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ABSTRACT 

This thesis ha s two main aims : firs t ,  to demonst rate how a particular 

social theory , S t ruc ture-Func tionalism , can be adapted for the purpose 

of inves tigat ing the prob lems and proces ses of organisat iona l evolut ion ; 

and second , to doc ument and to analyse the crea tion and evolution of 

New Zealand ' s  f i r s t  Community Co llege . The work of Talco t t  Parsons is 

taken as the theoret ical founda tion for th is documenta tion and analys is. 

The thes is is divided into two main pa.r ts . The first  dea ls w i th 

theory and method wh ile the second par t presents the findings o f  a case 

s tudy focuss ing on the Hawke ' s  Bay Community Col lege . The f ind ings from 

the case s tudy suggest that the Hawke ' s  Bay Community Co l lege , rather 

than becoming a rad ical ly new -type of educational organisation , was 

evolving as a variant of an exis t ing organisa tional form , namely, the 

sma l l  technical ins titute .  The the s is conc ludes with an exp lana tion 

o f  this evolu tionary pattern and discus s ion o f  theore tical and me thod­

ologi cal conclusions . 
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THEORY AND METHOD 
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Int roduc tion 

Part o ne of  the thes is d ea l s  with the theo ret ical f ramewo rk and 

t h e  metho dology of th e thesis in three Chap t er s . Chap t er one discusses 

the reasons fo r selec t ing S t ructure Funct iona l ism as the theoret ical 

framewo rk of the thesis and indicates the dir ec t ion in wh ich it is 

t o  be appl ied . Chapter two modifies and operat ionalises the theo ry 

s o  that it can b e  used t o  inves t igate an organisation ' s  evolutio n .  

Chapter three outl ines the research metho d  for the s tudy and .. 

explains how i t  was used t o  co l l ec t  data . 



CHAPTER ONE - THEORETICAL FRAMEWORK 

Preamble 

In the hi story of  t he develo pment of  soc ial theory very little 

a t t ent ion has b een focussed on the c r eatio n  and evolution of  new 

types o f  o rganisatio n .  D espite Max Weber ' s  ( 1 94 6 )  pioneer ing work in 

this fiel d ,  and despite  comparat ively rare case studies such as 

Sel znick ' s  ( 1 94 9 )  research on the Te nnessee Val l ey Autho r it y  and , mor e  

r ec ently , Smith and Keith ' s  ( 19 7 1 )  invest igation into the building 

o f  a somewha t unique elementary school ,  most  theoretical and empirical 

wor k  has conc entrated on understanding the s t ructure and func t ion o f  

establ ished soc ial organisations . There , the interest has typically 

fallen on two organisat ional conditions : -

( i )  t h e  conditions under which an organisa tion will 

survive , grow and prosper (March , 1 9 6 5 , p . xiii ) , o r  

(ii )  how size , hierarchy , technology and o ther rela t ed fac tors 

a f fect individu al condu ct and human relations ( Merton, 1968 ) .  

Because social theo r ists  have concentrated on such problems 

and correspond ingly have neglec t ed his torical and evolut ionary 

appl ications , social theory itself has suffered . As well , the mistaken 

impressio n  has been crea ted that while  extant soc ial theo ry is goo d  

for invest igat ing exis t ing organisatio ns , it  i s  o f  l i t t l e  u s e  in 

understanding the dis t inc t ive problems and pro c esses exper ienced in the 

crea tion and evolut ion of new o nes . As a result the usefulness o f  

any such theo ry remains undemons tra ted and a variety o f  significant 

soc ial phenomena are left  unexplained . 

Aims o f  the Study 

In response to th is situa t ion ,  the present study has a dual a im :  

first , to d emo nstrate how a par t icular soc ial theory , Struc ture­

Functionalism ,  can be adapted for the purpo se o f  inves t iga t ing the 

problems and processes of organisa t ional evolut ion , and second , to 

apply this adapted theory , in th e pro cess documenting and analysing 

the crea t ion and evolut ion of a type of educat ional organisa t ion,  

new to New Zealand - the Community Col lege . These two aims a re 

3 
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int er-dependent . They are d iscussed separately below, however , in 

o rder to clarify the sense in which the Community Coll ege can b e  said 

to  have evolved , and to prepare the ground for explaining why S truc ture­

Functio n theory is a particularly appropria t e  conceptual framework 

within which to understand organisationa l  formation and d evelopment . 

The Evolution Concept 

The reason fo r studying the first New Zealand Community College 

is tha t as a new ent i ty and a new type , it  represented an attempt at 

innova tion based on a spec ific new concept of tertiary educ at ion . At 

the same t ime this part icular Community College evolved out of an exist ­

ing organisat ional framework and acco rdingly incorpora ted well es tab ­

l ished ideas about  the na ture o f  tert iary education.  It is in  this 

s ense that the Community College can be said to  have evo lved . 

Predic tably , the concept o f  evolution is employed in the s tudy in 

a specific sense that needs comment . It  dif f ers in meaning from the 

systemat ically developed na tural science explanation of the survival 

and ex tinction o f  animal and vegetabl e spec ies . Fo r ins tanc e ,  as it 

is used here it inco rporates (as natural sc ience evolut ionary theory 

does no t )  the conc epts of int ent ion and purpo se . Human purpo ses , a ims 

and inten t ions thus are taken as causa tive factors influencing 

an  organisation ' s  creatio n ,  and subsequently af fect ing its growth and 

d evelopment . Purposes , a ims and intent ions in their turn imply 

commitment and a c t ion ,  a d irec t ion fo r and an anticipat ion o f  the 

futur e .  

It  is  self evident that whe ther any spec ific new organisa tion 

grows and develops is  prob lema t ical . As an individual ins tance or 

a s  a spec ies it could die out for any one of a number of internal 

and ex ternal reasons . On the o ther hand it is also possib le that as 

a spec ies it wo uld no t be allowed to d ie out when this for various 

reasons , serves ano ther , perhaps even inc idental purpose . 

Educational organisa tions t end more  than other kinds o f  

o rganisat ion t o  exemplify the lat ter principl e .  Once they are 

crea ted and become part of an edu ca tion system they are 

virtually gua rant eed survival . Wi th the Community Co llege, as 

with mos t  educat ion organisat ions tha t  have preceded i t ,  the po ints 

a t  issue then are no t wh ether the Co llege wil l d ie out ( i . e .  fail to 



survive)  or b ecome extinc t in the Darwinian sense ,  but how, if  at all , 

the Community Col l ege becomes distinguishab le from other educa t io nal 

organisa t ions , b ecomes o perat ional and in so do ing it comes to s tand 

in rela tion to the o riginal conc epts and the purpos e ( s )  for which 

it o s tensibly came into exis tence in the first place . 

The no t ion o f  an organisatio n  having a purpose  or  goal suggests 

the appropria teness of  a Structure-Funct io nal framework within which 

5 

to accoun t  for the organisa tio n ' s  evolut io n .  Indeed i t  has b een a rgued , 

in Struc ture-Funct io nal t erms , t hat al though several basic problems mus t 

b e  solved if an organisat ion is to come into existence and b ecome 

operational , prio rity is invariably given to " those  pro c esses mos t  

directly  involved with the success or  failure o f  goal a t tainment 

endeavours " ( Parsons , 1 9 60 p . 1 8 ) . As Sco t t  ( 1 964)  point s  out , organis­

ations are no t simply s t ruc tures ; they are s t ructures des igned to do 

something . This no t ion is taken up and developed in the next s ec t io n  o f  

the chapt er which e labo rates further why S tructure-Func t ionalism i s  

used a s  the theoretical f ramework of  the study . 

The Struc ture-Functional Framework 

In d eference to the founding father o f  Struc ture-Funct ionalism , the 

work o f  Talco t t  Parsons has been taken as the maj o r  source of theo retical 

foundatio n  for the study . His wo rk is complemented by s elec t ive use 

of  the very considerab le l it erature o n  o rganisatio ns that has develo ped 

from , and in rea c t io n  to , the dominant S t ructure-Func tional paradigm 

(Kuhn, 19 70)  o f  soc ial inquiry .  On many different occas ions Parsons 

( 1 93 7 ,  1 9 5 1 , 19 5 3 , 1 9 60 , 1 9 6 7 )  r egarded his wo rk as l eading toward 

a logico-deduct ive theore t ical sys t em that would eventually pro duce 

generalised laws a nd theorems fo r explaining already es tabl ished and on­

go ing organisations . Despite  the fact that Structure-Func t ion theo ry 

has no t yet achieved the s tatus of a logico-deductive system ,  (Black , 

1 96 1 ;  and Gouldner , 1 9 7 0 )  i t  has yielded a range of  concepts capabl e  

o f  providing interpretive analyses o f  organis ational phenomena . A rather 

fin e ,  but none thel ess , important dis tinc t ion is b eing made here b e tween 

discretio nary use o f  theoretical concepts as int erpret ive devices and 

a det ermina tive us e of theo ry that determines from the outset what will 

count as sal ient dat a .  The spec ific sense in which Struc ture-Func t io n  

theory and Pa rsonian theo ry i n  part icula r is to be used in this 

study wil l be dis cussed and outlined later in the Chapt er .  For the 

moment a t tent ion is given to key features of the theory . 
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The star t ing po int of  Structural- Fun ctional analysis is by 

convent ion the con cept of an o rganisa t io nal goal or purpose . To Parsons 

the "prima cy o f  orientat ion to the a t tainment of a spe cif i c  goal is . • • .  

the d e f ining chara cteristic  of  an organisation whi ch d is t inguishes it  

from o ther types o f  organisat ion . This goal a t tainment criterion has 

impl i cations for both the external rela tions and the internal 

stru cture" ( Parsons , 19 7 0 ,  p . 7 5 )  of any o rganisat ion but in par t i cular 

for a new type of o rganisa t ion as a goal d irect ed enterprise . Rather 

than seeing the organisat ion as a l iving organism which evolves 

naturally,  the S tru cture-Fun ct ional p erspe ctive as it has been modif ied 

in this study con ceives of evolut ion as having its  origins in the 

pur po s e  or intentions of individuals or groups of individual s .  By 

taking this pos ition the Stru cture-Fun ct ional researcher is  thereby 

commit ted to lo ca t ing purpo ses . The mos t  log i cal pla ce in  whi ch to 

lo ca t e  them is in the p erso nnel of the organisat ion and o ther s ignif i cant 

actors outside it who played a part in b ringing it  into being . 

Structure-Fun ction theory a ccordingly fo cusses bo th on the 

condit ions under  whi ch an o rganisat ion evo lves in relation to its  

ext ernal situat ion , and the  way it develops a l ife of its  own - a so cial 

stru ct ure . This dual fo cus requires a d ynamic analys is whi ch involves 

con tinuous and sys t ema t i c  referen ce o f  emergent problems and pro cesses 

to the state o f  the organi sat ion as a whole  ( Parsons , 1954 ) . 

It  fol lows then that due regard must b e  given to an organisa t ion ' s  

origin s ,  its history as well a s  its present condit ion . 

is  thus enhan ced by  an analysis of  it as : -

Explanat ion 

( i) an historical product , operating within a particular 

administrat ive , social ,  pol i t i cal and community 

context , and , 

( ii) as an entity dependent upon the meanings 

and intentions o f  p eople  within it . 

There are a number of  dis tinct ive consequences that flow f rom 

using Structure-Fun ct ional theory in this way . First , s co pe is 

provid ed for investigat ing how an organisa t io n ' s  members relate to one 

ano ther and to signif icant o thers outside it , how they adapt to various 

internal demands and pressures and the s tyl e of management ,  leader ship 

and participa t ion tha t evo lves .  Second , S tructure-Fun ct ional con cepts 

should theore t i cally pro vide s cope for gaining pur chase on organis-



t ional real ity That is provide concepts  tha t  are "no t f ic t ional 

but adequately grasp aspec ts  of the obj ec t ive external world"  

( Par sons , 1 9 3 7 ,  p . 1 30 ) . At the level of descr ip t ion Struc ture­

Functional ism assumes tha t  there is an ext erna l  world or an empirical 

r ea l ity which exists independent ly of the observer and which is 

c apable o f  description . At the analytical l evel in Struc ture­

Function theory , theoret ical concept s  are po s tulated to have 

a func tional rela t ion ( i . e . correspond) to the empirical world . Thus 

dif ferent concepts p �c k-out different kinds o f  organisat ional phenom-

ena . Perhaps the point should be made in pass ing (and in ant icipat ion 

of later d iscussion)  t ha t  this analyt ical rea l is t  position ( Parsons , 

1 93 7 )  s tands in contrast with the philosophical ideal ism o f  the New 

Soc iology (Young , 1 9 7 0 ;  Keddie , 19 7 1 ;  and Gorbu t t , 1 9 7 2 ;  e tc . ) who se  

�oo t s  lie  in  the work o f  Bishop Berkeley and mor e  recently in  such 

existent ialist  philosophers as Husserl  and Schut z .  In i t s  mos t  extreme 

form, philosophical ideal ism denies the exi s tence o f  an obj ec tive 

r eal ity and posits the view tha t the only real i t y  is that which indiv­

iduals perceive as real . This view,  when taken to its logical 

conclusions , l eads to so l ipsism and denial of an obj ect ive world 

external to the perceiver ; an outcome tha t  analy t ical real ism avo ids . 

A third consequence of employing Structure-Functional theory is 

that it should be pos s ib l e  to avoid the t endency to reify organisa t ion 

as the prio r  obj ec t iv e  r eality . Such a t endency towards reificat ion 

s t ems from positivism which assumes that conc ept s  are inherent in 

the phenomena of the soc ial and phys ical world , rather than being 

sc ientific inventions for unders tanding the wo rld . By admitting 

that an element of voluntarism mus t  b e  includ ed in any analysis o f  

social-l if e ,  - that individuals both shape and a re shaped b y  the 

soc ial structure of their organ isations - Parsons ( 19 3 7 )  thought he 

was able to avo id the ho rns of the ideal ist - po sitivist dilemma . 

By adopt ing S truc ture-Functionalism as i t s  theoretical framewo rk 

this  thesis also seeks to avo id the dilemma . According to Parsons 

( 1 9 3 7 ,  1 9 5 1 ) and Par sons and Shils ( 1967 ) , an appropria t e  theoret ical 

7 
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s tra tegy that will a chieve this resul t  is to view an organisa t ion b o th 

a s :  

( i )  an inven t ion ; the produc t of  human action , and as , 

( ii )  a dis tinct ive social form - a soc ial sys tem .  

Selec ting Elements and Focussing the Theory 

8 

Wit h  the case for adopt ing S t ruc tur e-Func t ion theory as ih'e study ' s  
conceptual framework having b een pu t ,  the next task is t o  select and expla in 
the element s o f  the theory tha t are to be used in analys ing the evolution 

of a new- type of  organ isatio n .  I n  undertaking this task the s trategy 

to be adopted here is to move f rom the general to the part icular . 

A number o f  general S truc ture-Funct ion concept s  will be f irst discussed 

in order to provide a basis for then selec t ing and clar ifying spec i f ic 

elements  tha t  are appl ied in the study . In this way ,  various aspects 

of  Struc ture-Funct ionalism discussed in the proceeding pages wil l  be 

brought forward , explicitly identified and organised as the theo retical 

lynch p ins of o rganisationa l  analysis that are to be employed s ubseque ntly .  

The Concepts of Ac t ion and Sys tem 

The two mos t  general concepts that underl ie the s tudy are ac tion 

and sys t em • The action concept is at the centre of Parsons ' ( 1 9 3 7 )  

early work in which h e  developed the Volun tar istic theory o f  Act io n .  

Subsequently t h e  voluntar istic theory was incorporated into a mor e  
** 

general paradigm the Componen ts  of  Act ion Sys tems which uses 

the idea of  system as the c entra l  concep t . However , the purpose  

here is  no t to elaborate Parsons ' general paradigm but to focus on  

the concept  o f  sys tem because it  is to provide the theoretica l basis 

* 
A concept of  organisat ion tha t is  derived f rom Durkheim ' s  concept o f  

soc iety sui generis , which is o ften mistakenly interpre t ed as 
a soc iety func tioning in it s o wn  right , shaping , even determining the 
lives of people in it . The view is mis taken as Durkhe im ( 1 9 5 7 )  trea ts 
organisat ions as soc ial construc t ions in and through which individual 
·selfishness can b e  t ranscended , and yet  which are the produc t o f  
ind ividual interac t ions . Furthermore Durkheim adopts an histor ical 
a pproach to the s tudy of soc ial o rganisa tions , arguing tha t it is 
only in carefully studying the pas t tha t we will be able to predic t 
the future and to unders tand the present - an aspec t o f  organisat ional 
analysis tha t is taken up and developed la ter in the s tudy .  
** 

Firs t published in A . S .R .  Vo l . 25 ,  No . 4 ,  August 1960 , P. 467-8 3 ,  
and la ter reprinted in Parsons , 1 9 6 7 . 
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in this present s tudy bo th fo r conceptualis ing organisat ions , and later 

o f  spec ifying the operational condit ions for empirical analys is . 

* 
For Par so ns the concept o f  syst em encapsulates the idea o f  the 

patterning and s t ruc turing of  social ac t io n  and interaction ,  which in 

turn are affec t ed b y  phenomena that operat e within the syst em i tself and 

f rom the environment .  The system provides the theoretical bound aries 

within which soc ial act ion - a process o ccurring between two s t ructural 
** 

parts , a c to r  a nd s ituatio n - can b e  analysed ( Parso ns , 1967 ) . To 

Parsons , social sys tems are viewed as o pen systems , which means they 

receive and respond to input s  (resources , information etc . )  and can be 

contrasted with clo sed syst ems which are assumed to func tion within 

themselves . All r eal sys t ems are o pen , though the degree o f  openness 

may vary among s ys t ems (Berrien , 1 9 68) .  

Consis tent with the above definition , Parsons ( 1 9 60 )  conceptualised 

an o r ganisation as an open soc ial-syst em ,  

* 

which is o rganised for the attainment of  a part icular type 

of goal . The attainment o f  that goal is a t  the same time 

the perfo rmanc e  o f  a type of funct ion ( fo r )  a mor e  inclus ive 

system ,  the ( community) . . . •  ( In the case)  o f  an educatio n­

al o rganisa tio n  it  .ma y  b e  a certain t ype o f  trained 

capacity o n  the part o f  the students who have b een sub j ec t-

ed to its  influence It is thus a ssumed that in all 

organisat io ns there is something analogous to a market for 

the output which cons t i tu t es the a t ta inment of its goal 

Some early mod els of  Social Sys t em Theory (Ber talanffy ,  1 9 51; 
Henderso n ,  1 9 35 ; Parsons , 19 5 1 ) emphas is ed the structural components 
of  syst ems , and their t endency to maintain a Sta t ic equil ib rium • 

Later developments in systems theo ry ( Rappaport , 19 6 6 ;  Berrien, 1 9 6 8 ;  
Buckley,  1968 ) emphasis ed t h e  dynamic f eatures and proc esses o f  social 
syst ems . In so do ing they either rad ically modif ied the Equilibr ium 
concept o r  abandoned i t .  Equil ibrium do es no t featur e  as 
a theo retical concept in this study . 

** 
For Parsons " in carrying out analysis at any level of the to tal act ion 

syst em ,  the conc ept actor is extend ed to define no t onl y  individual 
personalities in ro les but o ther types o f  act ing units - collec tivities , 
behavioural o rganisms , and cul tural sys tems . Since the t erm acto r  is 
used -here to refer to any such ac ting unit , I attempt to avo id . . .  
psychological r eferenc e ,  fo r example  mo t ivat ion attribut ed to actors 
as individuals .  Thus actor can refer to a bus ines s firm in int eract ion 
with a househo l d ,  o r ,  a t  the cul tural l evel , the impl ementation o f  
empirical b eliefs int eract ing with the implementation o f  evaluat ive 
b el iefs . "  ( Parso ns , 1 9 6 7 ,  p . 194 ) . 



(Barnard ' s  organisation purpose)  . • .  I t  will be o ther 

(so cial sys tems - organisations , agencies ) • . .  which 

cons t itute the s ituation or  environment in which the 

organisa tion o perates . An organisat ion , then will have 

to be analysed as a special type o f  social syst em 

organised about the primacy o f  interes t in the 

attainment of a particular type of system goal . The 

charac teris tics of the o rganisation will be defined by 

the kind of  situation ( environment ) in which it has 

to operate (Parsons , 1960 , p . l6- 19 ) . 

Sys tem Prerequisites 

10 

In o rder for an o rganisation to  come into exis t enc e , evolve , achieve 

stability and undergo orderly development as an open social sys t em then 

certain prerequisi tes mus t be me t .  (Aberle , e t  al . ,  1 950 ; Levy , 195 2 ; 

Parsons , 1 9 5 1  and 1 96 7 ;  Hills , 1 9 6 8 ;  and Lyden , 1975 ) . I t  is possible 

to express the prerequisites in the language o f  tasks --- a form 

appropriate  to the evo lutionary o rientation o f  the present s tudy . 

If an o rganisation is to come into existence :  

( i )  There must b e  individuals or groups of individuals in the 

wider society who conceive it as something wor th having , 

who are able to explain why i t  should come into exis t ence 

and can mob ilise the kinds of support and resources that 

will enab le it to begin and funct ion . 

( i i )  An organisational goal , concept or  purpose  mus t  emerge 

or be worked out , articulated and ways mus t  be found 

of embodying this goal , concept or purpose  in the 

organisat ion .  

( iii ) The embodiment of  purpose requires that individuals be 

recruited who can contribute to its  attainmen t  in 

tangible ways . 

( iv )  A divis ion of labour (social s t ruc ture ) has to be 

created which wi ll enab le the work of the organisat ion 

to be carried out . 

(v)  An organ isational value sys tem is required so  that : -

(a) an agreed basis for orderly relationships (entail­

ing rec iprocal respects for the at t itudes , points of 

view and contribut ions of others ) can be es tab lished , 



(b)  b o th internal and external conflic ts can be 

managed and contained ,  and (c)  attendant emo t ional 

and int rapersonal c rises can be d ealt with . 

(vi)  Proc edures are  requi red for  harmonising goal s  o f  

ind ividuals with paramount organisational goal s  and 

purposes and for creating a sense of social purpo se  

amongst members . Such a sense of  purpo se (at least  in 

some minimal sense)  is r equired a s  the basis for 

co-operation rather than conf l ict  in working together 

and achieving both individual and co llectively valued 

goals . 
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These  prerequisites to existenc e ,  evolution, s tability and develop­

ment wer e  translated by Parsons ( 19 5 1  and 1 96 7 )  into a set of four 
* 

gener ic problems which,  he pos tula ted , the members o f  any.soc ia l  

organisat ion will encounter and must  resolve in order t o  achieve 

their purpose (s) . Furthermo r e ,  Parsons recognised that the very 

business o f ;  articula ting purpose ,  gaining acceptanc e of i t ,  embody­

ing i t  in the att itudes of organisational member s ,  and therefore 

within the soc ia l  s truc ture and prac t ices of an organisa t ion , is  it­

self l ikely to b e  problema t ic . Accordingly he put forward four 

func t io nal problems that he maintains confront organisat ions : 

( i )  Adaptatio n  

( ii )  Goa l  Attainment 

( iii)  Integration 

( iv )  Latency (which sub-divides into Pat tern 

Ma intenance and Tension Management ) . 

For the purpose of the present s tudy, the four func t ional problems 

are used as theoret ical categories ( concep t s )  for iden t ifying and 

analysing concrete problems experienced in the evo lut ionary­

developmental process . Each concept is discussed in turn and in the 

order which Parsons po stula t es they are l ikely to be encountered in 

the course of o rganisational d evelopment . 

* 
Par sons ' f ir s t  s tatement s on the func tional problems o f  soc ia l  sys tems 

wer e  in the form o f  a discus sion o f  the func tional prerequis ites o f  
soc ia l  sys tems in The Soc ial Sys tem (Chapter 2 ,  spec i f ically 26-3 6 )  
and the Struc tural Imperatives o f  a Given Social Sys tem (Chapter 5 ,  
1 6 7- 1 8 0 )  and later in Chapter 1 1 .  



The Four Funct ional Problem Concepts 

( i )  Adaptation 

A new-type of organisat ion ''must be articulated with the 

environment in ways tha t make effec t ive adaptation pos s ible . . . 

Adap tation should mean, no t merely passive adj ustment to environ­

mental condit ions , but rather the capaci ty of an (organisation) to 
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cope with i t s  environment .  This capacity  includes an ac t ive concern 

with mastery , or the abil ity to change t he environment to mee t  the 

needs of the (organisation) , as wel l  as the ability to survive in the 

f ac e  of its unalterable features . Hence the capacity to cope with 

broad ranges o f  environmental fac tors , through adj ustment or act ive 

cont rol , or bo th , is crucial . Finally a very critica Lpoint is the 

capacity  (of an organisation ' s  member s )  to cope with uns tabl e r elations 

between the organisation and env ironment ,  and hence with uncertain ty" 

(Parsons , 1 96 9 ,  p . 6 8 7 ) . One way of reducing uncertainty 

and a chieving s tabl e  relations is for a new organisat ion to become 

par t o f  the larger soc ial structure o f  the society o r  community.  

When seen in t his light , organisa tional adaptat ion refers to 

interac t ion with external agenc ies . These agencies , which have 

purpo ses and goals o f  their o wn ,  cons titute  the situa t ion , or environ­

ment in which an organisat ion operates and with which its  memb ers must 

come to t erms . Adaptation carr ies the implication t ha t  the new 

organisa t ion mus t ,  to some degree , be integrated with relevant a sp ec ts  

o f  the  goal s tructure of  an  embedding environment . In  vir tue of  

adapt ing to  externa l expectations , demands and pressures ,  an  organis­

a t ion ' s  memb ers may create and implemen t  goals of their own ( to do 

this or tha t  kind of activity) ,  they are also likel y  to embody and 

implement goals f rom the environment which are consisten t  with their 

own . In this way support  for an organisation is generated and 

maintained . 

