexions between elements or sub-systems or sub-structures within

the system. This is an important form of growth for innovative

approaches to education development.

Finally, change involving recombination may signify a complete change in

goals, functions or structures of the system. It is a mixture of

integration and differentiation.

Inspite of all these changes taking place in education, there are those

who resist change because they reject the person advancing the change

proposals. Others feel very uncomfortable with the prospect of change1

or such change signals more work for them; or that it is an admission

that what is happening is of poor quality. Others simply do not

understand what the proposed change is about. With these reasons in

mind, we shall examine the personnel involved in education reforms.
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VII. Personnel Involved in Education Reforms

In the foregoing sections of this paper, analysis has been made of

ref6rms, change, improvement and innovation in terms of definition and

delineation of these concepts; what should be changed in an education

system, and the mechanisms and processes of change. This section then

concentrates on those people involved in change. For this purpose, we

distinguish six categories viz: initiators, planners, developers,

implementors, evaluators and beneficiaries.

(a) Initiators

These are the people who initiate change or reforms by whatever

method of change they want things to happen. Initiators can be an

individual a small party or a large group of mixed interests, e&.

- Politicians such as the head of state, minister of education etc.

who introduce a reform by imposition, coercion, interaction

or other means

- Senior administrators and policy makers, decision makers -

such as the permanent secretary/secretary foreeducation, the

chief education officer etc., who initiate reforms in

education through various methods

- Pressure and interest groups and the community who want certain

changes made in aducation and hence they will initiate action/

machinery for changes to be made.

- Researchers/academics who through their findings find that

certain changes were being made to education programmes and

activities.

(b) Planners

In some countries, these may not be quite different from the

initiators especially where there is planned change. Planners can

formulate programmes and activities for the improvement of certain

elements in education. In this case, reform or change planners

include:

- Educational planners who through effective planning introduce

cerain changes in the system e.g. school location, class sizes

etc.

- Curriculum planners and developers who introduce changes in

content, learning experiences and instructional materials used

- Administrators and proprietors responsible for policy decisions

management and organization of schools, selection and

appointment procedures etc. Through well calculated and

deliberate action, they introduce all kinds of change
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- Reformers per se people whose task is to introduce changes in

a system,

(c) Developers

People initiate reform or change ideas, and these have to be

translated into programmes or activities and this is a role played

by developers e.g.

- manusriipt writers, authors of pupils textbooks and teachers

guides

- producers of equipment and instructional materials

- people involved in constructing and developing instructional

facilities

- developers of human resources e«gB trainers, supervisors etc.

(d) Implementors

This constitutes the majority of those who are engaged in the

implementation of reforms

- administrators who must ensure that policies, rules and

regulations regarding reforms are carried out as stipulated*

- managers and supervisors to check on the implementation of the

reforms

- local and national community who should help with the implementation

of programme activities

- teachers whose role is not only central but must be fully engaged

and committed to the proposed reforms1 because without

their involvement reforms are bound to fail

- pupils/students for whom many of the reforms are intended and as

such they must be part and parcel of the implementation process

- distributors and suppliers of textbooks, equipment and

instructional materials

- education, support staff and other education personnel who should

supply information, keep active coimmmication, educate both

teachers, pupils and the community, and in some cases give support

to the programmes/activities

- those involved in the provision of staff, finance and other

supplies for programme implementation.

^e^ Evaluators

Whatever reforms take place, they should be subject to evaluation.

Therefore, another group of people involved in reforms are evaluators

who include in education:
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- system's evaluators

- project and programme evaluators

- assessors of expected outcomes of education

- all those involved in checking the quality of education

received following the reforms.

(f) Maintenance and monitoring personnel

In education, change activities particularly in curriculum

involve - development, implementation, maintenance and evaluation.

In this regard, there must be personnel to ensure that the reforms

which have been implemented are maintained and do not slacken or

decayo Apart from maintaining reforms which have been implemented,

it is important to have such reforms monitored. Hence both

maintenance and monitoring personnel and staff must be involved

in reforms,

(g) Change beneficiaries

Beneficiaries get involved in reforms by giving their opinions

on the external effectiveness of implemented programmes, projects

etc. in terms of knowledge and skills gained by the outputs of the

system i.e. the impact of the social benefits of a systemfs reform

are felt by beneficiaries: industry, society, community individuals,

employers etc.

VIII. Conclusion

We conclude this presentation by asking a few questions which are not

exhaustive of the subject discussed:

1. Effective plannerss administrators, managers, educators and

curriculum specialist interpret their tasks as largely change tasks. How

do they do so? What factors do they have to take into account?

2. How may planned educational change be made to happen?

3. Who (agency, institution, organization or person) should be made

responsible for making the planned change happen?

i+. What criteria should be used for determining which changes should

be planned for?

5. What are the probable consequences of allowing educational change

to happen rather than making planned educational change happen?

These are a few of the questions which should be considered.