( i i )  Goal At tainment 

S truc ture-Functional ana lysis explicitly recognises tha t  goals 

are inherent in the processes of forming an organisa tion . No d iscuss­

ion of organisat ions can in fac t escape starting from a definit ional 

base which entails  some treatment of goals (Davies , 19 7 3 ,  p . 2 5 5 ) . 

Stated simply the goal a t tainment problem divides into two par t s .  



Fir s t , there is the question wha t is an organisat ion ' s  goal and how 

is it set  (Ha ll , 1 97 5 ) . Second , how is a goal transla ted into ac t ion 

and how are individuals mo t ivat ed to per form so tha t  the paramount 

organisa tional goal is realised . Despi t e  the fac t t ha t some theorists 

( e . g .  Georgio u ,  1 9 7 3 )  argue tha t goals should be abandoned as being 

of no theoretical or even practical use,  S tructure-Func t ional analysis 

requires tha t  goals be given a central p lace in the enquiry proc ess . 

A maj or  developmental issue may well be the exten t  to which there is 

commi tment within an organisa t ion to a common goal or goal d ivers ity .  

The no t ion o f  organisation a s  dependent on the meanings and purpo s es 

which people bring to it does  no t mean t ha t  all individuals share  the 

same meanings and purposes . Therefore  goal-attainment in bo th the 
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aspects  referred to above - set ting and translat ing - i s  indeed 

problema t ic . In analysing an organisat ion ,  diversity as wel l  a s  

commonality o f  intentions , goals and purpo ses , must b e  taken into acco unt 

in and for the o rganisa tion . 

(iii )  Integra tion 

While goal-attainment and adaptatio n  mus t be att ended to , the mos t  

cruc ial func t ional problem is int egra t ion . Whereas goals may rema in 

uncl ear and only minimum suppor t  gained f rom external agenc ies , the 

evolut ionary pot ent ial of  an organisa tio n  requires a degree of  agreement 

among s t  members to tolerat e ,  respec t and work with each o ther in o rder 

to bring an organisa t ion into existence and develop it  as a stabl e 

and go ing concern ( Parsons ,  1 95 1 , 1 9 64 ) . In the newly formed organis­

ation , individual l ines of act ion may no t f i t  together read ily . To 

begin with they may no t have to . When however they do no t f i t ,  

coll e c t ive a ctio n  is  blocked . Whereupon common bases f o r  ac t ion and 

co-o peration have to be developed and relat ionships be tween individuals 

cult ivated , especia lly when the situatio n  in which p eople co me 

together is undef ined and uncertain ( Blumer , 197 2 ) .  Accord ing 

to Parsons ( 19 5 1 ) t here is  a basic necessity for commi tment to  

an  organisa tion o n  the par t o f  its members , and signif icant o thers 

out side it , in order to make it work and hold it together even if for 

a t ime it  fails to func tion sa tisfactorily (Morse,  1 9 6 0 ). 

Whether integrat ion occurs is problemat ic because there are unl ikely to 
be c l ear guid es fo r dec is ion and ac t ion (Selznick, 1 9 5 7 ) , and l ines of 

ac tion may criss-c ross in haphazard and unco-ordinated ways . 



Integra t ive mechanisms are required in es tablishing and ma intaining 

appropria te  social and working r elations hips among an organisat ion ' s  

members . As relationships b ecome struc t ur ed and as sub -g roups form 

it is necessary to d evise procedures tha t  will enab l e  p eo p l e  to work 

together . Al though integra tion may no t b e  the most pres s ing probl em 

that is experienced in setting up a new type o f  organisat ion , its  

resolution is l ikely to have the  most  far  rea ching effec t s  o n  the 

overall pat t ern of organisat ional evolut io n .  

( iv) La tency 

14 

Integratio n  has latent consequences fo r int ernal funct ioning which 

may take some t ime to emerge .  Th ey fall into two genera l  c lasses . 

First , laten t  within a new organisation are e merging pat terns o f  commi t­

ment to achieving spec ific sor t s  o f  goals ,  express ing d i s t inct ive 

attitudes and points of view, pref erences for act ing in c ertain ways , 

taking c ertain courses of  action and forming interpersona l  r ela t io nships . 

The pat terns o f  actio n  and int erac t ion that do emerge wil l  define the 

cul ture and charact er of  the o rganisat io n .  Second , forming a n  organ­

isation will resul t in members ' experiencing t ensions o f  one kind o r  

ano the r .  Unless they are managed and control l ed ,  tensions may spill 

over and adversely affect int erpersonal relationships and the ab il ity 

to  get o n  with the j ob in hand . When managed and contro l l ed some 

degree o f  tension may positively assist in organisationa l  b uilding . 

Bo th kinds of  probl em ,  (creating and maintaining pat terns and managing 

tension)  fall under the general cat ego ry of latency and const i tu t e  

the fourth generic problem type tha t memb ers o f  a new- type o f  organis­

ation will  encounter and have to cope with in the course o f  organisat ­

ional evolut ion . 

It  is necessar y  to po int out tha t  for Parsons the funct ional 

problems do no t s tand alone as concept s .  By linking them in a cer tain 

way the four funct io nal probl ems const itut e the basic e l ements o f  

a theory for explaining how soc ial syst ems are struc tured and function . 

This topic is elab orated in the next sect ion of the Chapter preparatory 

to expla ining in Chapter two how the theory is to be adapted and 

applied . 
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The Functional Problems in Theoretical Context 

For Parsons , each of the functional problems , as well a s  providing 

an identity for  concommitan t  processes of  sys tem development , serve to 
* 

delineate important fea t ures of the s truc ture o f  social sys t ems . 

Parsons , in an a t t empt to  accommoda te bo th s t ructure and pro c ess within 

a single theo retical framewo rk and mo t ivat ed by  a concern to develop 

a general theory of  Soc ia l  Systems , incorporat ed the four functional 

prob lems into a theoret ical paradigm -- the Components o f  Action Syst ems . 

Within the paradigm the four functional problems were given a dist inct  

theoretical funct ion , namely as  a "set o f  categories for d ir ec t  observ­

a t ion and classificat ion o f  soc ial int eractio n " ( 1 954 , p . 63 ) . The 

empirical referent of these catego ries is the social-syst em per s e .  

Each functiona l  problem s erves t o  describe the condition o r  state  o f  

the s ys t em a t  any given t ime . Parsons also postulated among the 
** 

ca tego ries a s et o f  determinate relat ionships in terms of  which i t  was 

thought possib l e  1�o account for whatever may b e  the degree o f  uniformity 

and s tabil ity " ( Parsons 1 96 7 , )  in the operation o f  a soc ial sys t em .  

The paradigm o f  Components o f  Act ion Sys t ems is set out in 

simplified form in Diagram· 1 .  

* 
Parsons argues that the apparent contrad ic tion is resolved when 

11 
• •  

the conc epts  of structure and p rocess (are) s een �s exhib i t ing 
(bo th )  the s ta t ic and dynamic aspects of phenomena . In some phenomena 
the s ta tic aspect may appear more s ignificant , while in o thers the 
dynamic aspect may seem decisive ; actually they should be viewed 
together , each as a manif estation of the o ther . S truc ture , however 
enduring , exists  in terms of process , and process , no mat t er how 
slowly or rap id l y  it  opera tes , always moves through structure .  
S tructure and process are co rrelat ive,  no t opposing , aspect s  of  
phenomena" .  (Turner,  Cited in Miller , 1 9 6 5 ) . 

** 
Her e ,  determina t e  refers to the way Parsons ( 1960 )  logically 

ordered the problems within his theoretical model . 
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Diagram 1 

The L-1-G-A paradigm o f  the four functional prob lems 

ins.trumenta lly- adaptive dimension 

Adaptation!� ----->�Goal-at tai nment 
. -r--

,, 

Latency ::: ll ntegrati on 

socio-expressive di mension 



1 7  

The model contained in Diagram 1 ( the L . I . G . A .  model ) conceptual­

ises soc iet ies , groups and organisations whose  existence and persistence 

it was set up to explain as open soc ial sys t ems . According to Parsonian 

theory , all soc ial sys t ems are ( i )  s t ructured and (ii) function along 

the two d imens ions o f  Ins trumentally-adaptive and Socio-emo t io nal 

a c t ivity . Adaptation and G oal-at tainment refer to the task-or ientat ion 

( instrumen tally-adapt iv e )  aspects  of Social Sys t ems . Integration and 

La t ency , to gether , refer to the ways in which members o f  a social syst em 

are co-ordina ted and contro lled ( so c io-emo tional  aspec ts ) . 

In the d iagram the arrows spec ify the theo re tical o rder in which 

functional probl ems are confronted b y  the memb ers of soc ial  systems -

a lthough there is no f ixed start ing po int . This determinat e  s equencing 

o f  the functional probl ems carries with it a direct implicat ion for 

how a Parsonian based d educ tive explanat ion of the evo lut ionary pro c ess  

might pro c eed . That is to say , the evolutionary fate o f  a g iven syst em 

could be predic ted a ccording to whether or  not the functiona l  problems 

are resolved in the o rder spec ified in the theoretical mod el . At the 

mo s t  general theoret ical l evel it  might thus b e  pos tulat ed that 

an o rganisa tion will evolve if and o nl y  if ; 

( i )  everyone o f  the four func t ional probl ems , as outl ined 

by Parsons , are coped with and resolved , and , 

( ii) onl y  if  they are resolved in the theoret ically 

specified o rd er . 

Following o n  from these two mos t  general theoretical p ro posit ions it 

should then b e  possib l e , a t  l east in principle ,  to formula t e  more  spec ific 

theoretic al proposit ions that predic t the condit ions under which each 

individual functional  prob l em will b e  encount ered and the requirements 

of its reso l ut io n .  

The pro c ess  o f  fo rmulating theoretical propositions i n  t h e  logic al 

form of ' X  will occur if  and only if y
1

y
2 .

• • •  

y
n

' ,  or the form 

' if y1y
2 ·····Yn ····· then X '  is cons istent with Parsons aim to cons truc t 

in nomological-deduct ive t erms , a general theory o f  social-syst ems ; 

that is a theory whose  g eneral form would enable  it  to achieve 

an explanatory power and s tatus comparable to tha t  purpo rt edly enj oyed 

by  theories in the na tural and physical s ciences . "The theory then,  ( in 

its fully d eveloped fo rm) is a s et o f  logical relationships among 



catego r ies used to classify phenomena and , in empirical reference , 

at t empt s  to account for whatever may b e  the degree of uniformity and 

stab ilit y  of such phenomena " ( Pa rsons , 19 6 7 , p . l94 ) . 
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This  v iew o f  how a fully-fl edged Struct ure-Funct io nal theory might 

be cons t ruc ted and us ed to s e t  about explaining social phenomena follows 

the classical definit ion of the rol e  o f  theory developed and ref ined b y  
* 

philoso phers o f  scienc e ;  a rol e  which emphasis es the requirement to 

employ l aws or , mo re cautiously , law-like s ta t ements . It is by virtue 

of  presumed laws - wha t  philoso ph ers ( e . g .  Hempel and Oppenheim , 1 9 70 )  

have label led nomological s ta t ements - that it  is possible t o  draw 

count erfact ual statements tha t are alleged to b e  essential for scien t ific 

explana t ion and predi ct ion . Over t he years many social res earchers have 

attempted (ranging from Durkheim and his class ical attempt to explain 

the inc idence of  suicid e  amongst Catholics and Pro testants to Parsons , 

Bales and Shils ( 19 5 3 )  and their attempts to explain how small groups 

are struc tured and funct ion) ,  with varying d egrees of  success , to 

implement t he hypothe t ical-deduc tive model (Hempel and Oppenheim , op . cit . )  

- the form o f  scientific explana t io n  to which Parsons aspired . 

As Smel se� a close colleague o f  Parsons po in�s out , however , there is 

still in the Social Sc iences "a r eal scarcity of laws and a deficit o f  

theoret ically derived propositions , to say no thing of  f irmly established 

empirical regulari t ies " (Smel ser , 1 9 69 ) . Parsons ( 19 5 0 )  himsel f has 

admitted tha t ,  "in comparison wit h  a field such as Physics , the deriva t io n  

of  hypo theses from S t ructure-Fun c t ional laws i s  a remo t e  obj ect ive" . To 

expec t to do so is a prema ture d emand to make o f  the theory . We mus t 

as Merton ( 1 968) po ints out nb e mod est and r eal istic in our aspira t ions . 

It is only b y  slowly b u ilding and t esting theories of  the middle range" 

* 
The his tory of this d evelopment is traced by  Ernest Nagel in The 

S truc ture of Science (New York : Harcourt , Brace and Wo rld , 196� 
The ac tual proc ess o f  scient ific research and discovery being far more  
complex than the b rief discuss ion above impl ies ; there b eing more 
elabora t e  and detailed d iscussio ns of  what is involved in sc ient ific 
theo ry construc tion in ; Karl Popper , The Logic of  Scientific Discovery 
(Londo n :  Hu tchinson , 1 9 59 ) ; Thomas Kuhn , The S truc ture o f  Sc ient ific 
Revolut ions (Chicago : University of Chicago Press , 19 70 ) ; Stephen 
Toulmin , "From Form to Func t ion : Philosophy and History of Science 
in the 1 9 50 ' s  and Now" Daedalus 1 06 ,  No . 3 ,  Su nnner 19 7 7 . 



that advanc es can b e  made towards the development of the kind o f  

comprehens ive theory sought b y  Parsons . I n  the meant ime th e mo s t  

produc t ive use to which Structure-Func tional theory can b e  put is , 

according to  Smelser ( 1 968) , to take the exis t ing concept ual s chemes o f  
* 

the theor y  and use them to guide conc rete  empirical work, and , b y  

proc eeding i n  this way , seek t o  carry out wha t Nagel ( 1 9 6 1 )  refers to 

as " controlled inves t igation" as distinct from " control l ed experiment " 

There are two additional reasons , though somewhat negat ive , as to 

why a cont roll ed investigation ra ther than a controlled experiment 

is an appropriate  research format in the case of the pres ent study . 

Firs t ,  the experimentally controlled cond it ions required for tes t ing 

deduc tively fo rmulat ed causal propositions are seldom achieved outs ide 

a laboratory situa t ion ; a s i tuation that is vir tually unat ta inable  when 

the ob j ec t  o f  inquiry is a one-of f  , real-l ife  organisat ion . S econd , 

unlike a cont rived-experiment , some o f  the factors which are likely 

to influenc e the course of an o rganisatio n ' s  evolution are historical in 

na ture and situa t ion specific , and no t therefo r e  subj ec t to experimental 

manipulatio n .  Accordingly the capability of the theory to predic t  

outcomes in a prec is e  way in such a situa tion i s  reduced and perhaps 

even precluded . This  is no t to say , however , that the pos sib il it y  o f  

providing a deduc t iv e  explanat ion o f  the ' if . . •  then ' type has t o  be 

to tally abandoned . This issue will b e  raised again sho rt ly . 
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For the moment t h e  question to b e  answered is , given the l imitat ions 

on applying Structure-Function theo ry in the nomothetic-d educ t i ve way 

advocated b y  Parsons , how might i t  b e  us ed so as to b e ,  on the one hand , 

a t  least consis t ent with the explanatory intentions of  i t s  princ ipal 

author whil e ,  on the o ther hand , c apable o f  generating d emo ns trably 

useful research find ings . 

Impl ications for Applying the Theory 

A useful clue a s  to how to proc eed to apply the theory is to b e  

found in Parsons own (admittedly rare)  empirical case-s tudy resea rch . 

In ga thering data for a study o f  Modern Medical Prac tice  in the Unit ed 

* 
For example as Smelser sought to do in his own empirical work on 

Social Change and the Indus trial Revolu tion , London : Rout el edge 
and Kegan Paul . 1 9 59 . 



States ,Parsons ( 19 5 1) us ed both participant observation o f  and int er­

views with physicians at Tuf ts  Medical Center and Massachus etts  General 

Hospital . During the conduc t o f  the research Parsons cho s e  to us e in 

a sens itising way ( a  topic on which more will be said shortly ) , a set 

of  theoret ical catego ries comparab l e  to the functional-prob l ems call ed 

the pat tern-variab l es • He used them to frame research questions , 

prob e into and describ e  specif ic types o f  doc to r-patient r elationships 

and explain how the medical pro f es s ion is ins titutionalised in the 

Uni ted States . 

There is thus to b e  found in Parsons ' own work, and supplementary 

suggest ions from Smelser ( 1 96 8 )  and Nagel ( 19 6 1) ,  a number o f  

relat ively clear indicat ions a s  to  how t o  proceed in the d ir ec t ion o f  

using Struc ture-Funct ional theory to  guide concrete empirical work,  
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conduc t a controlled invest igation and serve as  a sour c e  of  s ensi t ising 

concept s .  Here , the Symbolic Int era c t ionist wo rk of Herb ert Blumer ( 19 69 ) ,  

is helpful in tha t  i t  contains the basis o f  a theoretical method t ha t ,  

if impl ement ed , would allow Structure- Func tional theory t o  b e  applied in 

the manner outlined , namely to : 

( i )  provide a s ys t ematically o rdered framework wi thin 

which to organise an empirical-res earch study , 

(ii)  suggest po t ent ially useful avenues o f  inves t igat ion , 

and , 

( iii)  by accommodating the prac t icali ties and const ra ints of  

the  everyday world of  r eal-life  in which organisational 

research is possib l e  and has to b e  conduc ted , g enerate  

empirically based data , f indings , ins ights and explana t ions . 

Specific ally , S t ructure-Funct io n  theoretical concept s  can b e  used 

in Blumer ' s  ( 19 69 ) t erms as s ensit ising d evic es and in a way that is 

cons isten t  with Parsons own usage . Even though they are no t to be 

employed ful ly in the hypothetico-d eductive s ense ,  such concepts can 

serve as a s et of  cat ego ries fo r a theory that is capab l e  of  b eing 

employed to describ e  and interpret  concret e phenomena and the rela t ion­

ship b etween them . Explana tion follows o f  the meaning o f  s ensitising 

concept and the use to which it is to be put in the present study . 



The creation of  the id ea of  sens itising con cept s aros e out o f  

a concern to resolve what Blumer ( 1 9 69) , Mer ton ( 19 68 ) , Parsons ( 1 93 7 ) , 

Smels er ( 1 968)  and others re cognised as a basic dilemma that conf ronts 
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all so cial s cientis ts  -- the dilemma confront ing resear chers is whether to : 

( i )  follow the now tradit ional research pra ctice o f  many 

ethnographers and anthropologists  (as exempl ified for 

ins tance by  the work of Mal inowski and Evans-Prit chard ) 

to enter the resear ch s ituation armed only with a set 

o f  rules o f  pro cedure and without any (at least  

explicitly formulat ed )  theoreti cal con ceptions o f  

what to ob s erve and look for , o r ,  

( i i )  fo llow the inj un ct ions of  theo ret i cal so ciologists  t o  

enter the f i eld armed with a s e t  o f  theoret i cal pre­

conceptions and determinat e  proposit ions that are , 

however ,  l ikely to result in an apriori  const ru ct ion 

of an image of so cial l i f e  ( in the pr esent case  o f  

an organisation) rather t han refl e ct one . 

In t aking the first  option research a ct ivity may produce int eres t ing 

findings but la ck the ab il ity to generate generalisat ions . Taking the 

second o p t ion runs the risk o f  b egging the very quest io ns that require 

an answer . 

Sens i t ising concepts  can help the resear cher get around the horns 

of Blumer ' s  res ear ch dilemma . In the first  pla ce sensi t is ing concep ts 

are unl ike apriori theoret i cal con cepts in tha t they do no t necessarily 

give a clear definit ion of  attributes ,  nor do t hey id entify  aprio ri the 

individual instances of a class o f  concrete obj e cts . An exampl e of 

the former would b e  Parsons theoret i cal pat t ern-variabl e  con cepts o f  

Universal ism and Particularism .  Universal ism refers in an apriori  

manner to  the  way in  whi ch ind ividuals class if y  ea ch o ther either 

according to an obj e ct ively recognisable standard or a g eneral ised 

proper t y ,  for instan ce ethni c o r igin . In contras t Par t i cularism 

refers to the way peo ple classify ea ch o ther a ccording to a subj e ct iv e  

o r  _persona l  standard emphasising t h e  spe cial relat ionship o f  one 

ind ividual to ano ther ; e . g . , as with father and son . The s e  two 
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* 
conc epts are purported b y  Parsons to be mutually exclus ive o f  each 

o ther . This is an important quali ty if concepts are to be used in 

theoretical propositions to predic t outcomes . In the s econd place , by 

avoiding the specification of attributes prior to inves t igat ion ,  

s ensit ising concepts  d o  " not enabl e the user t o  move direc tly to the 

instance and its rel evant content'' (Blumer , 1 969 , p . 1 50 ) . Rather the 

s ensitis ing concept provides ' 'a general sens e of referenc e and guidance 

in approaching empirical instanc es" . Whereas apriori- det erminat e  

theoret ical concept s  "provide pres criptions o f  what to s e e , sens itising 

concepts merely suggest d irections along which to look" (Blumer , op . cit . ) .  

A specific illustration is to b e  found in the way Gla s er and S trauss 

( 1 967 )  employed theoretic al concep t s  in a sens itising way to d evelop 

their theory o f  the awareness o f  dying : 

* 

"For example ,  our categories o f  ' dea th expectations ' , '  nothing 

more to do ' ,  ' lingering ' and ' social los s ' d esignate  g eneral 

propert ies of dying pat ients t ha t  unquestionably are vividly 

sensitising or meaningful to ho spital p ersonnel ; at the 

same t ime , they a re abstrac t enough to designate properties 

of concrete  ent it ies , no t ent i ties themselves . Further , 

these concepts provide a necessary bridge between the 

theoret ical thinking of socio logists and the practical 

thinking o f  people concerned with the sub stantive area , so 

that bo th may understand and apply the theory . The so c i­

ologist  f inds t ha t  he has a ' feel ing for ' the everyday 

realit ies of the s ituation while  the person in the 

situat ion f inds he can mas t er and manage the theory" 

(Glaser and Strau s s ,  1967 , p . 240-24 1 ) .  

According to Blumer (op . cit . )  an important advantage o f  using 

A maj or probl em here is that there are situations in whic h the cho ice 
is simply no t either - or . For example ,  t eacher-parents who have their 
own children as pupils in the c las sroom tend to f ind the paren t  role 
confl icting wi th the t eacher ro le in many ins tances . The c ho ice in 
this case is not always either a Universalis tic  or a. Part icularis t ic one ; 
the blood rela t ionship muddies the water consid erably for the 
dec ision involves both Universalism and Part icularism . Thus the 
Pattern Variable scheme is no t as nea t as it appears at fir s t  glance ,  
either as a way of cla rifying and describing role  relat ionships o r  as 
a way o f  pred icting peo ples appropria te  cho ices . 



theoret ical conc ep t s  in a sens i t ising rather than a nomolo gical­

dedu c t ive way is that they permit  direct examination o f  the empirical 

world and i t s  natural , ongo ing a c t ivity ,  ins t ead of abs t rac t ed and 

quantif ied data . 

Thes e la t t er comments touch o n  mat t ers o f  methodology to which mo re 

detail ed at tent ion is to be given la ter in Chapter three . Of more  

immediat e  importanc e to  this s tu dy is  the a rgument advanced by  Blumer 

( 19 4 7 )  tha t sensit ising concep t s  can be us ed profitably and in 
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a theo r et ically sys tematic way to  yield f indings , insi gh t s ,  understand ing 

and crea t e  the pos s ib ility of providing explanations o f  a wide range 

of social phenomena . The se phenomena include small groups , the domain 

in which s ens it ising concepts  have most  f requently been used by 

Symbo lic - Interactio nist  researcher s ,  middle and large size  organisa tions 

and whol e  societies . 

Put t ing the Theo ry to Use 

The decision to use Struc ture-Funct ion theory and concepts in 

a sensitising way in the present s tudy cons titutes an a t t empt to achieve 

two ends : ( i ) to avo id being impaled on the ho rns of the res earch dilemma , 

and , ( i i )  to get the best of  both  worlds by using concepts in a way 

that wil l  g ive theoret ical direc t ion and po int to the s tudy while a t  

the same t ime p ermitting the realities  o f  o rganisation l ife  to b e  

discerned a s  they are . The intended out come is t o  minimise the d is­

advantages of theoret ical pr escription and naive repor t ing that might 

otherwise occur . 

It  is proposed then to use a middl e-gro und int erpreta t ion and 

appl icat ion o f  Parsonian Struc ture-Functio n  theory and in so do ing seek 

to achieve three specific kinds o f  research aim :  

First ,  Structure-Function theory will b e  used as 

a f ramewo rk within which to o rganise the study and 

in so doing a ccommodate the h isto rical , environmental 

and systems d imens ions of a new organisat ion . 

Second , by interpret ing Struc ture-Functio n  theory as 

an ins trument for inquiry rather than deduct ive­

nomological explanation,  the study will use spec i f ic 

theore t ical concepts (for ins tance the four funct io nal 



problems ) as sens i t ising devices  t o  guide and control 

the invest igation by  provid ing the theo ret ical basis 

fo r explicit  research quest ions . 

Third , r ecognition is  given tha t ,  in t he f inal analys is , 

a maj o r  purpose o f  theory is to go beyond observat ion ,  

descript io n  and int erpretation and so a ttempt to  

pred ic t outcomes . This predic t ive - ' if - then ' - function 

in  the  somewha t g eneral sense r eferred to  earl ier , is  

therefo r e  included as part o f  the  research agend a .  

However prediction is explicitly r ecognised a s  a research 

outcome tha t rel ies for its scient ific veracity on 

the execut ion of prior theoretically based , ob servational , 

descriptive , analytical and int erpretat ive work . 

Summary 

The preced ing dis cuss ion has attempted to s tate sys t emat ic ally 
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why Struc ture-Funct ional theory would a t  least in theo ry ,  be appropria t e  

f o r  the t ask o f  invest igat ing the evolut ion o f  a part icular kind o f  

soc ial-system - a new-type o f  educational organisation .  

To recapitula t e ,  t h e  el ements that have b een identified as central 

to Struc ture-Funct ion theory in this . chapter , and which are to b e  used 

to s tudy organisational evolution are summarised as : 

( i ) Social action is voluntary and individual s are active 

agents in creat ing any given social sys tem .  

(ii )  Al l social sys t ems are open-systems . 

( iii)  Soc ial action is  organised in open-systems along two 

d imens ions - the instrumental-adaptive and socio ­

expressive dimensions . 

( iv )  Act ion as pro cess is bo th dynamic and structured . 

(v) In the process of forming and developing a soc ial 

system, ind ividuals , both individually and in conc er t ,  

will b e  confronted by  four func tional prob lems which 

must be coped with and reso lved if the system is to 

evolve in an o rderly fashion.  



(vi) The four funct ional probl ems are theoretical concept s  

which are t o  b e  used a s  sens itising devices t o  guide 

research activity and analyse and interpret the 

phenomena of  socia l  sys t em  evolut ion . 

(vii) An o rganisation h as to b e  rega rded , for the purpo s es 

o f  analysis and interpreta tio n , as a special kind 

of soc ia l  syst em .  

The next Cha p t er elaborates the way in which these theoretical 

elements are to be adapted for use in the evolutionary case-study to 

be p resented in part two o f  the thesis . 
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CHAPTER TWO - APPLYING THE THEORY 

Chapter One , in explaining why Struc ture-Funct ion theory was 

cho sen t o  provide the conceptual framewo rk for this s t udy , also gave 

a t t ent ion to spec ific elements o f  the theory . Chief amongs t these 

were t he concept s  of soc ial syst em , action , the four functiona l  

problems and a numb er o f  secondary concep t s  such as env ironment 

and social st ructur e  . In addition specific implicat ions were drawn 

as to : 

( i )  how the theory could provide a framework within 

which to organis e the s tudy , 

( ii )  the use o f  theoretic al concep ts  a s  sensitising 

devices for guiding the resea rch p rocess and 

analys ing and interpreting f indings , and , 

( ii i )  the po ssib ilit y  o f  explaining , i n  a generalis ed 

deduc t ive way the process o f  o rganisational 

evolution . 
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The purpose of the present Chapter is to develop the theo ry 

further and in the process carry out specific  modificat ions tha t  wil l 

enabl e  i t  to b e  appl ied in the s ens it ising manner outl ined to account 

for the evolutio n  of an educat ional organisa tion novel to this country . 

Mod ifying the Theory 

Characteris t ically S truc ture-Funct ional theorising and res earch 

into existing organisations has focussed on explaining how, as entit ies , 

organisations are struc tured and persist rather than o n  how people 

and their his toric al and contempo rary act ions contrib u t e  to  the 

organisation ' s  ongo ing processes . Consequently , Struc t ure-Func t ional 

theory ,  if  appl ied in its conventional fo rm ,  would fall short of 

explainin g ,  in a dynamic way t he evolution o f  a new-type o f  o rganisation 

-- how it  comes to be founded ,  formed and d eveloped . In order to 

cover this aspec t and enable the theory to be applied in the ways 

already outlined , this Chapt er ex tends and provides an interpreta t ion 

of Structure-Func tional theo ry which , though no t envisaged by  Parsons 

is , however , consistent wi th the main body o f  Struc ture-Functional 

theorising and some spec if ic res earch appl ications . 



I t  should be not ed in pas s ing that the need to modify the theory 

a ris es not from any concern about inherent weaknesses o r  l ack of 

po t ent ial to b e  appl ied in diverse ways ,  but from the des ire to 

inves tiga te  a special kind o f  phenomenon; i . e . , an evolving , new-type 

o f  entity a s  distinc t f rom an establis hed , ongo ing organisat io n .  

With an  emergent o rganisation a s  dist inct  from a n  exist ing one , 

the paramount problem is  not so much o ne of  survival o r  persistence 
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a s  one o f  g enesis - that is , the process o f  format ion it sel f . It is 

distinc t ive of such a process that individual p eople are l ikel y to play 

a central role and int entions and purpos es are likely to f eatur e .  

Accordingly , t h e  specific extens ions t o  and interpretations o f  Struc ture­

Function theory to be mad e  in this s tudy includ e : 

(i )  emphasising the role o f  individuals in the 

o rganisation c r eating proces s ,  

( i i )  g iving to the means-ends relationship a grea ter 

emphasis than is  conventionally given in S tructure­

Funct ion theory ,  

( iii)  redefining environment so that it  can incorpora t e ,  

i n  a way that mo st convent ional definit ions d o  no t ,  

individuals and groups who subscrib e  to specif ic 

values and interes t s  includ ing the more 

d el imited concept o f  tasK-environment to b e  used 

in explaining how, once a syst em is fo rmed , specific 

int erests are selected and taken-up by sys t em 

memb ers, and , 

( iv)  modifying the no tion o f  social-system to be used 

s pec ifically in the direc t io n  of  adop t ing the 

t erm action- sys t em • 

Fina ll y , the Chapter spec if ies theoret ical definit ions , elaborat es 

the theoret ic al meaning of the functional probl ems which are central 

to the thesis and provid es an operat ionalisation of them as sensitising 

d evic es in a way that is consis t ent with the mod ifications referred to 

immediately above . 

In the d iscussion tha t fol lows , the first three o f  the mod ifications 

are dealt with first . That then leads to the fo rmulat ion of a spec ific 



research s trat egy fo r inves t iga ting fac tors  in the environment tha t 

can either contrib u t e  to or impede the format ion of  any given s ys t em .  

With the ground t hus prepared , the fourth mod ificat ion i s  discussed 

and a theoret ic al method fo r studying an o rganisation as i t  evolves 

then d evised . 

The Rol e  o f  Individual s  

A s  a consequence of  the S tructure-Functional preo ccupatio n  with 

exis ting organisatio n� no t onl y  has there b een lit tl e  resea rch o n  

emergent organisations , but t h e  pursuit o f  t h e  former has resul t ed in 

an accompanying t endency to pos i t  the s ocial-system i t s elf  as having 
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an exis t ence i n  i t s  own right somewhat independent o f  individual memb ers 

and their actio ns . A similar t endency is evid ent with related phenomena 

such as the environme nt , goal s  and the social-s t ru cture o f  the 

syst em .  This is no t t o  say that the individual has b een regarded as 

unimpor tant . Fo r Parsons in part icular , the reality o f  individuals and 

the importance o f  their contrib ut ion to the functioning o f  a given 

syst em is never in doub t .  For ins tanc e ,  al though Parsons views s t ructure 

as an abs traction,  it is an ab s traction that is derived f rom empirical 

reality ; i . e .  it is an inference f rom the actions of  individuals and 
* 

groups o f  individuals . Thus inferred s truc t ure is then cons idered , 

however , to be a pro perty of  the social-sys tem .  The way a sys t em is 

structured ( i . e .  the patterning and �egree of s tability of rela tions 

b etween int erdependent variab les - individuals - within the sys t em) 

assists  in explain ing the chara cter and style o f  any sys tems persis tence . 

In the cas e o f  an emergent organisat io n ,  rather than asking how 

do es a g iven Structure contribute  to the func t ioning of the sys t em ,  the 

prio r question is , how in the first place  does the sys t em come into 

existence .  Then, o nce  created,  in what specif ic ways do the actions 

of and the rela t ionships between individuals contribute  to the forma tion 

and developmen t  o f  the sys t em .  

Even though Parsons never theorised about o r  studied an emergent 

organisation ,  he recognised that the efforts of individuals usually 

* 
Hereafter the term individual is used to ref er to the compo s i t e  

term individuals and g roups of  ind ividuals 



make a differ ence to social s i tuat io ns and tha t individuals can give 

purpose ,  d ir ec tion and coherenc e to an enterpris e .  He maintained 
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that i n  providing a S truc ture-Func tional explana tion o f  the funct ioning 

and persis tence of soc ial-syst ems, the human individual as actor should 

b e  regarded both as : 

(i ) the mos t  fundamental unit o f  analys is ,and , 

( ii ) the logical s tarting po int for conduct ing 

an empirical invest igation . 

It  follows then that if this pos tulat ed bas is for explanation and 

invest iga t io n  holds for exist ing o rganisat ions when they are conceived 

of as social-sys t ems , it may reasonab ly be expec t ed to hold at l east  

equally as  a basis from which to b eg in to  investigate  and explain 

an emergent o ne .  

This individualistic  line of  argument i s  further supported b y  

Eisendstadt ( 1964 ) who comments tha t  the creat io n  o f  a new-type o f  

o rganisation - a n  innovation - will depend heavily on the environmental 

push given by spec ific charismatic  individuals .  Such individuals , 

he argues , are required in order to  d emons tra t e  the nec essity for 

a new-type of organisa tio n ,  articulat e  a purpose  for it , suggest ways 

of establ ishing it , and ensure its distinct ive charac t er .  S imilarly , 

Selznick ( 1 9 5 7 )  has shown how autho�i tative and pres t igious individuals  

can bo th l egit imate a new organisation and sustain it b y  p roviding a t  

least the minimal resources that will permit i t  t o  evo lve .  Whil e  

individuals  a r e  nec essary , it is self-evident that alone they are 

insuffic ient to account for init ially the introduction and subsequent ly 

the opera t ion of a new organisation . Obviously cond i t ions in so ciety 

and featur es of la rger social s t ruct ures can a f f e ct the founding o f  

a new-type o f  organisatio n . The relative signif icanc e o f  either 

prevail ing conditions or actions o f  individuals in any given case 

is an empirical questio n . Theo ret ic ally either could predominate but 

it is asserted here , neither can b e  missing . 

Parsons and Shils ( 1 9 6 7 )  take the asser t io n  a step further by 

arguing that these two el ements ; preva iling condit ions and individuals 

are bo th integral par t s  of  the si tua tion in which a social -sys t em 

comes into exis ten ce and func tions . In order to use situation in 

a dynamic way to explain so cial processes this no tion is conceptualised 



b y  them as 

that part of the ext ernal world which means something to 

the actor whose  b ehaviour is b eing analysed • . •  Specifically 

it is that part to  which the actor is oriented and in which 

the actor  acts and . • • although the situat ion consis ts  

o f  b o th a ctors and obj ec ts , i t  is convenient to speak o f  actors 

and s ituations as though the two were independent conc epts . 

(Thus ) • • .  one speaks of  actors (def ining and b eing) in 

situa t io ns (Parsons and Shils , 1967 ) .  

The manner in which ind ividuals act depends , according to Parsons 

and Shils ( 19 6 7 )  on bo th how they d efine the s itua tion 
* 

and on the 
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prevail ing conditions . On the one hand the way an individual defines 

the situa t ion wi ll depend on personal beliefs , attitudes , expectatio ns , 

norms that are subscrib ed to , p ersonally valued purposes and prior 

experience . On the other hand the outcomes of the action taken in 

any given s ituat ion wil l  also depend on the help provid ed o r  the 

hindrance imposed by the prevail ing conditions • For Parsons; ac tions 

so taken b ear tes t imony to either t he reactive or  crea t ive roles that 

ind ividuals  might play in forming a n ew-type o f  organisation . For 

the purpos es o f  the present study , individuals a re to be regarded as 

organisation building-blocks ( Dubin, 19 6 0) and therefore  as having 

the opportunity to play a role  in conforming with , creating and 

implementing part icular definitions o f  the s i tuation in the sense outl ined . 

They thus have the pot ential to  either contribute to or  detract from 

the organisa tion forming process . 

The seco nd major  aspec t of  S tructure-Function theory to b e  

* 
The concep tion of  the definition o f  the situa t ion was advanc ed by 

W . I .  Thomas : If men d ef ine situa t ions as real , they are real in their 
consequences - it is an integral part of  Weber ' s  analys is of social 
action , c f . Action is social in so far as , by  virtue o f  the subj ective 
meaning at tached to it by the acting individual ( s )  it takes account 
o f  the behaviour of ot hers and is thereby oriented in its course • 

( Parsons , e d .  Max Weber : The Theory o f  Social and Economic Organisation) . 
Mac iver in his work on Sqc ial Causa t ion invokes a similar concept o f  
dynamic assessments - i n  the unders tanding o f  human actio n .  A full 
discussion of this is g iven by Cos er and Rosenb erg , Socio logical 
Theory, MacMillan , ( 19 5 7 ) ,  207-24 6 .  
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emphasised for the present study follows o n  from the preceding discussion 

of indiv iduals '  d efinitions of the situa t io n  . 

Ends and Means 

In so far as the goal s ,  purpo ses and norms (which are some o f  

the defining characteristics  o f  any given definition o f  the situat ion )  

are invoked b y  individuals seeking t o  form a n  organisation then , 

according to Parsons ( 1951 ) the action they take is to be viewed as 

time-ex tend ed . It  is,  as he put s  it , o riented to the future . The 

assessment of how long it will  take , when is the proper t ime , 

wha t means should b e  used and how are they to  b e  acquired and what 

ends will be served a re inherent ly par t s  o f  the problem o f  crea t ing 

any organisa t ion ( Parsons , 1 9 5 1 ) .  Furthermor e ,  to speak of the 

creation of an organisation as b eing probl ema tic is cons i s t ent with 

the no t ion , outl ined in Chapter One , of the members of a new 

organisa tion b e ing confronted b y  the four specif ic funct ional problems . 

Mention o f  th is top ic o f  the problematic  nature of  an o rganisat io n  here 

serves as a reminder  o f  its theo retical impor tance for the study and 

foreshadows the mor e  detailed treatment o f  it lat er in the Chapter . 

For the moment , to  conceive o f  the evolu t ion of  an organisa t io n  

in this way as a probl em requires that the relationship b e tween means 

and ends , which at this point , b ecause it is dynamic must also b e  

probl ema t ic , and s ingled out a s  rel evant for explaining the advent o f  

a new organisation . The pos ition to b e  taken stands i n  contrast  with 

explanat io ns of  alr eady existing organisations in which the quest io n  

o f  the relationship between ends and means may b e  relat ively un­

problema tic . 

Consequent on the decision to focus at tention on the means-ends 

relat ionship there is then a logical impl icat ion to inves t igate  the 

na ture of the relat ionship b etween , ( i )  expressed purpos es and 

interest s ,  and , ( i i )  the provis ion o f  resources . To be consist ent 

with the problem o rienta tion _ o f  the s tudy , the ends-means 

relat ionship it self is to be viewed as problematic . In real ity the 

means used to achieve a part icular end can be classif ied , according 

to Parsons , Bales and Shils ( 19 54 ) , into three specific categor ies  of  

resource ;  namely Land , Labour and Capital . To the ext ent t ha t  these 

resources a re forthcoming or wi thheld , the evo lut ionary po t ent ial o f  

a new-type of  organisat ion wil l b e  correspond ingly realised o r  

inhib it ed . 



According to Parsons ( 19 60) , when v ir tually  any type o f  o rganis­

a tion is crea t e d ,  resources - fo r instanc e ,  the amount and location o f  

such physical fac ilities a s  land - i . e .  a site  for buildings and 

relat ivel y  permanent or durab l e  b uildings , facil ities and equipment -

put l imits on what can b e  done and what accord ingly is done may or  

may no t be  compa t ib l e  with goals intended . Mo re specifically any 

exercise of  control over memb ership compos it io n ,  Labour , can affect  

which purposes and goals (and implicit values and int erest s )  will b e  

incorporated into the l if e  o f  an o rganisa tion (Drucker ,  1 9 54 ) . In 

turn the goal s ,  interes ts  and values of the community may ent er into 

an organisation by exerting an influenc e o n  what resources are made 

available .  
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While the procurement o f  land and capital provides the phy s ical 

l imitations within which an o rganisation may be formed , the personnel , 

labour , are likely to determine to a consid erable  degree the d ir ec t ion 

taken . The commitment and att itudes p ersonnel bring with them , are 

l ikel y to become the commi tment and a t t itudes o f  the o rganisa t ion • 

In the fulness o f  time , however , the interchange b etween o rganisa t ional 

conditions and these individuals and int eract ion amongst thems elves 

may r esul t in changes of b o th att i tude and o rganisat ional goal s . 

If such an interpretation is reasonable  then, in the pres ent 

stud y ,  the relat ionship b e tween ends and means ( the definit ion and 

s e t t ing of goals and the procurement and devis ing of means to a t tain 

them )  are j us ti f iabl e  as main foc i  o f  a t t ent ion . Cons is t ent wi th 

Parsons ' ( l937 )  S tructure-Func t ional view of social action , the 

pr evailing s i tuat ion and cond itions are to  be conceived at one pole and 

ends (norms , purpos es and goals)  at the o ther , and means as connec ting 

l inks between them . 

The concrete situa t ion and condit ions in which the relat ionship 

b etween means and ends is worked out const itutes the environment . The 

next step in the Chapter is therefore to operational ly define 

envi ronment 

ends and 

in such a way that it  can encapsulate the divers i t y  o f  

means and the relationship between them that o c cur i n  the 

course of  creat ing an organisa tion . 



Environment 

There a re two charact eris t ic s  which are typically pres ent in 

convent ional Structure-Functional d efinitions o f  environment . Firs t ,  
* 

as Greenfield ( 19 74 )  put i t , the environment usually is reified and 

regarded as a unitary thing that makes demands to which the organis­

at ion mus t r espond . Second , the ·environment is conceptual ised as 

being , in varying degrees , either unproblematic  o r  in a s ta t e  o f  

turbulence .  I n  some r esea rch it  has been possib l e  to regard a part i c­

ular sys tem a s  closed and suf fic iently independent to permit the 

analys is of int ernal probl ems without reference to out s ide influences 

( Katz and Kahn , 19 7 0 ) . For example in Mercuric ' s  (19 7 2 )  res earch into 

the ri tuals and int ernal workings o f  a long est ablished private  

secondary school , the  s chool was seen t o  b e  d ivorced from i t s  emb edding 

environment . A contra s t ing exampl e  is that of the internat ional air­

line . In i t s  efforts  to win new and protec t  exis ting markets the 

air line cons tantly attempt s  to pred ic t  changes in and meet  d emands 

from a turbulent-environment - a cause perhaps of its int ernal 

probl ems . In both examples , the uni tary natur e  o f  the environment 

prevails - it is uniformly unproblemat i c  or uni formly turbulent . 

While a ssuming the environment to b e  unitary has generally b een 

regarded by Structure-Funct ionalis t s  as an appropriate s tra t egy when 

researching exis t ing o rganisations , there is no t the same consensus 

in the case of new o rganisations . In fac t ,  according to such 

Struc ture-Functional theorists and researchers as Selznick ( 19 5 7 ) , 

Sco tt ( 19 64 ) , S tinchcombe ( 1 965)  and Lawrence and Lorsch ( 196 7 ) , in 

their early stages the environments  of organisa tions t end to b e :  

( i )  segment ed and compl ex , and , 

(ii )  contain a divers ity o f  communities o f  interest 

( Clarke , 19 7 3 )  and value . 

In o rder to clari fy t he sense in which environment is to b e  

employed i n  t h e  present s tudy i t  i s  useful t o  refer t o  the d is t in ct ion 

* 
There is abundant evidenc e of reifying environment in the work o f  

such authors a s  Thompson and McEwan, 19 58 ; Blau and S co t t ,  19 7 1 ; 
Parsons , 1 96 0 ;  Ka t z  and Kahn , 19 6 5 ;  Gue t zkow , 1965 ; Duf ty , 1 9 69 ;  
and March and S imon ,  1 958 - although there is some var iat ion among 
them over the pre cis e definit ion o f  environmen t .  
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tha t Parsons and Shils ( 1 9 6 7 , p . 31 )  make b e tween environment and 

situation ; 

Environment refers to all those  things o uts ide (any given 

soc ial-sys t em )  to which the actions o f  s ys t em memb ers are 

or might po tentially b e  rela ted . By contras t ,  the s ituation 

refers to the (social-sys t em )  and the environment in 

theoretical r ela tionship but without act ion having taken 

plac e • . •  Bo th terms , environment and situation involve 

abstraction, but of different types . In describing 

environment one must  abs t ract becaus e one cannot des c ribe 

everything .  In d escribing s·ituation one abs tracts 
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in o rder to describe how, as a resul t  of actors ' definitions o f  the 

situatio n ,  rela tionships b etween the social-system and the environment 

d evelop . When seen in this l ight , it  is now pos sible  to operat ionally 

define environment in a way that is cons is t ent with Parsons own conc eptual­

isa t io n ,  and at the same t ime accommodate  the elements o f  environment al 

s egmenta tion , compl exity and d iversity that have b een discovered else­

where to confront the founders and the memb ers o f  new organisat io ns . 

For the purpo ses o f  the present s tudy environment is go ing to b e  

opera tionally defined as referring to : 

( i )  the geographical local i ty o f  a n  o rganisatio n ,  

cent res o f  populatio n ,  and such physical resources 

as land and capi tal , and , 

( i i )  situa tional ly relevant actors such a s  individuals , 

social organisa tions and collec t ivi ties ; e . g .  

communit y  associa t ions , governmen t  d epartments , and 

agencie s ,  s tatutory and quas i-s ta tutory bodies and 

various types o f  formal organisatio n .  

Defining envi ronment in this way permi ts the ident i fication and 

analysis o f  both the ac tual and potent ial s e ts of interes ts , purposes 

and values sub sc rib ed to by individuals and collec t ivities . Inves t ig­

a tion can then be made into the way such fac to rs might b e  b rought to 

bear in ; establishing a cas e for a new o rganisation , proc ur ing 

resources and b ringing the organisation into exis tenc e . 

While this u�� o f  environment is a t  va rian ce wi th some of the mo re 



conventional S t ructure-Func t io nal conceptualisations ( for instance 

Parsons ' 1 9 5 1  version) it is cons ist ent with the way o thers have used 

the concept . A no table ins tance is Selznick ' s  ( 1949 ) documentat ion 

o f  the  manner in which ves t ed inter est groups , through a proces s o f  

coop tation,  influenced the d evelopment o f  the Tennes s ee Valley 

Auth o ri ty .  As Parsons and Shils ( 1 9 6 7 )  and Thompson ( 19 6 7 )  po int out 

and as S elznick ( 1 94 9 )  discovered , it is no t pos sible , especially in 

a new organisat ion,  for all the values subscribed to  in a given 

community to be represented in a single  organisation . Furthermore  as 

Selz nick ( 19 4 9 )  and Clarke ( 19 5 6 )  have demons t ra ted , in order for 
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some values and interests to gain a s ecur e  foo ting in the goal-st ructure 

(Gross , 1 9 7 6 )  o f  an  organisat io n  o th er values and interes ts  mus t b e  

excluded . 

Th e  limita tion of  the chosen interpretatio n  o f  environment appears 

to be that it covers too much . For the purposes of empirical inves t igation 

a more delimited concept is  required . To this end the concept of task-
* 

environment is to be ado pted for use in this s tudy . This conc ept is 

us e ful for analys ing the fo rmation o f  a new organisat ion because it  

reduces to manageable proport ions the  array of  factors ( e . g .  individuals ,  

agenc ies ,  communit y  associa t ions and o rganisat ions )  theoret ically 

available . It  doe s  so by deno t ing only those facto rs whic h are mos t  

1 1r elevant or po tent ially relevant to goal- setting and goal-a ttainmen� 11 

(Pil l ,  19 58 ) . The dif ference b etween environment and task-environment 

is then one o f  d eg ree rather than o f  k ind . Task-environment permits , 

in a way that the general conc ep t  o f  environment does no t ,  a s elective 

focussing o n  fac to rs that make or are l ikely to make a difference to 

the advent and the development of a given organisat io n .  

Over and above the pra c t i cal research-utility o f  t ask-environment, 

the importance o f  translat ing environment into task-environment is 

that it permits the connec t ions between individuals , the environment 

* 
The concept o f  task-environment , defined somewhat d i f ferent ly , is 

taken from Wil l iam R .  Dill ' Environment a s  an influence on Managerial 
Autonomy ' in A . S . Q .  Vo l . 2 , 1 9 58 . p . 409 -44 3 .  There have been few 
a t t empts to d es cribe and differentiate environments f rom the po int 
of  view o f  the organisa tio n .  Frank A .  Pinner , s tudied high schools 
in rela tion to the value s t ruc ture o f  the environing community , 
and the degree o f  looseness and tigh tness of a community struc ture . 
A s eminal sourc e for th is concept is Robert K .  Merton,  Soc ial Theo ry 
and Soc ial Struct ure . (Rev . ed ; Gl enc o e ,  Ill . , 1 9 5 7 , p . 4  4 ,  no te 13a) . 
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t hey inhabi t  and organisational evolut ion to b e  conc eptualised in 

a systemic and presumably logical way . Given the complexity of the 

mod el unfolded so far , the main el ement s  can b e  singl ed ou t and arranged 

s equent iall y  so as to refl ect this syst ematic i ty and logic . Specific­

all y ,  the creation and development of a new-type of  organisatio n  can 

be viewed as a funct ion o f  the way in which ind ividuals in a g iven 

task-environment sel ec t ,  define , and pursue : 

( i )  Ends 

( ii )  Norms 

( iii)  Means 

( iv )  Situation 

(v) Conditions 

which refer to desirab l e  s tates of affairs , 

t hat are wanted or  j udged to b e  needed in 

t erms of  

namely beliefs (and und erlying values and 

int eres t s )  and j udgements abou t  what should 

b e  done , how people ought to conduct them­

s elves (pro s cript ion and prescrip t ion) , what 

an  organisation should do and b e  like , which 

are implemented by the adoptio n  and procure­

ment o f  

- various categories o f  resource such a s  land , 

labour , capital , information and ideas and 

applying them to a 

- a stat e o f  a ffairs that currently exists or  

o nce  exis t ed ,  e . g .  the absenc e o f  a t ertiary 

education organisatio n  in a communi t y ,  which 

is j ud ged to be needed , leading to a course 

of actio n ;  which ul timat ely produces the 

concrete s ituat ion (physical , social , ideo­

logical ) o f  t he organisation itsel f ,  all of  

which is t empered by  

a set  o f  conditions which lead to opportunit ies 

for ac t io n  and also act  as cons traints o n  

wha t can b e  achieved . 

In order to  further c larify the systemic nature o f  task­

environment , the five ana l y t ical el ements itemis ed above c an b e  

arranged diagrammatical l y . Her e ,  i t  i s  importan t  t o  recognise tha t  

whil e the sequenc ing o f  el ements fo llows the priority that Par sons 

( 1 9 3 7 ,  19 5 1 )  at tributed to no rma tive factors in the explana tion o f  



so cial life , it  could turn out in pract ice  that the c auses o f  

a part icular ac t ion o r  event are based el sewhere . The extent t o  

which any one fac t o r  or  comb inat ion of  them is causally operat ive 

at any one t ime is a mat ter fo r empirical invest igat io n .  
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In the diagram,  t he two-way arrows ind icate the rec iprocal effect 

of each of the f ive main element s .  Specif ically they ind icate the way 

groups and individuals in the environment are , on the one hand , 

purposeful and norma tively oriented and , on  the o ther hand , 

constrained or assisted in the a c t ions they t ake by  the prevail ing 

condit ions and definit ions of the si tuat ion • The inclusion o f  
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a feedback loop accommodates t h e  po ssib il ity o f  change and modific a t ion . 

Fo llowing on from the adoption of an individualis t ic and act ion­

orient ed conceptualisa tion o f  environment ,  there are two spec if ic and 

substantive implications tha t serve to introduce the next majo r  

modificat io n .  

The Act io n- System Conc ept 

Because the convent ional Structure-Func t ion model o f  social-systems 

tends to be somewhat determinist ic and to overly emphasise the structural 

components o f  systems , the concept o f  soc ial-system must , like 

environment , also b e  modified so that it too c an encapsulate the 

individual is tic and c reat ive aspec t s  of an emergent organisat ion.  

Within any g iven soc ial-system individuals can then b e  seen as  o rganis­

at ion building-b locks (Dubin ,  1 9 6 0; Prebb le ,  1 9 7 5 ) . The second 

implicat ion is that a distinc t ion can be made between a syst em and the 

environment ;  specifically t ask-environment that will impinge upon it . 

Making this distinct ion is espec ially impo rtant in the case of a newly 

founded o rganisation, for one par tic ular way in which a system can 

achieve v iability is  t hrough recipro cal interac t ion between ind ividuals 

in the sys tem and ind ividual s in the task environment .  As Gouldner 

( 19 70)  points out , this  pr incipl e o f  reciprocity  is a concrete and 

spec ial g eneral mechanism whose  o peration ensures that the outcome o f  

any spec if ic soc ial ac t ,  ( fo r  example the creat ion of a new-type of 

organisat ion)  is only probab le ,  never certain . In o ther words , the 

d irec tion and rate at which an organisat ion evo lves will be a funct io n  

of the degree of consensus between individual s  both within and outsid e  

it  o n  the spec ific values and interests that might be taken up and met . 

Faced with the prob lem o f  a ccount ing for both the rec iprocity and 

ind ividual is t i c  aspec t s  of fo rming a new organisation , the concept o f  

Soc ial-system , as it is convent ionally used , places a distinc t limitat ion 

on the kind of explanat ion of organisat ional evolution tha t  could be 

provided . For instance , as  a resul t of their tenden cy to reify phenomena 



and concepts , Structur e-Functionalists typically talk, no t o f  t he way 

sys tem members adapt o r  respond to environmental d�mands , but how 

the sys tem adapts  and responds . In the case o f  a new o rganisa t ion,  

however, the main resea rch problem is , how is the  system itsel f  formed 

and what probl ems do ind ividuals enc ounter in this process .  Address­

ing this prob lem requires a concept of system that will enabl e  the 

ind ividualis t ic and c reative aspec t s  to be taken into account . 

A specific concept that would fulfil this purpos e  is one d erived 

d ir ectly from Parsons' ( 19 3 7 )  early work on the Voluntarist ic Theo ry 

of Ac tion and a later collaboration between Parsons and Shils ( 19 6 7 )  

namely the concept o f  a n  ac t ion-system • 

Parsons and Shils (op . cit . )  conceptualised an act ion-system as 

a plurality of individuals in rec iprocal interac t ion wi th each o ther 

and in rela t ion to a s itua tion which is ext ernal to the sys t em .  This 

ind ividualis tic concep t ion of system is appropriate  for the present 

s tudy b ecaus e  it can take into account , in the r equired way ,  the 

possibility of people playing a creative and active role  in t he 

evolution o f  emergent o rganisation .  Recognition can al so b e  g iven to 

t he way in wh ich individuals are constrained by prevail ing conditions 

and the situa tion they are in. 
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Because the concept of act ion-syst em t akes account o f  the purposes 

o f  individual s ,  bo th within and outside it  as key variables in the 

evo lutionary pro cess , it  is bet ter suit ed for this study than the more 

mechanist ic concept ion o f  soc ial-syst em evident in Parsons ' ( 1 9 5 1 ,  1 9 60 , 

1 96 7 )  later work . The difference is , however , one of degree rather 

than kind . Therefore the problems postulat ed by Parsons to confront 

a social-syst em in the broad sense also a r e ,  the prob lems tha t  could 

po tentially confront memb ers of the emergent action-sys tem .  

Explic itly then , the problems l ikely t o  b e  faced b y  people ,  either 

individually or collectively ,  in the process of forming and developing 

a new-type o f  o rganisa t ion when it is conceived of as an ac t ion-syst em 

are : 

( i )  selec t ing inputs into the syst em ( thus creat ing i t ) , 

es tabl ishing acceptable def initions o f  the situat ion 

and a boundary wh ich dist inguishes the sys tem from 

its embedd ing environment , 



( ii) es tabl ishing sys tem prio r i t ies and get t ing memb ers 

engaged in tasks , 

( iii) crea t ing a socia l  structur e ,  bringing about 

commitment of members to the syst em and establ ish­

ing a co llec t ive identit y ,  

( iv) providing mechanisms for c reat ing stable pat terns 

o f  a c t ion and interaction and managing emergent 

t ens ions and conflicts .  
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These are in summary form the t heoret ical element s  of the four 

functional problems tha t ,  according to Parsons , a re encoun tered in the 

course of ac tion-sys t em evolu t ion . They are to feature prominently in 

the present s tudy . Accordingly their elaborat ion follows . 

The Four Funct ional Probl ems -

definition, interpreta tion and operat ional isation 

The fol lowing d iscuss ion and opera t ional spec ification o f  each 

functional problem concept follows the theo ret ical sequence  set  out 

in the Sys tems Model g iven in Chapter one . Accordingly Adap ta t ion , 

Goal-Attainment , Integra t io n  and Lat ency will b e  deal t with in tha t 

o rd er . In presenting each concept a part icular strategy will be 

adopted . First , each functional problem concept wil l b e  defined . 

Second fol lows a speci f ic interpretat io n  o f  it in light o f  the spec ial 

characteristics of the present study . Third , a  descrip t ion wi ll be 

given of  how each concept is to be operat ionalised . This serves to 

explain the means by which the abs t rac t theory can be t rans lated 

into  empir ical terms and appl ied to the act ion-system being s tudied . 

1 .  Adaptat ion 

Def inition : Adaptation is a theo ret ical concept which refers to 

the process whereby memb ers o f  any given ac t ion-system ,  through the 

creation and enac tment of b oundary ro les ; 

( i) d efine the ext ernal situa t ion of  the ac tion sys tem 

- the env ironment-to which they must  relate and in 

so do ing es tab l ish a bounda ry which differentiat es 

the system from the environment , and thus 



( ii )  crea t e  the conditions o n  which t o  procure and 

allocate resourc es ( the means ) and represent the 

sys t em external ly . 

4 1  

Interpretation :  In  acco rdance with this defini tion,  the  concepts 

of  an ac t ion-sys tem boundary and boundary-role  are a logic al 

start ing po int for briefly elaborating the specific kinds o f  func tions 

and activities  that are const itu t ive of  Adaptation . 

As in physical or  b io logical syst ems , a bounda ry is tha t  d ividing 

l ine that s eparates one sys t em from ano ther - the interface .  Unl ike 

b io logical sys tems , however , the boundary of an ac tion-system need no t 

be conceptual ised in physical terms . Following Parsons and Shils ( 19 6 7 )  

the b oundary o f  an  action-system comprises individuals  i n  par t icular 

kinds of memb ership roles ; tha t  is to say individuals who st ipulate 

how much and which parts of the general environment ( for  example  which 

par t icular values and int erests)  can be brought into the spec ific 

situation of this action-sys t em.  The result will b e  the identificat ion 

of the sys tem ' s  task-environment 

By focussing on the enac tment of boundary-roles , it is therefo re 

po ssible to identify and describe how specif ic member s of an ac t ion­

sys tem influenc e the course o f  evo lut ion through the per fo rmanc e o f  

c harac terist ically adap t ive func tions . Following Parsons ( 19 69 )  such 

func t ions inc lud e :  the p rocurement and allocat ion o f  resources , the 

creation and dissemination o f  informa t ion and interac t ion with agenc ies 

in the external environment . 

Opera tional isat ion : To be operationalised ,  the interpretation 

g iven above has to be converted into a series of research quest ions . 

Tho se thought to be appropriate are :  

( i )  In  what ways do external ind ividuals and groups assist 

or constrain sys t em fo rmatio n  and develo pment ? 

( i i )  Wi thin a newly fo rmed ac t ion-system how a r e  boundary­

ro les created , and distribut ed? 

( iii) Who are the individuals and agenc ies (if any) 

an  individual is  interac t ing with and with whom 

there is a need to establ ish rela t ionships ? 



( iv )  Spec ifically , to what exten t  and with what effec t  

do the occupant s  o f  boundary roles : 

(a )  interact and nego t ia t e  wi th external agenc ies in 

o rder to gain access to a particular market,  e . g . 

a part ic ular ca tegory o f  client s ,  and to procure 

the resources necessary for ongo ing development , 

e . g .  funds and specif ic categories of  staff who 

can either respond to or  ini t iate  a part icular 

task-environment, and , 

( b )  s eek to l eg i t imate  (Weber, 194 7 ;  Parsons , 1 9 5 1 ) 

t he new o rganisation by  c reat ing and externally 

promo ting an o rganisa t io nal image ; for ins tance 

t hrough the medium o f  advertising and o ther kinds 

o f  public-relations act ivity . 

(v) Once acquired ,  how are r esources allocated and wi th what 

effec t s  on;  

(a )  the internal structuring of  rela t ionships , and 

(b ) the establishment o f  a d ivis ion o f  labour . 

(vi ) How do the physical cond i t ions o f  a system assist or 

cons train the p erformance o f  specific roles and system 

fo rmat ion and d evelopment ?  

(vii) To what extent and with what ef fect do the occupants 

o f  boundary rol es fil t er and transmit informat ion? 

Do they act autonomously o n  some informa t ion , 

consol idate , delay or store i t ?  

2 .  Goal-At t ainment 

4 2  

Definit ion : Goal-Attainment is a theoret ica l concept which refers 

to the processes o f :  

( i )  establ ishing system priorities - end s ;  i . e . , des irable  

states of a ffairs that are sought by individuals 

bo th inside and outside a sys tem and which resul t in, 

( ii)  creat ing goals and translating them 

into programmes and act ivit ies . 



Interpretatio n :  Consistent with this general definit ion, the 

concept of goal is to  be taken as a definit io n  ( expl ic it or implic it , 

conscious or  unconsc ious)  which an individual has of the s i tuat io n  he 

is in , in t erms of what he wants  and what he sees - how the s i tuatio n  

looks t o  him. This definition may inc lude o r  imply the means , i . e . , 

an explicit  or implicit ,  normatively regulated plan o f  act ion 

intended for use in achieving a des ired sta t e  of affairs ( Parsons and 

Shil s ,  1 9 6 7 ) .  

Adopt ing an individualis t ic concept o f  goal avo ids the probl em 

of reif icat ion that can ar ise when goals are a t tributed to the 

o rganisation .  However the use o f  an ind ividual goal s concept may 

4 3  

give rise to  the pos s ibility that a psycho lo gical concept ion o f  mot ive 

- wha t an individual des ires for h imsel f  - may surface . But s eeking to 

discover goals does no t necessarily imply a s earch for mo t ives . While 

it is r ecognised that goals and mot ives may be clos el y  rela t ed , the 

main focus of  a ttent ion in this study is o n  the contribut ion o f  

a perso n ' s  goals in the crea t ion o f  an ac tion-sys tem .  

I n  researching the goal-a t tainment prob lem ,  Struc ture-Funct ionalists 

( for exampl � ,  Selznic k , 1943 and 1 9 5 7 ; Perrow , 1 9 6 1 ; and Etzion i ,  1 9 64 )  

chara c t eristically d i s t inguish b etween two types of  goal - namely 

o f f ic ia l  goals and actual or operative goals . In this study the 

o ff ic ia l  goal (s)  is the purpo s e  for which an organisat ion comes into 

being and is hereaf t er referred to  as Mission . 

The po int in examining o f f ic ial goals is to ascer ta in their 

func t io n  in forming a new-type of  organisa t ion ,  e . g .  do they o rient 

the ac t ivities of  members (�erton , 19 5 7 ;  and Michel s ,  1 9 62 ) ; are t hey 

used to evaluate contributio ns (Perrow, 1 9 69 ) ; and do they serve to 

legit imat e  the exis t ence o f  the organisation both for the par t ic ipants , 

signif icant externa l  agenc ies and the general public (Parsons , 1 9 60 ) . 

In so f ar as o ff ic ial goal s ,  which are at the same t ime the goals  o f  

individuals (e . g .  tho se o f  th� ins tigator s ,  o r  a chief executive) do 

funct io n  in one or  more  of the specified ways , they may go some way in 

determ ining the actual goal s truc ture (Gro s s ,  19 76 ) . 

A number of specific consequences fo l low from the adoption o f  

an individualis t ic approach to the investiga t ion of the na ture and 

effec t s  o f  goa l s .  F irst , such a n  approa ch l eaves open the research 

po ssib i l it y  of d iscovering mul tip l e  goa l s  and may yiel d  a reality 
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different from the r eality promulgated by the originators o f  an o rganis­

ation a nd by its administrators . Second , by examining what happens in 

reality  a check can be made on whe ther pro claimed goals are subscrib ed 

to in prac tic e .  Third , by focussing o n  ac tual or  operative goals  the 

invest igator,  working within a Structure-Func t ional framework is abl e  

to observe the incidence  o f  bo th consensus and conflic t about wha t 

an o rganisation is for , who se interes ts it  serves and how it is 

organised and run ; espec ially in a new-type of organisa t ion when issues 

relat ing to values and purpos e  may be clos e to the surface (Warren , 19 7 1 ) .  

Operat ionalisatio n :  The interpreta t io n  above leads to the use o f  

the fol lowing o perat ional p ro c edure ; 

( i) Seeking answers to the ques t ions ; 

(a ) Why do es an organisa tion exist?  What purpos e  wil l  i t  serve? 
To what social conditions wi ll i t  contribute 

in terms of  its  mis sion?  

(b ) What is each individual s ( dynamic ) concept or  idea 

of the organisat ions aims , purpose ,  function? 

(c) What is each individuals specific j ob-ro le , the 

nature and type o f  activit ies present ly engaged 

in and scheduled for the future and their relat ion­

ship to o ther act ivit ies ? 

( d )  How o ught one to function in a given role?  

(e)  How do ind ividuals def ine and carry out dut ies , 

respons ibilit ies , tasks and with what resources?  

( ii)  Observing what ind iv idual s say and do in action and 

inferring a ims from their ac t io ns , and , 

( iii ) Asking peo ple how they perc eive the organisatio n  and 

what they s ee as its  significant features . 

Each approach taken by  it self is l ikely to produce a l imi ted pic ture  

o f  an  emerging goal struc ture . When used in  combinat ion and over 

an extend ed time period , a fuller picture resul t s .  



3 .  Integration 
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Def init ion : Integrat ion is a theoretical concep t  which refers to 

the process operat ing within the internal s itua t ion o f  an action-system 

and by  which memb ers crea t e ;  

( i )  a s ense  of sol ida rity  and cohesion 

( ii)  common loyalties and common normative 

def ini t ions of the situa t io n ,  and 

( ii i )  a t  l east  some minimum level o f  respect and acceptance 

o f  various goal s  and att itud es that individual s might 

have and the dis t inctive cont r ibut ions they might 

make ( Parsons , 1 9 64 ) . 

Interpretat ion : According to Struc ture-Funct ional theo ry ( Parsons , 

1 9 5 1 ,  1 9 60 , 1 9 64 ,  1966 ; Eisenstadt , 1 9 64 ; Levy, 1 9 5 2) , resolving the 

concrete  probl em of Integra t ion depends on the c reat ion and ma intenance 
* 

o f  a so c ial s t ruc ture . For the purposes  o f  the present study s tructure 

refer s to the way the actions of and t he interact ions between 

ind ividual s come to cons t itute  a pat t ern . As Parsons ( 1 9 5 1 ) po ints 

out , however ,  the pat terning (or s t ructur ing ) of actions and int er­

a c t ions does no t necessar ily resul t in the Integra t ion of an act ion­

sys tem.  Whether or not Int egration o ccurs depends on a var iety  of  

fac tors tha t r equire comment , thus s e t t ing the  scene for the  operat ion­

ali sa t ion tha t  fo llows . 

When s e t t ing up a new o rganisatio n  it  is common prac t ice , acco rd ing 

to Eldridge and Crombie ( 19 74 ) ,  to use a formal organisat ion chart  

or a blue-pr int to  spec ify the way relationships and action patterns 

are to be s t ru c tured . They also po int out that as an organisat ion 

develops the members are l ikely to s eek control over the way 

* 
As Parsons ( 1 9 5 1 , p . 4 2-43 ) puts i t , soc ial structure is " the core 

phenomenon of the dynamics of so c ial systems . That the s tability 
o f  any soc ial system exc ep t  the mos t  evanescent int eraction proces s  
i s  dependent o n  ( the existence o f  a s table soc ial s truc ture ) may 
be said to be the fundamental dynamic t heorem of ( Struc ture­
Functional theory) . It is the maj o r  po int of reference for all 
analys is whi ch may claim to be a dynamic analysis of soc ial proc es s " . 
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* 
relationships are s tructured ; in which case the bl ue-pr int is l ikely 

to lose i t s  init ia l usefulness . Mo re importantly, from ini t ial blue­

print s , new organisat ions increase  in structural complexity and undergo 

interna l  dif feren t ia t ion . 

According to Lawrence and Lorsch ( 1 9 67 ) , in fo rming an organisation,  

d ifferent ia t ion f irst  tends to  occur in  r esponse to  and refl ec ting d ivis ions , 

boundaries and coa l i t ions o f  interest in the larger soc ial-sys tem -

the environment . As growth occur s ,  as new funct ions are acquired , new 

premises are completed,  equipment and machinery procured , differen t ia t ion 

into sub-units with respons ibil ity  for spec i f ic tasks al so occurs (Dufty , 

1 97 6 ) . In so far as the act ivit ies o f  such sub-units have to be co­

ordinated , some higher-l evel units may become necessary to carry out 

such co -o rd ination ( Eisendstadt ,  1964 ) . The first  kind of differ ent ia t ion 

tha t  t ends to  o ccur to do  such work is , according to  Parsons , stratific­

a t ion ; i . e . , the t endency to rank individuals in terms of authority , 

d egree o f  respons ibil ity and status . This i s  because in organisat ions 

generally and in new ones in part icular , many accommoda t ions are mad e  

to communi t y  values (St inchcomb e ,  1965 ) a s  they b ear on the s t atus o f  

partic ipant s ,  and the community ' s  stratifica tion system i s  usually 

reflect ed wi thin o rganisat ional hierarchies ( Coll ins , 1946 cited in 

Sco t t , 1 9 64 ) . 

The ex tent to which s trat i f ication occurs will have an effect  on 

any nec es s it y  to control the d irec tion o f  evolut ion through the c reat ion 

and enactment o f  l eadership roles . According to such S t ruc ture-Func t ional 

theorists  and researchers as Mill s  ( 1 956 ) , Selznick ( 19 57 ) , Parsons ( 1 9 64 ) , 

Rage and Dewar ( 19 7 3 )  and Zald ( 19 63 , 1 9 7 0 ) , there is a nec ess i ty in 

crea t ing new o rgani sations for some form o f  l eadership in the sense o f  

a n  organisat ional elite . 

* 
A t endency amongs t  soc ial s c ientists  is to think o f  soc ial s truc ture 

in two-d imensional t erms as the morpho logy or shape of an ent i t y .  
Metaphor s  such as the pyramid , t h e  wheel and the network a r e  used t o  
repres ent structure .  These simpl e ,  static conc eptions o f  the s t ructure 
of something as complex as an organisat ion have some usefulness in 
that they d ep ict a particular feature such as hierarchy·. At bes t ,  
however , they mas k  the fact that struc ture in the morphological s ense 
is always an abs trac t ion - a s t at ic representat ion of an ongo ing 
proc es s ( Eldridge and Crombie , 19 74 ) . 
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The res earch tha t  arises out o f  the Integrat ion concept i s  to 

document the effects o f  d iff erent iat ion and the structuring o f  rela t ion­

ships and ana lys e their consequence for Int egra t ion . The ef fects  o f  

d if f erentiat io n  will vary depending on  the spec ific kind o f  sys t em under 

study , and the conditions under which it  comes into existence .  There 

are ,  however ,  a number o f  ways in which d ifferent iat ion and i t s  cont r ib­

ution to the resolu t ion of integrat ion can b e  monitored . 

Operationa lisat ion : The prospect ive relationship b etween different­

iation, soc ial-s tructure and int egration gives rise to the following 

research ques t ions : 

(i )  Given the t endency to d if f er entia t ion,  what are the 

kinds of interest groups or organisat ional sub-units  

tha t form? Specif ically to  what ex tent and with what 

effec t  are they formed according to : 

(a )  specific  kinds of func t ion , 

(b ) common interests and o rientat ions , 

( c )  technical exp ert ise and experience ,  

(d )  t ypes o f  service to  b e  rendered , 

( e )  material and symbol ic rewards ,  e . g .  

different ial salary level s , and 

( f )  super-ord inat e and sub-ordina t e  pos i t ions ? 

(ii) Given the necessity for leadership roles , to what ex tent 

and with wha t effect are they created and enac ted , and 

by whom? More specif ical l y ,  g iven the emergence o f  

a n  organisat ional hierarchy t o  what extent and with what 

effec t  are advanta ged po s i t ions used to ; 

( a )  exercise and delegate authority , 

(b ) develop a sense o f  unity and purpo s e , and 

(c ) specify duties ,  obl igat ions �and r ight s? 

( iii)  Given the l ikel ihood of int erest groups or sub -units forming , 

to wha t ex tent and with wha t effec t are pos it ions o f  autho r ity  

us ed to limit the  inc idence o f  conflic t ,  fac ilita t e  co-operat ion 

and maintain a ba l anc e o f  power (Za l d ,  1 9 6 3) within an evolving 

soc ial struc ture7 
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4 .  Latency 

Def init ion : Latency is  a theo re t ical concept which refer s  to the 

way members of an emerg ent action-sys t em d evise ways and means to control 

and manage t he outcomes o f  ac t ions and interac t ions . Specif ically i t  

refers to t h e  way they crea t e ,  apply and conform with normat ive s tandards 

in maintaining desired pat terns of interact ion and in coping with 

t ens ions and conflict s tha t arise during the process of s ys t em buil d ing . 

Int erpretation :  For  Parsons the  problem of  Latency has two a spec t s  -

pattern maintenance which is the problem o f  maintaining the pat terns o f  

o r ganisational l if e  tha t are the outcome o f  d i f f erentiat ion,  and t ension­

management which is  the problem o f  coping with bo th personal and inter­

p ersonal tens ions and conflicts . In process  terms Latenc y  therefore 

incorporates the way in which individuals a c t  in accordance with relevant 

norms , and a l so the way in which tension and conf l ict are reduced or 

contained . 

Acco rding to Parsons ( 1 95 l ) , reso lving t he Lat ency problem is 

positively assisted when some attempt is made to develop a c entral value 

system which serves to legitima te  bo th shared and divers e  att itud es and 

values with in the one o rganisa t ion - a super-o rdinate value . When 

understood and subscrib ed to a centra l  value , which transc ends par t icular 

sectional interest s ,  can be appealed to he argues , in reso lving int ernal 

confl ict  and t ensions and may s erve as a means of exercising control by  

consc ious cons ent . 

Operat ionalisation 

This interpretatio n  o f  Lat ency ac cordingly l eads to enquiry into 

b o th c reat ive and no rmat ive aspec t s . The spec i f ic aspects to b e  

researched include : 

( i )  What do individuals regard as the actual and id eal 

rela t ionships t ha t  should develop within a given 

a c tion-system? 

( ii )  As an act ion-system begins to funct ion , wha t are the 

norma t ive s t andards tha t  are crea t ed and invoked and 

with what effect  are they applied? 

(iii )  Given the l ikel ihood of differences o f  opinion and 

dif ferent in terests , what kind o f  control and 

management s trategies are u sed to develop co-opera t ive 

r elations and limit the inc idence o f  tens ion and 

conflic t ?  



( iv)  Specif ically , to what ext ent and with what effect is 

a c entra l  value sys t em develop ed in an attemp t to : 

(a ) explain the emergence o r  abs enc e of a power 

s tructure and assoc iated pol ic ies , 
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(b ) j us t i fy enter ing into relat ionships with external agencies ,  

Summary 

( c ) support  values the organisation was set up to s erv e , 

( d )  leg i t imate and ins t itut ionalise values that are 

precarious and have only t enuous support  in the 

community,  

( e )  explain how specific  value - o rientations f i t  into 

an overall ideological framework, or fa il to fit  in ,  

( f )  ins t itutionalise part icular ( different o r  unusual ) 

ways and s tyles o f  working and , 

(g )  crea t e  myths which bo ls t er up the contribut ions of  

spec i f ic groups/ individuals and projec t  an image 

internally o f  the organisation itself ; wha t we 

want this organisat ion to b e  l ike as a place in 

which to work and wha t it can and ought to do • 

This Chapt er has given emphasis to four main Structure-Func t ional 

concept s  - the indiv idual , the means -ends relationship , the 

environment and the action-sys t em • These · concepts provide the 

el ement s  of the t heor et ical framework within which to use  the four 

funct io nal prob lems for the purpose of explaining the evolut ion o f  

a new-type o f  organis�tion when i t  is conceived as an act ion-sys t em 

which o r ig inates f rom and is embedded in an environment o f  interes ts 

and values . The int erpreta t ion adop ted is predicated on the a ssumpt ion 

that o nc e  formed members of the sys tem will activate and respond no t 

to the whole  environment but to a task-environment . The lat t er 

contains ind ividuals , groups and agenc ies who subscrib e  to part ic ular 

int eres t s  and values . 

Surround ing the action-sys t em itself  there is a boundary o f  

individuals whos e  ma in func t ion is t o  fil ter inputs from and output s 

to the environment . Spec ifically ,  the occupant s of boundary ro les 



50 

init iat e  int eract ion with and respond to individuals and collec t ivit ies 

in the t ask-environment ;  individuals and coll ec t ivities with whom 

members o f  the action-system will then do bus iness . All such sys t em­

environment interact ions are adaptive in na tur e .  

Within the act ion-syst em all o f  the functional probl ems are inter­

l inked , thus conveying the idea that solut ions found for one probl em 

have consequences for the solu t ion o f  all o ther problems . By confront ing 

and co ping with all the functional probl ems , s ys t em members are capable  

o f  infl uenc ing , either d irec t ly o r  indirec tly , the  cours e  o f  evolut ion .  

The nature and  ex tent o f  their influence depends , however , both on  

their own ac t ions , the actions o f  o thers and l imit ing condit ions inside 

and outs id e  the sys t em ,  e . g .  individuals def ini t ions o f  the situa t ion 

and the  availability o f  var ious types of capi tal and equipment . 

While the question o f  evo lut ionary s tages has no t b een dealt  with 

expl icitly,  there is an important methodological impl ica t ion to be 
* 

d rawn from the preceding discussion;  that the s tudy b e  conceptua l is ed 

as fall ing into two separate but int erdependent stages . The first is 

the genesis-stage tha t takes account of the origins , context and pre­

history of a new act ion-syst em in t erms of the environment . The 

second stage can then b e  seen as  b eg inning when a boundary has b een 

formed by the crea t ion and enactment of membership roles . Thereaf t er 

the action-syst em c an b e  s tudied as it evolves . In both s tages o f  the 

evolut ionary proc ess, t he theoretical concepts d iscussed in this Chapter 

provide a conceptual framewo rk wi thin which the empirical research o f  

the s tudy will b e  organised and conducted . When used for this purpos e  

they wil l ,  when operationalised,  pr imar ily play a s ens i t is ing rol e .  

With the study ' s  theoretical a genda having been outl ined , the next 

task is  to d iscus s the research methodology which serves to link the 

theory with the concrete situation of the act ion-sys tem being s t ud ied 

- the Hawke '.s Bay Community Co lleg e .  

* 
Specific ally the discussion in Chapter one o n  pages 6-8 that deals  

with organisat ions in his toric al terms and as  human invent ions and 
the d is cus s ion in the present Chapt er that deals respe c t ively with 
the rol e  of individua l s  and the end s-means relationship . 



CHAPTER THREE - ON METHOD 

Chapters one and two made the theoret ical bas is o f  the present 

study expl ic it , stated why it  was employed and explained how it is to 

b e  used in investigating the evolut ion o f  a new-type of organisation . 

The ma in purpo s e  of th i s  Chapt er is to outline a research method-

5 1  

for the study and explain how it was u sed to co llec t  dat a .  Ac cordingly 

the Chapter is divided into four sect ions tha t deal respec t ively with : 

( i )  the s elect io n  o f  a research method· 

- i t s  rationale ,  s trengths and weaknes s es , 

( i i )  the g eneral r es earch s t rategy and data 

gathering proc edures , 

( iii)  data  sources and discuss ion of the approach 

u sed in gaining acces s , and proc edures for 

l eg i t imating the researcher rol e ,  and , 

( iv )  t h e  research s chedule and its  implementation . 

Selec ting a Research Methodology 

In s el ec t ing a res earch methodology for the present s tudy three 

specif ic r equirements had to b e  met . Firs t , the method would have 

to provide a means of viewing and port raying an o rganisat ion bo th cro ss­

sec tionally and longit ud inally . I t  should thus b e  capable of capturing 

both sta tic  and dynamic aspects  o f  the  evo lut ionary process . Second , 

b ecause the obj ect of inves t igat ion i s  an exist ing organisation the 

method 

method 

would have to b e  sui t ed to field r esearch . Third , the 

would have to be capable o f  reveal ing any uniqueness o f  

the organisat ion in po int . 

Accord ingly a somewhat predic t able  cho ic e  was made in favour o f  

adopt ing a naturalist ic ,  case-s tudy method .  This methodol o gy 

provides one r elat ively a cceptabl e way of meet ing the specif ied require­
* 

ments . As such it follows the research pract ic es adopted by Selznick ( 1 94�  

* 
Smith and Geof frey wo rked in an Urban American classroom for an extended 

period and carr ied out ethnographic research . Smith and Keith documented 
the develo pment of a new-t ype of elementary schoo l .  Bald ridge worked 
in a large American University .  Becker and Geer worked alongs ide 
med ical students in a Chicago Med ical School and Geer and Hughes 
studied the culture of col lege s t udents . Selznick conduc ted f ield 
res earch and analysed historical doc ument s in his s tudy of the 
Tennessee Va ll ey Authori ty . 
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Becker  and Geer e t  al . ( 1961 ) ,  Smith and Geo f frey ( 1 968) , Geer and 

Hughes ( 1 9 68 ) , Smith and Keit h  ( 19 7 1 )  and Baldridge ( 1 9 7 1 ) . 

Cons equent on choosing to conduct the s tudy in the nomina t ed form ,  

it  was then pos s ible  to : 

( i )  s elect speci f ic research t echniques suited for natural ist ic 

sett ings t ha t  comprise networks o f  relat ions b etween 

individual actors ,  act ing and int eracting with each other , 

and sharing in sets o f  b el ie f s ,  s t andards and symbol s ,  

( ii )  s tudy t h e  organisa t ion ,  as i t  evolves - both cross­

s ectionally and longitud inally , 

( ii i )  view the o rganisat ion in que s t ion ,  a s  a depend ent variable  

and regar d  i t  as  a whol e  act ion-system which is  grea t er 

than the sum of its individual actors - a to tal ity , 

( iv )  operat iona ll y  define the o rganisa t ion as a set o f  

contemporary and histo rically-dis tant individual s  who 

a re involved in or have cont ribu t ed to its format ion 

and d evelopment , 

(v)  regard the individual s concerned along with their 

att itudes , belief s ,  perspect ives , and ways of ac t ing 

and interac t ing as cons t i tuting bo th the pr inc ipal unit s  

o f  analysi s  and t h e  init ial building-blocks ( Dub io ,  

1 960 ; and Prebble ,  19 7 5 )  o f  the o rganisa tion - no t 

in a pas s ive sense but  as  ac t ive agents , and , 

(vi )  accoun t  for individual actors subj ec t ive comprehension 

of the o rganisation and their place in it ( Parsons , 1 9 3 7 ; 

Weber ,  1968  and Silverman, 1 9 70 ) . 

In pract ical t erms these s ix po int s , when viewed 

prescriptively suggested the manner in which natura l is t ic 

case study work in the present investiga tion can proceed . A logical 

beginning po int , and one impl ied by  the s tudy ' s  theoretical framework 

is the ind ividual ' s  subjec t ive understand ing of the situat ion ( Blumer , 

1 966 ) . A dis t inct consequenc e o f  this is  tha t prima ry data are l ikely 

to refl ec t the real i t ie s  of  organisa t ional l i fe as the partic ipants 

see it . An implica t ion , however ,  is  that altho ugh the res earcher 

comes to the empirical set ting with a set of t heoretical-int erpret ive 
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concep ts , a n  this case the four funct ional prob l ems ) h e  canno t assume 

apr io r i  tha t  any prio r definit ion of the s i tuat ion he has h imsel f is 

necessarily correc t .  No r can i t  b e  assumed tha t  memb ers o f  an organis­

ation and o thers assoc ia t ed with it  will agree on the meaning o f  

a given s ituation (Denzin , 1 9 7 0 )  either wi th in o r  among thems elves . 

The discovery of a meaning (or  meanings)  i . e .  an individual acto r ' s  

d efinitio n  o f  the situa t ion , will  therefo re take priority .  

While the case s tudy method is appropria t e  for the current s tudy , 

the method has some inherent weaknesses . In particular there are 

specific conditions in o rganisat ions that s e t  them apart from o ther 

forms of so cial lif e ,  and pose fo r researchers wishing to study them 

a numb er o f  strategic problems that require comment . 

Weaknesses o f  the Case  S tudy Method 

As Sco t t  ( 1965 , p . 262-265 )  po ints out , in organisations members 

are usually bound together in a common netwo rk o f  relations . This 

network, as the core of an o rganisa tion, must  b e  examined if o rganis­

ational evo lution is to b e  understood and the actions of individuals 

accounted for .  In ga ining acces s and collect ing dat a ,  four main 

prob lems are likely to be encounter ed (Sco t t , op . cit . ) :  

( i )  Because one s ingl e  hos t il e  info rmant may b ecome a locus 

o f  disaffec t ion and sabo t age the enquiry , relations 

b etween researcher and subj ect are particularly important . 

Special ef forts  are therefore r equired to build co-operat ive 

r elationships and pre-empt host ility . 

( ii )  I f  memb ers o f  the organisation share  a common set  o f  

values and no rms � the invest igator mus t take this group 

culture into account , for two reasons . First the knowledge 

is essent ial to und er s tanding the conduct of ind ividuals . 

S econd , it  will , in part , d et ermine the ro les he wil l 

play as a researcher ,  the types o f  relations he develops 

with organisational memb ers , and the kinds of da ta to 

which he is g iven access . 

( iii)  As  organisa t ions are complex systems with various levels , 

there are l ikel y to b e  c onflicting values and interests 

within . Th i s ,  too , poses  problems for the researche r ,  for 

he mus t gain acceptanc e in each wi thout b ecoming identif ied 

with any part ic ular one . 



( iv )  Even when a resear cher is granted complete freedom 

fo r his enquiry , the nec essity of ga ining permissio n  

to enter from t o p  offic ial s may prej ud ice lower-l evel 

par t ic ipants against him . Some members will control 

access to certain kind s o f  information and will help 

determine who the researcher talks to o r  is allowed 

to observe . Desp i te the fact that information 

rec eived f rom various individuals may not be equally 

reliable ,  at lea s t  in its consequenc es for the system ,  

such info rmation canno t be dismissed o u t  of hand and 

ind ividuals who provide i t  are deserving of respect 

along with o ther s ,  bo th in their own r ight as persons 

and in terms o f  the clues they might provide as to 

po ssible fruitful lines of enquiry.  
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In  Parsonian terms this  definit ion of the  organisa tional research 

situation determines the conditions ( cons train t s )  that are likely to 

operate on the f ield-researcher . Implicit in this situa t ion are norms 

which in turn will govern the select ion of means whereby research goals 

can be attained . Spec ifically there a re norms which require that 

con f id enc es be respected , that identit ies not be revealed and memb ers 

no t b e  trea ted merely as impersonal means to the researcher ' s  ends . 

In subscrib ing to these no rms and o thers that may operate , the 

res earcher may gain access t o  the situat ion and es tablish ways o f  

mo t ivat ing subj ects to co-o perate  in his res earch ( Sco tt , o p . c i t . ) .  

In e ffec t  the researcher is both an observer and a par t ic ipant . 

Achieving par t ic ipant status enables observat ions to b e  made . There 

is a d ilemma however ( Sco t t , op . c it . ) :  

Partic ipation is usually requ ired of the invest iga tor 

if he is to be allowed to carry out his research ; but 

par t icipa t ion because  of the involvemen t it  generat es 

interferes with the coll ec t ion o f  unb ias ed data . 

This par t icipant-obs erver dilemma is to b e  raised later in the 

Cha pter . At this po int the necessity to adopt the partic ipant-
* 

observer rol e ,  and the problems at t�ndant upon it lead direc t ly into 

* 
As Pa rsons might point out researchers in the pa rtic ipant-obs erver mode , 

l ike groups , are faced with both task and soc io-emotional problems . 
Concentra ting on the solut ion of task problems - the conduc t ing o f  
research - produces tens ions in the soc io-emo t io nal area - relat ions 
with subj ec t s . The lat t er must  be dealt  with if the research is to be 
successfully co ncluded . This probl em could const itute a resea rch to pic 
in its own r igh t . 
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the mat t er o f  choo sing a general research strategy . 

The General Research Strategy 

Accor ding to Blumer ( 1 9 69 ) , carrying out case study research wor k  

o f  the kind envisaged in the present study can b est b e  facilitated b y  

conc eptualis ing it i n  two general stages - Exploration and Inspec tion . 

During the exploration s tage the researcher s eeks to : 

( i )  gain a clos e and comprehensive acqua intance with 

a sphere o f  unfamil iar soc ial life ,  and , 

(ii )  focus the research so that research problems 

( including tho se discussed ab ove) , directions 

o f  enquiry , data,  analytic al relations and 

subsequent int erpretations arise out o f ,  and 

remain grounded (Gl aser and S trauss , 1967 )  in 

the empirical l ife under s tudy (Blumer , 1969 ) . 

During this period entry into the field is effected ,  a research 

position established , and data sources identified and cul t ivat ed . 

By contras t  the inspection phase b uilds on prior exploratory work 

and consis ts of close  examinat ion o f  the empirical cont ent of the 

theoretical cat egories tha t a re to be used fo r the purpo se  o f  analysis 

and int erpretation ( Blumer , op . cit .) . During this stage 

theoretical cat egor ies are likely to be explicitly invoked in collect­

ing and g enerat ing data . Part icular organisational proc esses , networks 

o f  rela t ionships , ac t ions and events are viewed in their concrete  

settings as empirical instanc es o f  this or tha t  theoretical cat egory . 

The r esea rch programme o f  this study was planned to b e  c arried out in 

terms o f  Blumer ' s  two g eneral ised s tages . The extent to which this 

plan was realised in prac tice is discussed la t er in the Chapter under 

the sect ion ent itled Research Schedule . The next step is to l ist and 

discuss the spec ific research procedures used in the s tudy . 

Research Proc edures 

Cons istent with the prescriptions � out l ined on pa ge 5 2 , 

spec ific research proc edures us ed to co l l ec t  and genera te data fo r 

the study inc lude : 



( i )  interviews and purpo seful-conversations - ranging 

from informal-unst ru ctured to in-depth-s truc tured , 

( ii )  documentary analysis , 

( ii i )  on the spo t semi-part icipant ob servations - ranging 

from sys t ematic to a necdotal and impressioni s t ic . 

Each o f  these proc edures is to b e  discussed separat el y  b elow, though 

in rea l it y  they complement each othe r .  Ment ion will b e  made o f  the 

distinc t ive fea tures of each procedure , the k inds of data they yield 

and the advantages and l imitations of their use in natural istic cas e  

s tudy work . 

The Int erview 

In organisat ional research the interview is b est regarded as 
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a compl ex int erpersonal situat ion ( S ilverman and Jones , 1 9 7 6 )  in whi ch 

questio ns are aske d  to learn about topics  o f  part icular interest . By 

using interviews and purposeful conversat ions , data can b e  generated . 

For a numb er o f  reasons an appropriate top ic with which to b egin 

interviewing is an individual ' s  definit ion of the situation - Beginning 

here : 

( i )  enab les t h e  researcher to b ecome famil iar with 

the natural istic research set t ing , 

( ii )  helps the r esponden t , when aske d  to talk about  

his own situation ,  to b e  relaxed and at ease ,  

( ii i )  creates opportunit ies to explor e  many facets o f  

individuals conc erns , enabl es topics t o  be 
� 

treat ed as they come up , and leads to b e  pursued . 

It also provides ini tial insights into individuals 

po ints of view ,  a t t itudes , and perspect ive - in 

a word, d e f initions o f  the situa tion .  

( iv )  Informal , loosely s t ruc tured int erviews serv e  as , 

familia rising exerc ises , ways o f  getting the feel 

of the s i t uation and fo r es tablish ing an organisat ional­

research role.  

The format of specific interviews can b e  changed to suit the 

situatio n .  But i n  whatever form i t  i s  used , the interview mus t  
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ul tima tely go beyond init ial responses t o  quest ions and prob e for 

spec ific meanings ; the a im b eing to detect underlying pat terns . Thes e 

are no t reveal ed withou t a s t rugg l e .  The interviewer is i n  the 

pos i t ion of having to penetrate and understand at the same t ime , and 

this requirement may l ead to a bas ic  error , of tacitly assumed under­

standings (Denz in, 19 7 1 )  and the b egging of the ques tion o f  what 

a respondent ' s  answer means (Lazersf eld , 1 9 70 ) . The int erviewer mus t 

therefore no t only b e  abl e  to see a sub j ect ' s  response to a range of  

int erview ques tions as  a picture o f  an  underlying real ity ; he must 

b e  ab le to s ee t hrough a respons e which may depend as much on the 

s e t t ing in which it is asked as i t  does on the r eality repor t ed .  

To check o n  the val idity and rel iabil ity o f  interview data , 

inconsistent and contradic tory answers can be explored . As Agatha 

Chr is t ie ' s  Po iro t points out , "On the whole you know, people t ell you 

the t ruth . Because  it is easier ! B ecause it is less s t ra in on the 

invent ive facul t ies ! You can t ell  one lie  - or two l ies - or three 

l ies - or even four l ies - b ut you canno t l ie all the t ime . And so -
* 

the truth b ecomes plain . " In this aspec t  the int erview is a kind 

of  detec t ion work . By cross-checking the content s of  various interviews , 

i . e . , triangulat ing (Cicourel , 1 9 7 3 )  evidenc e o f  pat terns o f  a ttit ud e ,  

b elief and int eract ion can b e  locked-in , thus achieving some degree 

of plausibility for interpretations of  interview mater ial . The test  

of  any interview account is then no t so much whether it produc es 

d emonstrably accurat e  inf erences , but whether , given o ther related 

informa tion,  i t  produces d emons trably plausible ones . 

A part icular advantage is that the interview can permit individuals 

to provide pert inent information about the here and now (Trow,  19 57 ) . 

In o ther words they can report  on the work situat ion, prob lems being 

experienced , who they work with and opportunit ies and const raints in 

defining and creat ing an organisat ional role ,  leading onto mor e  explicit 

elaboration of norms , ends and means that define the cont ributions 

that individual s make in the general process of organisat ion b uilding . 

The manner in which interview data were gained is detail ed in the 

Research Schedule sec t ion of this Chapter . 

* 
in Agatha Christie - Appo intment with Dea th Hamlyn , London , 1 9 69 . 



On its  own the interview is not capab l e  of  generating all the 

data required . A variety of document s can prove to be us eful sources . 

Document Analys is 

As Scott ( 1 96 5 )  po ints out ,  in mos t  o rganisat ions there are  to b e  

found documents r elat ing t o  es tab l ishment , for exampl e  s ta tements  o f  

purpos e  ( in chart ers and cons t itutions , e t c . )  and repor t s  describ ing 

various aspects of the organis a t ion ' s  current and past ac tivities . 

¥fuil e  none o f  these mat erials can automatically b e  

acc epted by the researcher at fac e val ue ,  all o f  them 

cons titute an invaluable resource which the inves t igator 

may adapt to his own purpos es (Sco t t , op . cit . ,  p . 264 ) . 
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For the purpo s es o f  th is s tudy documents  refer to any writ t en 

mat er ial s  tha t  may b e  used as a source o f  informat ion about the affairs 

of  an organisa t ion . They include organisational reco rds and corr espond ence 

(both  contemporary and historica l ) , minu t es o f  mee ting , published 

ma terials such as l egal papers , newspaper and magazine r epor t s ,  

pro fes s ional journal articl es ,  government pub l ica tions , laws and 

regulations , edi to rial s ,  speeches , essays , pamphl ets , personal l e t t ers , 

no t e  books and memoranda . 

Document s  can serve to establ ish a g eneral perspec t ive ( fo r  the 

most  par t  after the fact ) in which to place contemporary sources o f  

data (C icourel , 1 9 64 ) . Even though documents are always relat ive to 

time and place in which events occur , the t ime span over which a new 

organisation is b eing studied is l ikely to b e  so short that the usual  

prob lems of  imagina t ive creation as  oppo sed to recreation (Go t t s chalk,  

194 7 )  tha t confront the historian are unl ikely to  b e  encountered . 

On the Spo t Direc t Ob serva tions 

Whereas documents and interviews provide a means o f  delving into 

both an organisat ion ' s  present and pas t ,  direc t observations are  

ancho red in the here  and now . Making relat ively uns truc tured observ­

a tions (inc luding desc rip t ions of physic al setting , buildings and 

fac ilit ies ) init ially, and developing mor e  struc tured observa t ions in 

the course of the research serves much the same purpos e as uns t ruc tured 

purposeful conversations do in establ ish ing a research role a s  
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a nec essary preliminary to mo re sys t ematic and intricate ( detailed ) 

observat ions later on . Within such a procedure there is scope for 

making observat ions of ind ividuals , acting and int erac t ing , groups of 

ind ividuals and the o rganisation as a who l e .  Such ob servat ions may 

b egin a t  a r elatively low level o f  abs traction and end a t  a relat ively 

high level , as fo r exampl e  in Ro ths' ( 1 963 ) wo rk on the s truc turing 

o f  t ime in hospitals ( Phil l ips , 1 9 7 1 ) . 

Direct observat ion r equires that the field worker b e  unob trusive,  

wat ching and l istening to  what goe s  on in  the  nat ural is tic sett ing of 

the research , e . g .  in the s taff  common room , in workshops , and a t  

social gatherings , perhaps adding to the flow o f  conversat ion . 

Seen f rom a dis tance , he looks l ike a perfect 

recording inst rument : neut ral , receptive and 

unintrus ive . But if he is to produce mor e  than 

a bare chronicl e  o f  events ,  h e  mus t  gradually assume 

a mor e  inquisit ive posture ( Schwart z  and Mer ten ,  

1 9 7 1 , p . 287 ) . 

Like o ther techniques then ,  direct observation is valuable onl y  

in so f a r  as it  helps build u p  a picture o f  organisat ional l if e ,  and 

in so do ing provides data that complement and co rroborate tha t  derived 

in o ther ways . 

The us e of these three naturalis t ic methods means that the 

observer-researcher plays more t han a passive role in the res earch 

proc ess . Being present in the r esea rch set t ing , and in us ing the 

techniques discuss ed , natural is t ic case s tudy wo rk has specific 

consequenc es ( Schwartz and Mert en ,  1 9 7 1 ) :  

( i )  The signif icance an ob s erver imputes to an act  

o r  event depends on the kinds o f  ques t ions he asks . 

(ii )  Questions a sked , par t ially shape the subj ec t ' s  

conception o f  the situatio n .  

(iii)  I t  is  o f t en the obs erver and no t the subj ect who 

places an a c t  o r  event in a problemat ic light , 

thereby add ing someth ing to the informant ' s  

p ercep tion o f  the s i t ua t ion .  



( iv)  While the resea rcher may d irect a sub j ect ' s  attent ion 

to certain d imens ions of his organisat ional experienc e ,  

the subj ect may also b r ing o u t  aspec ts o f  a s ituat ion 

that he deems relevan t ,  thus highl ight ing the int er­

active charact er of f ield work and the fac t tha t 

a sub j ec t  may control the researcher . 

In combinat ion these four fac to rs po int t o  the so cial charac ter 
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of research activity ( Ka rabel and Hal sey , 1 9 7 8 ) . Becaus e o f  this 

character , f ield  wor k ,  especially the interview-conversational aspec t of 

it , develops its own d is t inctive interpersonal  character . Its  internal 

development t ends to l ead to an evaluation of interpretat ions o f  the 

meaning of action as they move from the s imple to complex . The research 

s tra tegy can thus be used to prob e sources of cont inuity a nd dis­

cont inuity in organisa tional evolut ion itsel f in the midst o f  

a diversity of  daily , ongo ing ac t ivities ( Schwartz and Mert en ,  ib id . ) .  

The n ex t  sec tion of  the Chapter discusses the manner in which the 

requirement s  fo r conduct ing Natural istic Case Study research wer e  met 

in the concret e empirical situat ion of  the Community Col l eg e .  It 

serves to prepare the ground for detail ing the s tudy ' s  res earch schedule  

and the way in  which research proc edur es were used . Spec i f ic topics  

to b e  covered in the  nex t  sec tion includ e :  Data Sources , Ob taining 

Access to the Communi ty College and Def ining the Researcher Ro l e . 

Data Sources 

The people who were used as the primary source of data for this 

study wer e  the Community College staff , namely the College ' s  chief 

exec ut iv e ,  the Heads of  Department s ,  pro f ess ional teaching s taf f and 

administ ra t ive , clerical and anc il liary staf f .  In addition to this 

set of peopl e ,  there were members of the Community Co lleg e  Counc il , 

Department of  Educat ion of ficial s , (includ ing the Minis t er )  and o ther 

sel ec ted and his tor ically signif icant memb ers of the community . 

Direct observations o f  peopl e in actio n ,  desc ript ions of  buildings and 

facil it ies and all the previously ment ioned kinds of documents also 

constituted sources of data for the study . ( See Append ix A for 

a listing of document s  ref erred to ) .  The student body , t hough also 

part of t he Co ll ege ,  was regarded (at least ini tially) as a depend ent 

variable whose  pres ence in the Co llege was the out come of the dec is ions 

and ac tions of o ther s .  They wer e no t included as a da ta sourc e .  



Obtaining Acc ess  and Defining the Researcher Role 

The study d epended on both gaining access to staf f memb ers and 

gett ing their co-operation ,  and in the p rocess, defining a res earcher 

rol e .  The s t eps followed are outl ined b elow .  

6 1  

At the out s e t ,  the s t udy was made possible b ecause of the int erest 

expressed by the Government Depar tment of Education having the develop­

ment of New Z ealand ' s  first Community College monitored . Thus , ini t ial 

n ego t iations concerning the nature and conduct of the research were 

conduc ted b etween Education Department officials and University staff . 

Ma in outcomes included sec ur ing : -

(i )  the r equired f inancial and material support , 

(ii )  acc ess  to Department o f  Educat ion staff  and 

o f f ic ial documents , and , 

( iii)  rights to pub l ish . 

Department o f  Education o f f ic ials then approached the Community College 

Direc tor shortly  after his appo intment and moo t ed the idea o f  a study . 

The idea was f avourably received . Thereafter further negot iat ion was 

l eft  to the Researcher and Direc to r .  The Director  o f  the co llege, 

a soc ial-anthropologist by profession and sympathet ic to res earch , 

welcomed the proposal . He und er took to secure approval from the 

College Counc il for the research to pro ceed and to convene a full staff 

meet ing a t  which memb ers of  the colleg e  would b e  invited to participa t e  

i n  the study . 

At this la tter mee ting agreement was reached on resea rch pro tocol 

and procedure . In part icular , staff members agreed : 

( i )  t o  b e  interviewed , preferab l y  in their work 

s i tuat ions , i . e . in workshops , offic e  or study etc . , 

( ii )  tha t  tape-reco rd ing was a n  accep tab le proc edure ,  

(iii)  tha t transcrip t ions of tape-recorded conversat ions/ 

in teFviews could be taken , subj ect to safeguards o f  

anonymity and confidential i t y .  

At that t ime permis s ion fo r acc ess to coll ege files , correspond ence ,  

minutes o f  counc il and o ther mee t ings and o ther documentary ma terial 

rel evant to the study was also given . 
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The Researcher Rol e  

The initial s taff  meeting constituted a first  s t ep in defining 

and legitimis ing the researcher rol e , and in achieving a pos i t ion that 

would no t be ex tended to j us t  any outs ider ( Becker , 1 9 6 3 ) . However , 

a number of  o t her factors l ikely to af fec t the conduc t of  field work 

and the quality of data also required at t ent ion. 

First , some degree of rappor t  would have to be establ ished . 

Accordingly , f ield work would have to b egin tentatively following the 

counsel of  Strauss , � al .  ( 1 9 64 ) . As s ecur e relationships were 

establ ished , s ub j ect s  would mo re l ikely come to accep t  prob ing and 

even overtly challenging quest ions . 

S econd , becoming accepted , ( even l iked ) by staff members would 

ensur e access to data that would no t b e  gained in any o t her way . 

Vidic h ' s  ( 1 969 ) a rgument was heed ed , that a degree of  neutral i ty i s  

al so required i n  order t o  achieve some degree of obj ec t ivity and 

overcome the pos s ible effec ts  o f  part ic ipant-ob server b ias . 

Third , f rom t ime to t ime , there would be a necess ity to remind 

ind ividuals tha t  a researcher must  b e  ac t ively interes ted in a number 

o f  p eople and tha t research , not friendship , was the primary r eason 

for b eing present (Miller , 1 9 5 2 ) . 

Fourth , achieving these research cond i tions and l egitimat ing the 

researcher ro le would  requir e : 

( i )  frequent visits to the Communi t y  College init ially 

and on a regular basis throughout the study ( s ee 

the research schedule tha t follows on page 6 3  ) 

( i i )  a determined effort to speak with and interview 

every s taf f memb er early on ,  and , 

( iii )  telling p eople about the  study , in  as  low key 

and unpretent ious a way a s  possib le - even to say 

more than might b e  expec t ed in o rder to allay f ea rs 

and suspicions (Dean � al . , 1969 ) . 

As l egit ima tion is achieved , and as research proc eeds the researcher 

rol e  is likely to b ecome an int egral par t  o f  the col l ege ' s  soc ial 

struc ture - a s is the researcher . This raises a fifth issue fore­

shadowed earlier in the discuss ion . 
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Fifth,  ac t ing out the researcher rol e  requires some s ens i t ivity 

(i)  no t favouring o r  being s een to favour s pec if ic 

individuals within the co ll ege hierarchy, 

(ii)  s tand ing apart f rom maj o r  soc ial d ivisions which 

might at times b ecome apparent and , 

( iii)  es tabl ishing and maintaining the pol itical neu t ra l i ty 

o f  the r esearch rol e  b y  not taking s ides on mat t ers 

of s ta f f  conflict  (Vidich , 1 969 ) . 
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Sixth , and finally , b ecause engaging i n  natural is tic  enquiry meant 

accepting memb ership in the Community Col l ege , there is a correspond ing 

r equirement (well documen ted ) (McCal l and S immons , 1969 ; and Denzin , 

1 971 ) to withdraw f rom the field f rom t ime to time to order , proc ess 

and analyse  the da ta ga thered while in membership us ing catego ries 

o ther than thos e impl icit  in the language-community of the organisa tio n .  

With t h e  data sour ces having b een detailed and having outlined the 

tactic s  and contingenci es associa t ed with gainin g  access to the 

Community Col l ege and in  winning accep tance of the researcher rol e ,  

the scene i s  now s e t  f o r  outlining the research schedul e , discussing 

its  impl ementat ion and preparing the ground for the presen ta tion o f  

f indings . 

The Res earch Schedul e  

I n  planning the schedule o f  res earch for t h e  study t h e  d is t inc t ion 

between Explorat ion and Inspect ion played a c entral role . In theory 

the dist inction between stages is quite clear . Explorat io n  is intended 

to prepare the gro und for Inspectio n .  I n  real i ty the two s tages over­

lapped and a t  t imes Exploratory and Inspec t ion activity oc curred in 

a single episode o f  research activity e . g .  in an interview . In the 

account that fo llows the various aspects o f  both the Explora tion and 

Insp�ction s tages will be displayed and the rol e  they played in the 

research programme demons trat ed . 

Initially the study was to cover the Col lege ' s  f irst year o f  

operation .  As i t  turned out da ta were collected over an eighteen month 

period . Dur ing this time field work was carried out in 1 6  months , with 

only two months (sixteen and seventeen) towards the end o f  the study , 



when no data were collec ted in t he field . From t able 1 i t  can b e  

seen tha t  there were 7 1  days o f  data col l ec t ion - - the equival ent o f  

1 4  f ive day wo rking weeks in the field . 

TABLE 1 :  Dis tribut ion o f  days/weeks in field 

for each month of s tudy 

Month No . o f  Days in 
f ield per month 

1 2 ( 2 )  
T 

2 3 

3 5 

4 2 

5 1 0  ( 20 )  � I �  � 0 
6 3 I �  ·M 

.j..J 
I '"'  u 

7 3 1 .3  Qj 
0. 

I �  rJ) 
8 2 � 

l W •M 

9 5 I 
1 0  2 I I 
1 1  2 ( 1 7 )  I I 
1 2  10 V 
1 3  7 

14 4 

1 5  6 ( 2 7 ) 

1 6  

1 7  

1 8  5 ( 5 )  

To tal 1 8  months 7 1  days 
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Table 2 provides a frequency distrib ut ion showing how field wo rk 

was d is tributed through the to tal period and between overlapping - s tages 

of Exploration and Inspec t io n .  
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From Table 2 i t  can be seen that f ield work was charac terised b y  

a series of  highs and lows that were cent red on months 5 and 1 2 .  Each 

high was preceded by a gradual b uild up o f  ac t ivity , fol lowed by 
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a decl ine . This pa t t ern reflects a delib era te  stra tegy that is 

cons is tent with the suggest io n  mad e  by various researchers ( Becker , 

1 9 7 0 ;  Becker and Gee r ,  1 9 69 ; Hab enstein, 19 70 ;  McCall and Simmons , 1 9 69 ; 

Strauss � al . ,  1969 ; Phill ips , 19 7 1 ; and othe r s )  tha t case-study f ield 

work should consis t o f  a cycl ical pat t ern o f :  

Entry to Field -- data collection -- withdrawal from field ( in 

order to ) -- order ( includ ing t ranscr iption , f il ing , etc . of  dat a )  

process , reflect o n ,  analyse ,  ext ract and prepare the ground f o r  r e-entry 

to the f ield and further dat a  col l ection . 

Withdrawal p er io ds provided the necessary breathing space in 

which to : stand-o f f  f rom the phenomena under study , l ink data to theo ry , 

appra is e work done and work out s t rategies for  consolidat ing exist ing 

lines o f  inquiry and l ikely new directions . 

When Table 1 is read in conj unction with Table 2 the patt e rning 

of f ie ld work into overlapp ing exploration and inspection periods is 

evident . The do t ted l ines at the boundar ies o f  months 1 - 2 , 5-6 ,  1 1 - 1 2  

and 1 5- 1 6  mark-o f f  definite kinds o f  research activity . Data col l ec t ion 

in month 5 represen t s  the culminat ion o f  predominantly explo rat ion work . 

Whereas the data col l ec t ion in month 1 2  is the main focal po int o f  

inspect ion wo rk. 

* 
Month one was a period in which preparatory data collec t ion,  

including negotia t io n  and int ervi2WS with Department of  Education 
* *  

off ic ials was car ried out . At that t ime the a t t ention o f  the researcher 

was drawn by Educa t ion : •Depar tment offic ials to such seminal documents 

as the Feasab il ity S tudy of the Community Co llege (Hamil ton,  1 9 7 3 )  and 

* 
While the term ' month one ' f ixes a fo rmal b eginning point for the research , 

symbol ised by a wo rd o f  mouth agreement ( to b e  conf irmed lat er by 
a research contract )  between government o f fic ials and the researcher , 
preliminary wo rk to do with selec ting a theo ry and a research me thod 
had b een in  progress for  approximately two months . 

** 
Interviews revea led tha t these officials (high level a dminis trato r s )  

saw t h e  Community Col lege a s  impo rtant no t only becaus e it  was a firs t . 
They also saw it as a possible blue-print or  init ial model for 
des igning other similar organisat ions in New Zealand . They thus 
envisaged that the s tudy would have pract ical out comes . 



exist ing and fo r thcoming j ournal ar ticl es by departmental o f f ic ials 

( e . g . Renwick ,  1 9 7 3  and 1 9 7 6 ; Garret t ,  1 9 7 3  and 1 9 7 4 ) . 

Chrono logy o f  Research Ac tivities 
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Once init ial nego t ia t ions were completed and formal approval to 

c arry out the s tudy had b een given , the res earch programme proper b ega n .  

The following a ccount deta ils the chronolo gical sequence ( See Tables 

1 and 2 ) : 

( i )  Month 1 saw the formal b eginning o f  the stud y .  The 

exploratory work undertaken provided data on the 

specific aims and expec ta t ions for the development o f  

Community Coll ege o f  the D irector General of Educat ion 

and the Officer for Continuing Educat io n .  

( ii )  Mon ths 2-5 saw a cont inuat ion o f  exploratory work i n  which 

time was spen t : 

( a )  gaining access to t h e  Community College and 

achieving acceptance and l egit imat ion of the 

research , 

(b ) simply being around ( Becker and Geer , 1969 ) ,  and 

get t ing to know the l ie of the land ; i . e . , l earning 

about the phys ical lay-out of the College and 

b ecoming famil iar with the timetable ,  

( c )  learning the names o f  all s t a f f  members and 

their professional int erests and spec ial i t ies , 

( d )  ident ifying pat terns of work and intera c t io n ,  

( e )  engaging i n  conversations , conducting init ial 

int erviews , gaining access  to and inspecting 

documents ,  and , 

( f )  being present at such ga therings as mo rning and 

afternoon teas and lunch b reaks and other social 

events .  

( iii)  In month 3 , one peak o f  activity oc curred occasioned by 

an  open seminar (which will b e  shown la ter t o  have 

b een a signif icant occur renc e ) . 

( iv )  Month 5 saw the culminat ion of th e bulk of exploratory 

wo rk . Dur ing it  1 0  days , spread over three weeks were 

used for intensive interviewing . 



(v) Occasioned by the arrival o f  new personnel , explo ratory 

work carried on ,  on  and o f f , up to abo ut months 1 3- 1 4 . 

(vi)  Insp ec t ion and Exploration tended to overlap . While 

inspection did no t b egin in earnest until  month 9 ,  

some o f  the sys t ematic probing that is charact eristic 

o f  an inspec t ion phase was possible  much earlier , 

b ecause the resea rcher had b ecome accept ed by 

a number o f  key Community College personnel -­

including the Directo r ,  Head o f  Depar tment and 

a small numb er o f  professional and ancill iary s taf f . 

(vii) By month 9 an  int ensive period o f  inspection wo rk 

was undertake n .  This was in response to preceding 

explorat ions which had d isclosed the emergence o f  

a var ie ty o f  developmental issues . 

(viii ) Dur ing months 10  and 1 1  only 4 days were spent in 

the f iel d .  Taped interviews were transcribed and 

analysed and doc uments collected so far were also 

s c ru tinised . This was a period in which prepara t ions 

were mad e  for ex tens ive inspection work yet to come . 

( ix)  During months 1 2-1 5 in-depth , inspect ion work was 

conduc ted in the fo rm bo th o f  s t ructured and semi­

s tructured interviews and the detailed examinat ion 

of  o rganisat ion documents .  

(x) Aft er month 1 5  the study began to wind down , wi th 

a f inal s es s ion extending over 5 days in month 1 8  

t o  conso l idate and complete data col lec tion . 

Interviews 
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The Interviewing process fell into a pat t ern similar to the one 

just outl ined . In all ,two hundred hours o f  tape-recorded int erviews wer e  

conducted . Table 3 shows their distribution over the 1 8  month period  

of the study . As with Tab le 2 ,  a cyc l ical pat tern of  int erview a c t ivity 

is evident . 



The interview work o f  months 1 -4 s erved as a p repara t ion for 

the intensive explo ratory interviewing of month 5 ( 3 2  hours in a l l ) . 

Interviews b egan wi thin a month of the col lege ' s  opening . Dur ing 

this period al l members of the col l ege s taff  were int erviewed at least  

onc e ,  and over the four mon ths select ed individuals were interviewed 

2-4 t imes . By conduct ing exploratory int erviews this early i t  was 

po s s ible to : 

( i ) discover the init ial definitions of the 

s it uat ion held by s taff memb er s , 

( ii )  observe the f ir s t  steps taken by staff  in 

mak ing the Community College o perat iona l , 

( ii i )  catalo gue the buil ding processes tha t o ccurred , and , 

( iv)  ask individuals  to describe ( a )  the cond it ions under 

which they wo rked individual ly and collectively , and 

( b )  t h e  att itud es , expec tat ions and aims characteris t ic 

o f  the Co llege s taff f rom the out set . 

In gett ing the interview programme go ing a variant o f  the snow­

bal l  technique (McCall and Simmons , 1 96 9 )  was used . The Direc tor and 

Head of Depar tment were interviewed first  because of the ir posi t ions 

69 

as senior memb ers of staff and their overall view of col l eg e  operat ions . 

Their  int erviews opened up  mat ters that in return required further 

int erviews ( and with o ther people ) and so on. The ini t ial interviews 

thus locked-into subsequent ones , generated topics for discus s ion and 

quest ions to be asked . By the end o f  the first four months o f  College­

b ased interviews (54  hours in al l )  a body o f  data was availab l e  for 

construc t ing the out l ines of a pictur e  of o rganisational l if e ,  pa tt erns 

of activity and the Co llege ' s  emerging soc ial st ructure . 

From Tab le  3 it  can b e  s een that during months 6-1 1 a to tal o f  

34 hours of f ield wo rk was d evo ted t o  conduct ing interviews , with 

1 4  hours of int erviewing occurr ing in month 9 .  During th is s ix month 

period all the interviews undertaken to this po int were transc ribed and 

anno ta ted , with a view to building up a working knowl edge of their 

content s .  When ordered and analysed accord ing to the s tudy ' s  sys tem o f  

theoretical cat egories, this cont ent -knowledge wou ld provide the basis  

for  interpret a t ion . See Appendix D whi ch contains d iscussion and 

examples of the analysis of Interview Data . 



TABLE 3 :  Hourly d i stri buti on of tape-recor ded interviews per m o nth 
for the d u rati on of s tudy 

_ _ _ _ _ _ _ _ _
_

_ _ _ _ _ _ _  
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Exp lo rati on 
_ _ _ _ _ _ _ _

_
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Dur ing mon ths 1 2-1 5 ,  a to tal o f  86 hours was d evo ted to conduct ing 

int erviews that were bo th focussed and s truc tured in natur e .  Thes e 

int erviews compr ised the core of  research activity during the inspection 

phase . They were accompanied b y  ongo ing document-analys is and observat ional 

wo rk . By comparing informat ion given in interviews and c ross  checking 

it with o ther kinds of evidence that b ecame ava ilab l e ,  (as for instanc e 

in such document s  as council minu tes , college co rrespondence ,  progress 

reports on  buildings and the l ike) it  was possib l e  to establish the 

contextual validity of  interview responses as basic data . 

During months 16-1 7 no int erview data wer e  collec t ed and previously 

r ecorded interviews were t ranscrib ed ,  r ead and anno tated in preparat ion 

fo r month 18 of the study when f inal interviews were conduct ed and the 

data collec t ion programme b rought to a close . 

Interview Characterist ic s  

Jus t a s  the number o f  hours o f  r ecorded int erviews varied from month 

to month ,  so the length o f  discrete int erviews also varied . Table  4 

shows the distribution and dura t ion of  tape-recorded interviews . 

Whil e unrecorded conversat ions varied in l ength from a f ew minutes 

to an hour o r  more , no s ingle r ecorded interview was l ess than an hour , 

and the longest interviews las ted for 4 hours . In al l ,  ther e were 1 0 1  

tape-recorded interviews conduct ed in this s tudy . There were 4 5  two hour 

and 29 one and a hal f hour  int erviews - i . e . 74 int erviews in these two 

categories . There were 1 0  three hour interv iews and relat ively f ew in 

the r emaining one ,  two-and-a-half and four hour  categories . The longest 

int erviews ( in the 2�-4 hour rang e )  t ended to be either wi th s enior 

staff members e . g .  the Direc tor o r  Head o f  Department o r  specific 

ind ividuals who had proved to b e  part icularly us eful informants . 

Interview Tac t ics  

A no tab le feature o f  the int erviews is that they t ended to  develop 

f rom a reques t for information on a single topic . Fo r exampl e  one of the 

four hour sessions began with a spec ific enquiry about the Direc to r ' s  

work in promo ting the Community Co ll ege in the r egion . In discussing 

this aspec t of his rol e  other mat ters includ ing recrui tment po licy , a ims 

and obj ec t ives , delega t ion and the c rea tion of an adminis trative hierarchy 

were discussed . As the study progressed many interv iews developed in 
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TABLE 4 :  Di s tr i bu tion an d duration o f  tap e-recor de d interviews 

To tal num ber o f  

i nte rviews = 1 0 1  
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Hour ly d ur a ti o n  of  i n terviews 



this way . Whi l e  spec i f ic questions wer e  asked , r espondents were ab l e  

t o  s t ructur e much o f  the conv ersa tion thems elves . This two pronged 

s trat egy would allow theoretically bas ed issues to be explored and , a t  

the same t ime enabl ed respond ents to g ive their v ers ions (definit ions ) 

o f  the real i t y .  

The following fairly lengthy extract  from a n  interview w i t h  the 

Director illus t ra t es the tact ics and proc edur es used in th e int erview 

programme . Discussion o f  the form, the cont ent and the way in wh ich 

theoretical meaning was a t t r ibuted to this content follows the extrac t .  

The Interview - An Illustrat ion 

This part icular intervi ew b egan , as d id many o thers , following 

an informal conversat ion during morning t ea in the Act ivit ies Centre .  

During i t  the Direc tor ,  Head o f  Depar tment and a small numb er o f  tutors 

had d iscuss ed casuall y ,  mat t ers relat ing to the funding , purchas e and 

acqu is it ion o f  workshop equipment . This set the interview scene by 

providing an opening topic for conversa t ion . 

The repo r t ing convent ion adopt ed i s  to use the letter ' R ' to 

indicate  the researcher ' s  quest ions and comments .  The letter ' S '  

d eno tes the s ub j ec t ' s  answer s  and comments . For the sake o f  b revity 
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l ong answers are o ccas ionally either short ened or  int errupt ed by res earch er 

comment and summary . 

R .  Ques t ion : 

What I would l ike to talk about , · to b egin with, is j us t  prec isely 
the sor t  of  things you were d iscus s ing a t  morning tea with ( th e  
head o f  department ) which rela t e  to fund ing and account ing and 
so on ;  f o r  I imagine these mat t ers take up a fair bit  o f  your 
t ime? -- and then go on to talk about o ther ma t t ers whi ch relat e  
to how you see the College developing -- your perspe c t ive . 

S .  Answer : 

Well increasingly less . My a t t i t ud e  is tha t  anything tha t is 
spec i fically relat ed to the vocat ional programme , where there 
are departmental guidelines on al locat ion o f  finances to cours es 
and wher e  bodies o f  new cap i tal equipment get approved t hrough 
the sys t em down ( in Wellington) I take no pa rt in it at al l .  
That is , as far as I ' m concerned , totally delega ted to ( the 
head o f  d epartment )  and then the adminis t ra tion o f  the 
subsequent f inanc ial operation is totally to be taken over by 
the regis tra r .  It  would seem to me to b e  extremely unproduc t ive , 
to poke my nose  into that . Tha t ' s  their j ob and they do that . 
That is , a s  far as I ' m  concerned to tally delega t ed . Wher e  there 



is something outside the system ,  well , ultimat el y  I 'm go ing to 
have to carry the can . They would always refer it to me and 
I would make some so rt of dec is ion r elat ed to what we can do . 
I take ful l  respons ibility for something l ike that · 

R .  Her e ,  a quest ion o f  the Director ' s  r elat ionship with o ther s enior 

s taf f was being raised , and led to a prompt ing ques t ion : 

So generally speaking on  mat t ers that rela t e  to the running 
of the vocational programme that are go ing on at the moment , 
when the b uck stops , it  t ends on tho se  mat t er s  to stop a t  
( the depar tment head ) ?  

S .  Answer : 

Right . As far as I can see he has total responsibility for 
that . Except so far as certain policy things go , I discuss 
policy ma t t ers in voc at ional t raining with the Educat ion 
Department .  Bu t I then r efer t hem immediat ely back to ( the 
head of d epartment ) and try to keep him in touch as much as 
I can with wha t events are occurring . Some o f  the corres pondence 
from the department comes direct to me . In all  such cases 
I would e i ther refer i t  to ( t he department h ead)  for comment 
for an answer for me to give , or refer it to h im for total 
action;  but would no t normally t ake any ac t ion sol el y  on 
my own ini t iative in r elation to a vocational cours e .  As 
far as possible I would encourage him to undertake the whol e  
opera tio n  from then o n �  

R .  Question : 
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Does that also mean t ha t  when t uto r s  want to know about mat t ers which 
concern them, the p er so n  they contact is the head of the d epartment ? 

S .  Answer :  

Tutors wouldn ' t  come to me on  any mat t ers concerned with t eaching 
in the vocational area . Unless it was some so rt o f  po l icy mat t er 
where they fel t  it  was going to have to go to a higher l evel for 
so lution . . .  Take for exampl e  this course  for mo to r veh ic l e  
operator s . Now this is being conduc t ed b y  ' tu to r-x ' who has 
been do ing all the thinking and l eg-work . Now he and I have 
discuss ed this and an issue came up about his time . He was 
saying that he ' s  get t ing a lot of commi tments and in what way 
can he get relief .  Now, in a case like this  I would make 
a po licy d ecision . Then the point I made t o  him is tha t in 
organising this he would have to work through ( the head o f  
department ) . 

R .  Further unsolicited elaboration ( not included here)  followed on 

the l in e a £  relationships that were develop ing between the head o f _  

depar tment and tutors and the c ircums tances in which the Direc to r 

migh t b ecome invo lved with s taff . This gave rise to the nex t 

prompt : 

R .  Ques tio n :  

Did the tu tor take the initia t ive in sugges ting this t o  you ? 



S .  Answe r : 

Yes ,  it was h is initia t ive in the b eg inning . 

R .  Quest ion : 

How often do es i t  wo rk the o ther way around? 

S .  Answer :  
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Well  I don ' t  know . I think the only exampl e  we ' ve go t so far o f  
the o ther way around i s  ( so and so . . •  ) . Now what I d id in that 
case is , down at morning tea when the builders ( tuto rs ) were there ,  
say, look can one  o f  you guys take over o rganising a course l ike 
this because-

there ' s  int erest  in it . They all looked int eres ted . 
But they ' re flat  s t ick , they 've got no spare capac ity .  So  then 
( tutor y) took on to f ind some one ; to see if  we could locate 
someone outsid e  the Col lege to  take on the responsib ility of  running 
this course 

R .  Question : 

Rather than go ing through the Department Head? 

S .  Answer :  

No . I t  sor t  o f  isn ' t  quite  as fo rmally linked as that , b ecause 
it  was done in an informal way . But I would say , look ,  you do 
this but we ' ll have to check it out wi th ( the depa rtment head) 
f irst , because you can only do this if (he )  agrees in terms o f  
the dispo s i t ion of manpower internally . So I would take it  up 
directly with the guy concerned ; but  then wouldn ' t  reach any 
commitments without consulting wi th the (head of depa rtment )  and 
having his approval . 

R .  Reply and Question : 

What it seems is happening is tha t you are operat ing on an informal 
basis . The place is small enough to do this . To what ext ent do 
you expec t tha t  the way the Co lleg e  now runs will have to b ecome 
more formal as the place ge ts b igger ? 

S .  Answer : 

I think that the o rganisation control will tend to change somewhat 
when ( the community educa t ion head ) arrives . You see , a t  the 
moment all requests and so on, on that sid e  are c hannelled 
d irec t ly through me and I 'm the o nl y  person who is  in a position 
to be abl e  to do anything about them .  But I think when the o ther 
( head )  comes we ' ll probab ly develop a commit tee or a working 
group for cons idering the disposit ion of t ime and so on in the 
community-education programme . But I don ' t  envisage at all this 
gett ing to tally outside the sort o f  informal contac t of ideas 
coming through and t alked around informally . 

R .  Quest ion :  

Do you think tha t b y  cont inuing the way you operate now people 
will get used to it and will cont inue th is way? 

S .  Answer :  

Well , I hope it wil l b ecause l would b e  very uncomfortab l e  
operat ing totally wi thin a forma l system ;  even if the show gets 
big , I wouldn ' t  see tha t side of it  going . I mean , it ' s  partly 
a ma tter of . . •  



R .  I n  this part of  the intervi ew the Direc to r elaborated his 
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approach to communicat ion,  organisat ional cont rol and inter­

personal wo rk-relationships .  Within the course o f  this conversa t ion 

(wh ich la sted clo se on three hours and ex tended through the lunch 

hour)  topics covered included the making of pol icy on staff 

appointment s ,  the role o f  specific tutors in terms of  teaching 

and adminis trative func t ions , development obj ectives , priorities , 

goals  and the l ike . 

Occasionally , b ecause o f  the conversat ional natur e o f  the int erview ,  

the Direc tor was placed i n  a quest ion-posing stance . For inst ance ,  

S .  Ques t ion:  

The extent to which a vocat ional tutor is interest ed in community­
education depends on the extent to which they are concerned with 
their own specialist  work and their pos i tion within that dec ision­
making structure which at the moment is to tally conc erned wi th 
t rade training , or the ext ent to which they take an informal 
interest - an informal concern,  which I thought would have b een 
quite high , on the communi ty-education side? 

R .  Answer :  

I really can ' t  say anything definite  on that because I haven ' t  
seen enough tutors to talk about it . 

which served to prompt the r esponse ;  

S .  Ques t ion : 

I mean their rol e  at the moment is to tally on the trade sid e . 
That is quite t rue and that ' s  what they are employed to do . Some 
o f  these c ross rela t ionships will build up when we get the Art 
and Craft sid e  go ing . These  are perhaps trivial level s ,  but 
they ' re indica t ions o f  a contact and awarenes s .  

R .  Ques t ion : 

So it ' s  a kind o f  beginning o f  an involvement . Wha t then are  
the  appo intment s  tha t have b een made on  the Community Studies 
s ide?  

In r espons e ,  a detailed breakdown was g iven of  spec ific appointments 

made or  envisaged . A further question :  

Do  you envisage that say ,  she ( a  part icular community education 
tutor) , fo r example will ac tually run courses , o r  that she ' ll be 
mor e  engaged in set t ing up courses ? 

resu l t ed in a quite detailed elaborat ion o f  the ro le the Direc tor 

envisaged community educat ion tutors would play in the l ife of the 

College and accord ingly the bases on which part icular staff had been 

appo inted . Occa sionally knowl edge of other events in the Co llege 



o r  a po int mad e  by the Director t r igge red a spec i f ic ques t ion e . g .  

fhat ' s  interest ing . Do these appointments arise exclusively 
and d i rectly out of Seminar ' 75 ?  
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A r esponse h er e  provided a deta il ed specification o f  the Director ' s  

rationale ( rat ional isation)  for the staf fing dec i s ions made . It  culminated 

with the comment ; 

S .  Comment :  

We have no women appo intment s yet and so I felt  i t  impor tant 
that we get at l east  some balanc e ,  I couldn ' t  have seen our first 
round of appo intment s  f inishing up with either no mao ri or  no woman . 

R .  Quest io n :  

Can I a s k  why? 

S .  Answer : 

There are a number o f  both prac tical and symbolic reasons why • . .  

( l eading to a maj o r  po int ) tha t  our cred ib il ity as a college claim­
ing to serve the needs o f  women as a maj or  obj ect ive would be very 
much l es s  if we went through the round of first appo intments and 
d idn ' t  get a woman and a maor i  on the staf f .  

R .  Comment :  

Sta tements such as this resul ted in requests for further elaboration 

and the raising o f  r elated topics as illus t rated for ins tance in 

the follmving ques t ion and answer sequence :  

R .  Ques t ion : 

Gett ing back to the area s  o f  appo intment ; you were talking about 
the n eeds of women in the community , the needs of the maori and 
o ther ethnic groups • • •  and what were the o thers ? 

S .  Answer : 

I have two other s that I u sual ly point out . One is the needs o f  
the rural community and t he o ther i s  the need for cop ing with the 
drop-out situa t io n .  

R .  Quest ion : 

So in fact , could we think o f  thes e as statements  o f  prior i ty? 

S .  Answer :  

Yes . But no absolute prior ity because there are o ther so rts  o f  
prio r i t ies . The need t o  provid e for basic vocat ional t raining is  
a sor t  o f  supreme priority , so  to  speak , in  the sense that this is 
par t  of what we ' re set up for .  There is , i f  you l ike , a so rt of  
paradigm of need s tha t one has in the back of one ' s  mind . . .  etc . . •  



R .  As the interview progressed such ques t ions were asked as : 

To what extent do you see j o int vocational-community education 
appo intments being made? 

In the long-run do you see tha t  (different ial salaries between 
vocat ional and community educat ion) as a continuing problem? 

Answers g iven indicated the Direc tor ' s  ( i) a t t i tude and pol icy on 

staff ing appo intments , ( i i )  solut ions to problems that could arise 

between staff  appointed at different levels ,  and , ( iii)  his  formulae 

for achieving a degree of balance in regard to l evels o f  appointment 

b etween the College ' s  two department s .  

78  

As with the illustra tion g iven above , mos t  interviews , and espec ially 

the init ial ones , proceeded in an o pen-ended sit uation spec if ic way .  

Cons istent with earl ier d is cussion o f  the interview ( pages 56-58 ) , 

exploratory interviews were used to ask individuals to talk about :  

* 

* 

* 

past experienc e ,  

reasons for  want ing t o  work at a Community College, 

their present work situation and the conditions 

in which they are workin g ,  

* who they work with , and 

* how they are go ing about  defining and crea ting 

an organisat ional role . 

To begin with , an interviewing aid was used - a pa lm-card which 

lis t ed t he six ques t ions . The palm-card as aide-memo ire o ft en proved 

useful when investigating, through the interview,  part icular topics and 

issues . 

The main except ion to using this s impl e  procedure was the interview 

with members o f  Council early in 1 9 76 . Thes e  wer e ,  exc luding a small 

number with whom the r esearcher had an ongo ing contact , once-only 

interviews . Accord ingly bo th exploratory and inspect ion work had to b e  

condu cted in the course  o f  a s ingle ,  and i n  some cases , a quite  l engthy 

interview and at venues that ranged f rom such places as bus iness 

o f f ices , h igh schoo ls , through to a f arm, the Y .H . C . A .  and pr ivate homes . 

Interviews with Community Co l l ege Counc il members were struc tured . 

The int erview schedule is cont ained in Append ix B .  



All the interview data had to be generated in such a way t ha t  i t  

would be amenab le  t o  analysis and interpretation using th e concep t s  

f rom the study ' s  modif ied Struc ture-Funct iona l  theory . To this end 
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the four funct ional prob l em concepts , as operat iona lised in Chapter two , 

were used as the sourc e  o f  theory based quest ions to be asked in 

interviews , b ut without r evealing to s ubj ects  the nature o f  the 

theo ret ical framework from which they were derived . For example ,  in the 

inte rview ext rac t j ust  cited , theory based research quest ions that 

featured included quest ions derived spec ifical l y  from the funct iona l  

p roblem concepts  o f  Adaptat ion, Goal-Attainment and Integra t io n .  

The int erview sought informat ion pertaining to : 

( i )  Adaptation and in particula r ;  

( a )  the recruitment and allocation o f  p ersonnel , and 

(b ) the es tab l ishment o f  a d ivis ion o f  labour . 

( ii) Goal-Attainment and in part icular : 

(a ) the Direc to r ' s  conc ept o f  the o rganisat ion ' s  purposes 

and prior i t ies , and 

(b ) his view o f  how he and spec ific staff members ought 

to f unct ion in given ro l es , and 

( iii) Integration and in par t icular ; 

( a )  the del egation o f  autho rity and responsibility ,  

and , 

(b ) the emergence and charac ter o f  wo rking rela t ionships 

between staff  members . 

While no t all  o f  the research quest ions derived f rom the four 

functional prob lems were asked in the illustra t ion given above , 

sufficient o f  them were to indicat e  the way the interview was us ed to 

collec t  information , knowl edge , data and material from respondents . 

The records o f  the interviews const itute the interview pro tocols  

of the study . They contained the prima ry data to wh ich the theoret ical 

categories were to be appl ied for the purpo se of analys is ,  and int er­

pretat ion . The accumulated interview pro tocols of the s tudy along 

with field no tes cons isted of over 3 , 000 typed pages . During analysis 

they wer e  systematic al ly sifted to permit info rma tion that related to 
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the theoret ical content o f  the func t ional prob lem concepts to b e  located . 

The f inal s ec t ion o f  this Chapter discusses the manner in which s i f t ing 

and sort ing took place  and the contents o f  theoretical cat egories were 

appl ied fo r the purpos e  o f  analys i s  and interpretation . I t  do es so by 

making use of the protocols o f  the illustrat ion given on pages 7 3-78 . 

Analys ing the Interview Protocols 

The protocols were usually analys ed off-campus . Onc e the typed 

t ransc ripts of the interviews were availab l e ,  the sifting and sor t ing 

process fol lowed . Al l pro tocols were first anno tated depending on  

whether they could b e  ident ified as belonging to a part icular func t ional  

problem category . For example , in the  interview extracts j us t  c ited , I the Direc tor ' s  reference to the allo ca t ion and delegation o f  r espons ib il it ie 

was ident ified as an aspect  o f  the s truc turing of relat ionships and 

therefor e  seen to b e  classifiabl e  as Int egra t io n .  Much o f  the f irst  part 

of this par t icular interview was concerned with exploring some of the 

dynamics  of delegation and the working out of an internal d ivision o f  

labour . For instance the suggest ion b y  the Director that a committee 

structure might b e  needed was under examinat ion and ident if ied as 

an attempt to exerc ise control  over and coordinate staff  ac t ivity . 

As such i t  was considered l ikely to have integrative cons equences --

as would the Directo r ' s  declared preferenc e  for communicat ing info rmally 

In contrast , references in the same int erview to devising a recruitment­

appointment s pol icy and to the decis ions as so c iated with it  were identified 

as a procurement funct ion and categoris ed as Adaptation . At the same 

t ime , b ecause in the D irector ' s  eye s ,  the prob lem of staffing was seen 

to be l inked with goal s  and obj ec t ives he had fo r the Community Co llege , 

a relat ionship b etween Adaptat ion and Goal-At tainment was deduc ed .  

A no t e  in the t ranscripts ind ica t es t ha t  goals were b eing 

conceptual ised as func tions , but no explicit  attempt wa s made to l ink 

them with the Coll ege ' s  miss ion .  A further no te was made to look for 

evidence o f  such a linkage in sub sequent int erviews and in other data 

sourc es and also to check on the effec ts  o f  the Director ' s  stated a ims 

and priorities on o ther staff . 

Re ferences to the possibility  o f  fo rming l iaisons between vocat ional 

and community educat ion personnel were also no ted as the Director 

recognis ing a need to develop coopera t ive ventures and thus an attempt 
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to int egrate s taff  around common int eres t s .  An accompanying no te on 

the t ranscript indicated the need to pursue evidence  on the fate  o f  

this intention . A similar no t e  later on  served as a reminder to 

fol low-through the ef fec t s  o f  dif ferent ial salaries on staff attitude 

and morale .  The Directo r ' s  reference late in the interview to Pub l ic 

relat ions wo rk , preoccupat ion with buildings and equipment and 

nego tiating with the Educat ion department fell into the ex ternal­

representation and procurement categor ies of Adaptation . 

The resul ts  o f  identifying and c ategorising interview pro tocols in 

this way served two main purpo ses . First it  was thus possib l e  to b egin 

construc ting an  interpreta tio n ,  in theoretical terms , of the Direc tor ' s  

definition o f  the situa t ion . Second , this definition then produced 

topics for further ques t io ns , both for the Directo r and o ther staff . 

For ins tance while the Director saw acts  of delega t ion in a c er tain 

l ight and as accompl ishing c er tain purpo ses , there was no guarantee 

that o ther staff would per ceive such acts in the same l igh t . In 

a similar way , while the D irector was prepar ed to l iaise with individual 

tuto rs about  their invo lvement in community-education work , there was 

no guarant ee tha t  say ,  the Vocat ional Education Head would share the 

same view of the appropriateness of such a procedure . The extent o f  

any agreement o r  disagreement could have a bearing o n  whether the chief­

execut ive ' s  plans for  coo peration might b e  real ised . 

Accordingly , data col l ec ted in one interview served to sensitise  

the researcher to  topics , issues and probl ems that might b e  taken-up 

again in sub sequent interviews either with the same individual or 

with o thers . For instance ,  interviews were used to focus on the way 

ind ividuals  dif fered or were the same in their concept ions and the 

consequences for organisa t ion building . For example the int erview was 

used to explore individual actors concepts o f  soc ial struc ture and the 

way they accommodated to it , what it meant to t hem and the fac tual 

proper t ies of status hierarchies and the fac t  o f  the fac tual propert ies  

o f  them ; i . e . how indiv iduals  provided fo r and accommodated to the 

fact tha t  a status hierarchy was a fac tual fea t ure of their worlds 

In the case-study tha t fol lows ,selec tions from interview t ranscr iption 

serve as basic dat a ,  and are to be used to exemplify and support  

theoretic al explanations . As Codd ( 1 9 79 )  po int s out , the  in terview 

do es no t somehow revea l the da ta as a body o f  facts . Rather it provides 



the raw material for making relat ively dynamic  and integrated 

explana t ions in the form of part icularised descriptions or accounts ; 
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thus making theoretical int erpretation po ssible .  When compared and 

comb ined with documentary and observa tional data , the interview pro to co l s  

provide the kind o f  evidenc e r equired for analysis and int erpreta t ion 

o f  problems that S t ructur e-Funct ion theory predicts  wil l  b e  encountered 

during the cours e of organisat ional evolutio n .  



PART I I  

THE HAWKE ' S  BAY COMMUN ITY COLLEGE 

CASE STUDY 
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Introduc t ion 

Part two of the thes is pres ents the f indings o f  the Hawke ' s  Bay 

Community College Cas e Study . These are in Chapters sub divided into 

three separate  sec tions . The f irst  sec t io n ,  (Chapt ers 4 and 5 , )  deals 

with the genesis o f  the Community College -- Chapter 4 covering o rigins 
( 

and his tory and Chapter  5 the formation o f  the Community College 

Counc il and i ts rol e  in the c reation o f  the Coll ege.  The second 

sec tio n ,  which comprises Chapters 6 and 7 ,  covers the s tage of fo rma tion 

and is concerned wi th the activities of the College Direc tor and the 

init ial s ta f f  in s e t t ing up the Community College and making i t  

operat ional . Chapter  six deals with the initial proces ses o f  

organisa tion building while Chapter seven discus ses the conduct o f  

publ ic  relations wor k  - i t s  rationale and effec ts .  The third s ec t ion 

contains Chapters 8,  9 and 1 0  and covers the pos t-opera tional s tage 

of Community Coll ege development ,  -- where at tention turned to 

addressing the que s t ion of subsequent development . In this s ec t ion ,  

Chapter eight deals with the enac tment of  s ta f f  recruitment pol icy 

as the means to redir ec t  d evelopment . Chapter nine examines tuto rs ' 

def initions o f  the situa tion and their e f f ects on  development and 

Chapter ten focuss es on the development o f  the administrative frame­

wo rk . Finally Cha pter eleven discusses the conclusio ns to b e  d rawn 

f rom the case s tudy .  

Throughout the case st udy , the four functional p rob lems will b e  

used t o  organis e  and int erpret fue case s tudy da ta . To use a l i terary 

ana lo gy,  they are to be employed to cons truc t the plo t  and generate 

themes . In the f inal Chapter they provide criteria against which to 

evaluate the ext ent and condition of evo lution of the College . 



SECTION I 

THE GENESIS OF THE HAWKE ' S  BAY 

COMMUNITY COLLEGE 

ORIGINS , HISTORY AND THE PRE-OPERATIONAL STAGE 
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CHAPTER 4 - ORIGINS AND HISTORY 

This Chapter do cument s  the origins and histo ry o f  the Hawke ' s  Bay 

Community Coll ege and demo ns t rates the s ignificance o f  thes e factors 

in the Coll ege ' s  evolut ionary proces s .  The Chapt er is therefore , mor e  

than a chronological d escr ip t ion of  the events  and the act ions o f  the 

various national and r egiona l  commit t ees and o rganisa tions tha t wer e  

ins trumental in b ringing t h e  Hawke ' s  Bay Community College into exist enc e .  

However , b ecause pred ic t ably , there were certain events tha t  served to 

influence the evolution of the Col lege , a brief chronolo gy is provided 

o f  s ignificant events and da tes at the outset . The chronology is given 

in t abular fo rm and l i s ts da tes and event s  under  the two headings o f  

nat ional and regional contex ts . 
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Table 5 
Dat es and event s  in the Histo ry 

o f  the Hawkes Bay Community Coll ege 

Year Event 

Na tional-Cont ex t  

1958  

1962  Report of  the  Currie Commission 
on Education in New Zealand . 

Regional-Context 

Fo rmation o f  the Hawke ' s  
Bay Univers ity Trus t .  

1966  Format ion o f  the Hawke ' s  
Bay Polytechnic 
Promo tions Commit tee . 

1 9 69 (Oc tober) The Governmen t Educat ion 
Department agrees to a Tertiary 
Voc at ional Department a t  Taradale 
( la ter to b ecome a Technical 
Ins titute) . 

1970 Preliminary d esign plans produced 
for a Technical Ins t i tut e .  

1 9 70-7 1 New Zealand Labour Party  Policy 
Committee d is cussions on Tert iary 
Educat ion Provisions ; specifically 
Community Colleges and Continuing 
Education . 

1 9 7 2  Education Department produces 
a brief for  t echnical ins�itute 
buildings and faci l i t ies at 
Otatara . 
New Zealand Labour Party  El ec tion 
Manifesto released containing 
proposals for Continu ing Education 
and Community Colleges . 

1 9 7 3  Mr S .  Hamil ton commissioned b y  the 
Educat ion Department to carry out 
a Hawke ' s  Bay Community College 
Feasibil ity Study leading to Field 
work throughout the Hawke ' s  Bay 
region . 

An attempt by the local 
Minis try of Wo rks architect 
to produce a one-o f f  
design f o r  the Hawke ' s  
Bay Technical Ins titut e .  



1 9 73 

1 9 74 

1 9 7 5  
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and 

( July) Publ icat ion o f  Hawke ' s  Bay Community College Feasib ility 
Study and d is t ribution 

Nat ionally and within the Hawke ' s  Bay Region .  

( first hal f )  Pending : a Government 
dec is ion to proc eed with a Community 
Coll ege . 

Appo intment o f  the Education Depart­
ment ' s  Offic er of Continuing 
Educa t ion. 

( June) Minis teria l  consent given 
to a change of name and funct ion 
f rom Technical Ins titute to 
Community Coll ege . 

(July) Education Department 
requests Ministry of Works and 
Development to provide Community 
Educa t ion Build ings. 

(April) Format ion o f  the 
Hawke ' s  Bay Technical 
Institute Counc il . 

(Dec ) Direc tor o f  Hawke ' s  
Bay Community Coll ege take 
up appo intment . 

(Dec ) Format ion o f  the 
Hawke ' s  Bay Community 
College Council . 

(Jan) Hawke ' s  Bay 
Community Co llege 
commences opera t ion . 

In pr esent ing its in format ion Tab le 5 used two perspectives -­

one nat ional and the o ther regional . This  twin perspec t ive s t ra tegy 

is adopted in order t o  document the different kinds o f  goals and plans 

for ter t iary-educa t ion tha t were being ent ert ained and the quite  s eparate ,  

though int erdepend ent courses o f  ac tion taken to provide a t ert iary 

education fac il ity fo r the Hawke ' s  Bay . A b rief overview set s the sc ene 

for the analysis tha t  fol lows . 

At the na t ional level , governmen t o f fic ials ha d ,  since the late 

19 50s , favoured t echn ical ins t itutes as t he kind of  f acility  mo s t  

appropr ia t e  fo r the provision o f  tert iary education i n  the regio ns . 
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With t he passage o f  t ime and c hanging pol it ical and educational c ircumstances 

community co lleg e  and cont inuing-educa t io n  emerged a s  t h e  key concept s  

o f  government pol ic y  o n  tert iary education in New Zealand . This po licy 

resul t ed in plans to build community colleges in the regions with 

continuing educ.a tion as their o f f ic ial goal . According to Renwick 

( 1 9 7 6 ) the cont inuing-education goal thus replaced man-power training 

and technical-education and b ecame " the c entral def inition o f  the 

responsib il i t ies of the educat ion system fo r peopl e who have completed 

their course of  secondary education" .  Accordingly, continuing-education 

is to f ea ture prominently in the d iscuss ion of the present Chap t er .  

While thinking at the government l evel was moving in the direc t ion 

of community colleges for t he regions , var ious groups formed in the 

Hawke ' s  Bay and advanced ideas of their own as to the types of t er t iary­

education fac il it y  they would l ike to have . The se facil i ties included 

a university , a polytechnic and a technical ins t i tut e .  From about 1 9 58 

onwards spec i f i c  campa igns were conduc ted to acquire each type o f  facil ity . 

Over the period from 1 9 58 to 19 7 5  ( the year the Community Co llege 

opened for busines s), indivi duals and o rganisat ions in both na t ional and 

regional contexts worked to achieve thei r  part icular goals . Their 

s t r ivings resu l ted in interact ion taking place between organisat ions 

within the region and with the government .  This interact ion in turn had 

a number of spec ific consequences fo r the evolut ion of the Community 

Col lege . Firs t , i t  led to a state o f  dynamic tension between the various 

organisat ions . This t ension persisted throughout the College ' s  pre­

h is tory and was t ranspo r t ed into the Co llege itself . Second , the inter­

ac t ion carried with it the impl icat ion that the Hawke ' s  Bay Community 

Co llege would be unique . However , th ird , it  also rendered prob l ema t ic 

the College ' s  evolution as a new-type o f  educat ional organisation . 

Because the Communit y  Co llege or iginated at Government l evel and 

outsid e  the Hawke ' s  Bay ,  the Nat ional Context is d iscus sed f irs t .  

Trea tment o f  the Regional Contex t  fol lows next . Then a t tent ion is 

g iven to how the interest s  of both cont exts converged to l ead to 

a Feasibility S tudy .  The Chapter clos es wi th an analys is of the way the 

Feasib il ity Study can be seen as provid ing an init ial set of solut ions 

to the four func tional p roblems . 
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The National Context 

The 1 9 6 2  Currie Commission on Education in New Zealand was the f irst  

government cons t ituted body to  sugges t that Community Co l leges might b e  

est ablished i n  New Zealand . In its sugges t ions and recommendations the 

Commis sion overtly subscrib ed to egal itarian and p rogressive-l ib eral 
* 

education id eal s  as the basis for i t s  quite  expl icit agenda o f  educat ional 

r eform . Wi thin the contex t  of the r eport the Community Col lege was 

considered to b e  a means for b roadening and ext end ing prevail ing concept­

ions of and provis ions fo r tertiary educa t ion . At this t ime 

o f  the Commissio� ter t iary education in New Zealand was predominantly 

b e ing seen in terms o f  various forms of  terminal-occupa t io nal training ; 

in particular training for the trades , training for t echnic ian and middle  

management o c cupat ions and training fo r the  pro f essions . 

While the Commis s ion ' s  brief l ed it to consider community colleges 

o nly in relat ion to the d evelopment of one sec t ion of the tertiary 

education sys t em - t e chnical educat ion - it also envisaged : 

that the Community College would cater to some ex tent 

fo r the type of student who does no t will ingly return 

to school for what is provided in a typica l  VI A course 

but , who ,  neverthe l ess ,  seeks further education.  ( para­

phra s e ,  Currie  Commission repo r t ,  1 9 6 2 , p . 2 15-2 16 ) . 

Furthermor e , this view was supported by ( i )  the growth o f  t echnical 

education , and ( ii )  spontaneous and increas ing participat ion in hobby 

classes throughou t  New Zealand . In recognis ing the community val ue of  

this growth po int in  educational ac t ivity , the Commiss ion recommended 

that : 

* 

in the overall context o f  the .adminis t ration of 

Adul t  Educat io n  . . . .  close consid erat ion shoul d b e  

g iv en by the Depar tment o f  Educat ion in associat ion 

with the Na t ional Counc il for Adul t  Educa tion to the 

This commitment is evident throughout the Commission ' s  850 page long 
repor t ,  bu t is mos t  explic itly acknowledged in Chapter 1 ( p . 1 1-4 6 )  and 
spec ifically in the sections headed - Equality of Educa t ional Oppo rtunity ;  
Priorit ies in Education;  and Modern Methods and their crit ics . The 
Currie Commis sion subscribed ,  in pa rt icular , to the now famous Fraser 
dic tum on  Equal ity of Oppo rtunity , and found in it the bas is of 
a justification for recommended educational re forms and pol ic ies . 



planning o f  fu ture development in classes for further 

educatio n  . . .  and to the revision of the Manua l and 

Technical Regulat ions • . .  ( 1 9 6 2 , p . 39 7- 39 8 ) .  

9 1  

Because Adult  Educatio n lay outs id e  the scope of the Currie 

Commission, there were l imits on the recommendat ions that could b e  mad e .  

Nonetheless , even the relatively small space given to Adul t Educat ion 

in Chapter s even of  the report foreshadowed two major developments . 

The first  development was the implementation o f  the community 

college conc ep t . Les s  obvious or explicit , was the second , t he event ual 

replacement o f  adul t-education by cont inuing education This s t ill  

relatively new concept was derived f rom tha t  o f  l ife-long educat ion 

which acknowledges , in  the wo rds o f  W . L .  Renwick ( 1 9 7 6 ) ; 

that , in the kind o f  society tha t  we l ive in and mus t 

plan fo r ,  all memb ers of the soc iety are l ikely to 

require new forms o f  learning , refreshmen t ,  or ex t ens ion 

of their exis t ing knowl edge and skill , at any point in 

their l if e  ( 19 76 ,  p . S ) .  

Substituting cont inuing for life-long simply recognis ed tha t a perso n ' s  

educat ion can never be complet e .  Because cont inuing-educat ion was 

developed mainly by educationists and pra c t i t ioners working more o r  

l ess in iso la tion in the adult-educat ion field ,  it  rema ined negl ected 

by succes s ive governments as a candidate for inc lusion in educa t ion 

pol ic ies . In cont ras t the community co llege concept entered sooner 

into the pol i t ica l arena . 

The d es irability o f  having community co lleges in New Zealand was 

further art iculated and discussed , in somewhat closed c ircl es , during 

the middle  and late nineteen six t ies by pol itic ians and po litically 

act ive academics .  For example Pro f essor Robert  Chapman,  head o f  

Auckland University ' s  Political Sc ience Department and ac t ive Labour 

Party suppo r ter was a strong advoc ate . He was singularly impres sed 

wi th community col l eges in No rth America and saw them a s  a su itable  

innova tion fo r the  New Zealand education sys t em. Johnathon Hunt , 

a Labour Member of  Parl iament , having visited the Uni ted States and 

Canada as member o f  a parl iamentary t eam also gained a favourab le 

impressio n .  For Hunt , the sa lient feature wa s the link community 

col leges served between American high schools and the univers ity . In 



the New Zealand setting he believed , as did Chapman , they would provide 

a more sui table learning environment fo r six th and seventh formers than 

the New Zealand secondary schoo ls were provid ing , and an appropria t e  

way t o  cater f o r  the educat ional needs of  this young adul t group . 

Hunt ' s  advo cacy of the community college concept had a dir ec t impact on  

Labour ' s  1 9 69 and 1972  elec t ion proposals for  educa tion.  In due course  

t he community college became an important featur e  o f  Labour ' s  Education 

Po l icy ;  but no t for educ a t ion reasons alone . 

No t only would this new-type o f  educational  o rganisation revital ise 

Labour ' s  long-standing goal of equa l is ing opportunity and access to 

educat ion at the tert iary level , i t  was also s een as a po t entially 

important s t imulus to regional economic development and a d evic e  for 
* 

promo ting a sense o f  community . By f i t t ing neatly  into a general pol icy 

of decentral isation,  the community co llege was to be part  of Labour ' s  

immediat e  and long-term agenda o f  na t ional development . In the polit ical  

rhetoric of  No rman Kirk,  it  was to b e  par t  o f  a plan "tha t will widen 

and improve t he range o f  opportunit ies  open to New Zealanders and so 

s t imulate a bold new thrus t into the future . "  ( 19 7 2  Elect ion Manifesto -

New Zealand Labour Part y )  

B y  19 7 2  cont inuing-educat ion had begun t o  be accep t ed a s  a suitab l e  

replacement for adul t educat ion and a new way o f  conceptualising 

educational provision at the t er tiary level . L ike community college 
continuing-education had also acquired an influential advocate . The 

Currie Commission ' s  Res earch O fficer , W . L .  Renwick,  had b ecome the 

Assis tant Director-General of Educat ion and in 1 974 became the Director­

General . In this new ro le , and working with the proponents of cont inuing­

educat ion bo th within and outside the Educat ion Department , in par ticular 
** 

with the o f f icer for Continuing Education , he was in the right place  

* 
This intend ed outcome of developing community colleges in regions through-

out the country was bo th expl ic itly . and implicitly expressed in such 
document s as : the Labour 1 9 7 2  Elect ion Manif esto ; New Approaches to 
community in New Zealand - a ser ies  of Monographs publ ished by the Pol icy 
Study Group in Wel lington on: The Voluntary Agenc ies and S tate Social 
Welfar e ;  Administra t ion and Research for Community Develo pment ; So cial 
Secur it y :  A Po sitive Statement ; People : Communit ies : Cit ies . Labour 
Lead s :  Pol ic ies at Wo rk,  Decemb er 1 9 7 2  - May 1 9 7 5 . 
** 

This po sition was f irst c reated in 19 74 . Its  f irst occupant was Mas s ey 
Univers ity ' s  Direc to r o f  University  Ex tens ion ,  Mr D .  Garret t .  La ter on  he 
became the Direc tor of Tert iary Educat ion and held this lat ter pos i tion 
until his  d eath in 1 980 . Other po sitions held by  Ga rre t t  inc lud ed 
memberships of the Na t iona l  Counc il for Adul t Education and the UNESCO 
Commission on Life-Long Educat ion . It is also no tewo rthy that Ga rre t t  
had a long-standing associat ion with the New Zealand Labour Pa rty and 
prio r  to 1 969 and 19 7 2  elec t ions a ssis t ed Labour ' s  Pol icy Committee on  
Education to  dra f t  educat ion pol ic y  on  cont inuing-educa tion and 
community co ll eges - po licy which , as o f f icer of  Continuing Educa t ion , 
he was subsequently able to implement . 



at the r ight t ime to usher in community colleges to the New Zealand 

educa tional scene in the early 1 9 70s . He contributed directly in 

articulat ing the concept o f  a community co llege and in espousing the 

educat ional purpose  it would serve . By j uxtapos ing Labour education 

pol icy wi th current educa tiona l  thinking , and later amending the 

Educa tion Ac t ,  cont inuing-education was to become , a fter Labour ' s  

elec tion to government in 19 7 2 , the o f f ic ial goal or mission o f  the 

community col lege . 

9 3  

Departmenta l o ff ic ials recognised , f rom the outset , that suc ces s ful  

implementation r equired clarity of  concept and purpose and a spec ificat ion 

of  organisa tiona l  character is t ics . That is answer s  were r equired to 

three key ques t ions in order for this new t ype of organisa t ion to 

become a real it y : 

( i )  What does the concept communit y  college mean , 

( ii)  What educat ional purpo se will i t  serve , and 

(iii)  What kind o f  organisat ional s t ruc ture is required 

to impl ement b o th concept and purpose?  

The Community College Concept and its O f f ic ial Purpose 

Prior to 1 97 5  when the Community Co llege opened , Education Depar tment 

administrators  t ranslat ed the Labour Gov ernment ' s  pol itico-educat ion 

ideology first  into pol ic y  and then into a f eas ibl e  action plan . In 

ac tuality d epar tmental o f f ic ers were both  the authors and interpreters 
* 

o f  ideology a nd the pol icy derived from i t .  They brought to bear 

* 
The way ideology is used here follows the meaning given to it  by 

Parsons 1 9 5 1 , p . 349-350 namely : An ideo logy is an idea or  belief held 
in common by the members of  a col l ec t ivity .  To constitute an  ideology 
t here must be some l evel of  evalua t ive commitment to b el ie f  and an 
ob l igation to  accept its tenets as · the basis o t  action.  In this 
concep t ion ,  b el iefs enta il values and int erests .  An ideology therefore  
en tails a determinate relat ionship b etween a sys t em o f  b el ie f s ,  values 
and int eres ts  and concrete action which is mut ually reinforc ing . 
Wi thin an organ isation ( e . g .  a pol i t ical pa rty)  o f fic ial and uno f f ic ia l  
id eologies ma y  emerge and either covertly or  overtly result in the 
formulation o f  mean s ,  ends and plans . According to Parsons (op . c i t . )  
all organisations and their environments are ideological in the above 
sense . By a ppeal ing to the values impl ic it  in community ideologies 
( e . g .  j us t ic e ,  ut il ity , fair play , s el f-interes t , respec t for persons , 
efficiency ) , reasons are provided why an organisation should have 
par t icular · goa ls and why i t  is right and proper for this to b e  so . 
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a dis t in c t ive and influent ial perspec t iv e  on  what the miss ion and 

constituent goals of a community co llege could be . In the first place 

(and cons istent with Labour ' Ph ilosophy ' ) , provi sions for Cont inuing 

Educat ion were seen by the Officer of Cont inuing Education as a logical 

ex tension o f  the equal ity of  educat ional opportunity id eal (viz . Garr e t t , 

1 9 74 , p . l 8 )  espoused in 1 9 39 by Pet er Fras er that : 

Every person has the righ t  to a free education o f  the 

kind for which he is best f i t ted and to the full ex tent 

of his powers . 

Second,  this ideal was seen to yield two general princ ipl es for 

specifying , in b road terms , how cont inuing-educat ion was to  serve as 

the Mis sion of  the community col lege . The administ rators expec t ed that 

the o rganisation's s ta f f  would devise pol ic ies and programmes that wou ld 

ensure the communit y  coll ege : 

(i)  acted as 1 1a ma in ins trument o f  soc ial po licy and 

a vehic l e  for increasing educ a t ional oppor tunity , 

( fo r )  removing inequa l ities in the availability  of  

educat ion and matching the provision of  educa t ion 

with the needs of l earners 1 1  ,(Renwick,  1 9 7 4 ,  p .  7 ) , 

and in so do ing , 

( i i )  created opportunit ies  for anyone in any plac e to 

learn in ways which suit them at times when they 

need to learn (Garr et t ,  1 9 74 ) 

removing some of the control over the timing , 

spac ing and content o f  learning f rom the organisat ions 

and plac ing it in the hands o f  the learners . 

A clear  imp l ica tion of  def ining the community co ll ege ' s  mission in 

this way was that o pportuni t ies for and acc ess to education , ought to 

be made availabl e ,  not only to the educat ionally addic ted but also to 

the educationa lly deprived (Renwic k ,  1 9 74 and 1 9 7 6  and Garret t ,  1974 ) . 

In other wo rd s ,  the fu ture staff  o f  the community co llege had a clear 

mandate  to provid e educa tional opportunit ies for all peopl e in the 

community (Renwick ,  1 9 76 ) . 

This demo c rat ised view o f  the community college ' s  paramount goal and 

its ro le genera ted a broad range o f  sub-goals . These sub-goals were 

expressed in int erviews (ma inly during April of  1 9 7 5 )  and in various 
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pub lished o f f icial addresses and j o urnal  articles . Because of the large 

amount of  data availab l e , goal s tatements from the various sources are 

reported in summary form .  There are s ix summarised goals in al l :  

( i )  The Community College should b e  an organisa tion that 

a imed to cat er for students ' changing and developing 

int eres ts and mo tivation ,  and the need to update  skil ls 

and knowl edge which frequently b ecome r edundant in 

a society where there is cons tant soc ial  and t echno­

logical change . 

(ii )  The Communit y  College s t a f f  should try and at tract  people ,  

a s  s taff  and students ,  f rom a wider soc io-economic range 

than is cus tomary in educat ional organisations devot ed 

solely to education for the pro fes s ions and t rad es . 

(iii)  The Community College should a t tend to those sect ions 

of the Hawk e ' s  Bay community which had received shor t  

measure from t radit ional  educat ional p ract ices . 

( iv) In order to provide such access to educat ion the 

Community College was expec ted to have open-entry , 

o pportunities for part-t ime and full- t ime stud y ,  on  

and off  campus . Her e ,  

the basic id ea i s  OUT-REACH .  Rather than having people 

come to you ,  we are r eally talking about get t ing out 

into the community . . .  ( The staff ) will be stuc k  

with the j ob o f  b eing CATALYSTS within the community, 

genera t ing int eres ts , ind icat ing the ways in which 

problems may b e  solved , promo t ing ac t ivit ies . ( Interview ,  

O f fic er f o r  Cont inuing Education,  Apr il ,  1 9 7 5 )  

More spec i f ically the a im 

is no t for a conventionally  conceived Community College 

at al l . . •  The need is  not for an age of  educat ional 

cathedral buil ding . . .  It  is an age , rather of educat ional 

missionaries to work more direc t l y  with those needing to 

l earn something . . .  Learning should happen mos t  o ft en 

where peo p l e  are . It is in any case outrageous to 

start thinking in terms o f  buil dings when our exist ing 

plant ha s long been grossly under-ut il ised . (Garrett , 

1 9 7 3 ,  p . 3 2 )  



(v)  By p roviding a range of low and middle level , c·red i t  

and non-cred i t  courses o f  sho r t  and longer dura t io n ,  

t h e  Community Col l ege ' s  range o f  programmes wa s 

expec t ed t o  b e  made more ex t ensive than might b e  

expec ted in a t echnical ins t i tut e . 

(vi)  A d is t inct ive f ea ture o f  community col l ege wo rk 

wou l d  b e  its respons ivenes s  to the l o cal communi ty . 

Comprehensive b read th o f  prog ramme and flexib l e  

or ganisation was seen as a llowing a different sort  

of  art iculation wi th the  local  community than 

a university o r  a large t echnical ins t it ute could 

achieve . Whereas the lat t er are usual ly cons t rained 

by academic sub j ec t  divis ions and th e practice o f  

opera t ing only at high academic l evel s  o r  in na rrowly 

spec ial is ed f ie ld s , the Community Co llege was expec t ed 

to b e  student -centred (Renwick ,  1 9 7 6 ) . 

In comb inat ion the preceding l is t  o f  sub-goals largely accounts 

fo r s enio r  d epar tmenta l o f f icers ' versions o f  the Communi ty Co l l ege 

concept , the cont inuing educat ion mis s io n  and pos s ible ways it could 
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b e  impl ement ed . More impo rtantly tho ugh , it prov ides an ind ica t io n ,  at 

the l evel of conc ept and mis sion of how the Communi ty Co l l ege was 

expec t ed to evo lve as a new-type o f  t er t iary educ ation ent i ty .  

In order t o  impl ement the cont inuing-educat ion mis s ion in th e way 

in tend ed , Community Co l l ege administrato rs , tu tors and anc il l iary s ta f f  

would b e  expe c t ed a s  mat t er of emphas is and pr io rity to : -

( i )  look a t  the needs o f  s tudents and po t ent ial students , 

wherever they are (in the Col l ege ' s  region) ra ther than 

a t  the need s of the organisat ion,  

( ii )  focus on prob l em c ent red need s  rath er than cur riculum 

c ent red needs , 

( i i i )  provide for peo p l e  who s e  educational r equ irement s mus t  

b e  f i t t ed into their o t her commi tment s ,  e . g .  women 

wish ing to return to wo rk , and , 

( iv )  avo id c lassroom atmo sph eres qu ite uncongenial and 

( fo r  many ) an impediment to learning . 

( Renwick,  1 9 7 6 ,  p . l 2 ) 



Meet ing thes e requirements was seen as o ne way o f  b r eaking new 

educational gro und and evo lving new types o f  educationa l  delive ry­

sys t ems (Renwick , 1 9 7 6 ) . Fo r instanc e the officer for Continuing 

Educ a t ion expec ted college tu to rs to wo rk in places in the community 

where po t ential s tud ents woul d f eel mor e  comfortab le and at  eas e .  

H e  argued that b y  wo rking in this way i t  would b e  po s s ib l e  t o  provide 

educational second chances for people who ha d previously failed to fit 

9 7  

the mol d  o f  the s choo l ,  as wel l as t ho s e  who had bene f i t t ed from their 

exper ienc es o f  s c hooling . The overriding pract ical cons equence o f  this 

o f f ic ial v iew was that the t ea ching personnel o f  educat ional o rganisat ions 

could no longer c onf ine the i r  a c t iv i t ies sol ely within the pro t ec t ive 

walls of an o rganisat ional building . Gov ernment o f f i c ials b el ieved 

tha t o nl y  by wo rking in this unconfined way would the Communi ty Co llege 

b e  abl e  t o  ( i )  tune into the needs of its  many publics , ( ii )  adapt to 

emerging needs at many l evels and ( 1.- 1· 1· ) count eract unequal acces s to 
educ a t io n �  (iv)  and provide a wider range of educational oppo r tuni t ies 
than i s  customary in t ertiary l evel o rganisa tions . 

The b us iness o f  formula t ing the c oncept and mi ss ion o f  the Communi ty 

Co l l eg e  in thes e t erms was but a first s tep in the imp l ementa t io n  proc ess . 

At the same t ime as  th is conceptua l ising ac t ivity was go ing o n ,  o ther 

st eps were b eing taken to inc l ude community colleges as a prio ri ty i t em 

in the Labour Gov ernment ' s  Edu ca t io n  Po l icy . The decis io n  to includ e  

community co ll eges in Labour ' s  19 69 and 1 9 7 2  El ect ion mani fes tos and 

sub s equent · inclus ion in the Labour Gove rnment ' s  Educat ion Po l icy agenda 

took community co l l ege propo sa l s  a s t ep c loser to impl ementatio n .  I t  

prov id ed some assuranc e  t o  pro ponent s o f  t h e  Communi ty Co l l ege that 

community colleges would in due course emerg e as part o f  the tert iary 

educa tion sys tem .  But in 1 9 7 2 ,  the form they might take had no t b een 

set t l ed no r had a specif ic prio r i ty for es tab l ish ing them b een d e t ermined . 

Co nstant vigilance b y  senior d epar tmen tal o f f icers in b ringing the 

ma t t er of t ertia ry ( cont inuing ) educat ion po l icy to the at t entio n  o f  

the minis t e r  (who s e  int eres t lay much mor e  with early-childhood 

educa t ion)  finally resul t ed in minis terial (and subsequent ly Cab ine t )  

consent t o  begin planning fo r a Community Co l l ege in t h e  Hawke ' s  Bay 

( Int erview ,  of fic er for Cont inuing Educ at i o n ,  April , 19 7 5 ) . 

Towa rd s the end o f  1 9 7 2  and ea rly in 1 9 7 3 ,  implemen ta t ion o f  

government po licy b egan in ea rnes t .  However the somewha t o pportunis t 

and po l i t ica l l y expedient chara c t er o f  the Hawke ' s  Bay decision was 

wel l und ers tood by departmen tal o f ficia l s  who had b een, indeed , 



par t y  to it . In the wo rds o f  the Directo r-General : 

The fac t  tha t  ther e was already a t echnical ins t i t u t e  

planned fo r Hawke ' s  Bay and in a fairly advanced s tage o f  

develo pment • . •  the s i t e  had al ready b een surveyed and 

buil d ing founda t ions h ad b een laid . . .  meant that the 

minis ter was in the v ery fo rtuna te position of being 

able to d e f l ec t  the planning from o ne s e t  o f  ( technical 

educa t io n  based) po l icies to a new s et of po l ic ies for 

the estab l is hment of a Community Co l l eg e .  

( Int erv i ew ,  Director-General o f  Educ ation , April , 1 9 7 5 ). 

The ma in outcome tha t flowed from this decision was tha t the form the 

Community Co l l eg e  migh t  take was inf luenc ed by regional ly based 

expectations o f  three kind s : ( i )  the type of facility requir ed , 

( ii )  dec isions al ready taken , and , ( ii i )  work currently in p rogress 

fo r the technic al inst itut e .  

98  

Education Departmen t administrators were aware o f  the way i n  wh ich 

the ex is t ing circums tances could affect the development of the Communi ty 

Col l ege . At the time,  however , the mo s t  impo rtant cons idera t ion fo r 

them was tha t a decision t o  pro c eed with the Hawke ' s  Bay Col l ege had 

ac t ua l ly b een taken . In S t ruc t ure-Funct ion t erms , the condit ions for 

c rea t ing a new-type o f  organisa tion had a t  l ea s t  b een par t ially met . 

A numb er of the necessary el ements were in place , viz . ; the need fo r 

a new form o f  educat ional provision had b een reco gnised and a ma in 

purpo s e  had b een ar t icula t e d  and spec if ie d  in o p era tio nal terms . As 

well a coter i e  o f  authoritat ive and pre s t igious ind ividual s  (no t ab ly 

the Minis ter o f  Educat ion and the Direc tor Genera l , but also o ther 

known po l i t i c ians and d epar tmental o ff ic ials ) recognised they had to 

legit ima te the concept and p rovide the s uppo rt and resources that wo uld 

ensur e the Community Co l l ege wo uld b egin to develop . The ma in devel op­

mental ques t ion yet to be answered was how would the Communi ty Col l ege 

c o nc ep t  be received in the Hawke ' s  Bay . 

There is l i t tle doub t that prior to and during the 1 9 7 2  general 

el e c t io n ,  Labour ' s  decentral isa t ion and regional developmen t po l ic i es 

s t ruck a re spons ive cho rd among people in the regions . The po l ic ies 

wer e  taken s eriously at a t ime when s t ro ng feel ing was b eing expressed 

abo u t  the ab s enc e o f  central governme nt concern for reg ional d evelopment .  

Ad d i t ional l y ,  there wa s no t to tal sa t i s fact ion in some quart ers o f  the 



99 

Hawke ' s  Bay w ith the planned technical ins t itut e .  Whi l e  the ins t itu t e ' s  

mission covered the training needs o f  commerc e and indus t ry ,  many o ther 

equally l eg it imate needs were neglected.  ( Int erview, Counc il memb er ,  

May , 1 9 7 6 ) . All three factors - posi tive respons e to Labour ' s  r egional 

develo pmen t pol icy , d is sa t is fac t ion with the propo sed t echnical ins t it u t e  

and negl e c t  o f  many l eg i t ima t e  educa t ional needs - cont rib u t ed t o  t h e  

Community Col lege pro po sal b eing favourab ly rec eived . However there 

were also p eople in the communi t y ,  suspicious of po l i ticians and 

b ureaucra t s ,  who expressed resis tanc e to the Community Co l l ege propo sal . 

They saw i t  as a somewha t al ien idea and a pol i t ical and adminis t ra t ive 

impo s i t io n  o n  satis fac t o ry in-progress development s .  ( Int erv iew, 

Counc il member , May 1 9 7 6 ) . 

If government po l ic y  were to b e  impl emented and the Co l l ege es t ab l ishe 

local d e f ini tions of the situa tion would have to be given due a t t ention.  

Inev itab l y  these defin i t ions wo uld int erac t with the Community C o l l ege 

concept and in part det ermine the kind o f  o rganisa t ion that could 

eventua t e . At b est this int erac t ion of na t ional and r egional plans 

could resu l t  in some mo dific at ions and ,at  wo r s t , diminish the Community 

Co llege ' s  int ended mi ssion to the po int where it might conc eivab ly 

r evert to a small convent ional type of technical ins t i t u t e .  By analys ing 

the regio nal contex t in the nex t pa r t  of the Cha p t er ,  the ground is 

pr epared fo r understanding and expla ining how bo th na t ional and regiona l  

contexts eventually did merge to produce the Hawke ' s  Bay Community 

Co llege . 

The Regional Contex t 

Befo re 1 9 7 2  when new government plans for tertiary educat ion c ame 

t o  pub l ic l ight , the no t ion o f  a Communi ty Co l l ege (as  recommended 

in the Currie Commis s ion) had never been clea rly art iculat ed o r  

considered in the Hawke ' s  Bay . Wh ile the Communi ty Co l l ege conc ep t  had 

cu rrency among some pro fessional edu ca tors , aca demic s ,  top echelon 

administ rators and po l it ical reforme rs , i t  rema ined a rela t ive la t ecomer 

on th e educat ional s c ene in the Hawke ' s  Bay . No t only was it no t 

considered as a po ssib i l ity , mo re to the po in t ,  i t  was s imply unknown . 

Lack o f  awarenes s about the Community Col lege concept did no t 

mean tha t  Hawke ' s  Bay peopl e were uninteres ted o r  unconcerned about 

tert iary educat ion.  On the contrary , minist eria l dec is ion to provide 

MASSEY UNIVERSITY 
JJBB.AB.Y 



a Community Col l ege was preceded by int ens e p ersonal inte res t and 

commi tment by lo cal peo ple to a long-standing desire to estab l ish 
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a tert iary-educ at io n  facil ity in their region . Thr ee locally b ased 

organisa t ions came int o exis t ence spec i f ically to champio n  the cause o f  
* 

tert ia ry education in the Hawke ' s  Bay . They inc luded the Hawke ' s  Bay 

Univers ity Trus t e s t ab l ished in 1 9 58 ,  the Hawke ' s  Bay Po lyt echnic 

Promo t ions Commi t t e e  s e t  up as a sub-commi t te e  of the Tarada l e  Bo rough 

Counc il in 1966 and the Hawke ' s  Bay Jo int High Schools Board ' s  Commit t ee 

formed in 1968 . Each commi t t ee had a diff erent but ov erlapping 

conc ept ion of the fo rm of o rgan is a tion requ ired . 

While reco gnis ing there migh t ini t ia l l y  b e  l i t t l e  support  o ut s id e  

the Region for a ful l  Univers ity , the Hawke ' s  Bay Trust was convinced 

that a mod est siz ed o rganisa t ion , similar to L incoln Co l l ege or a sma l l  

s cal e Mas s ey Univers ity was viab l e  and j us t i f iab l e .  By contras t ,  the 

Hawke ' s  Bay Polyt echnic Promo t ions Commit tee saw the need fo r an organis­

a t io n  tha t  would comb ine the trade training funct ions carried out in 

small p rovinc ial t e chnic al ins t i tu tes wi th a variety of higher l evel 

t echnic ian and middle level management cour ses ; courses hither to regarded 

as the pres erve o f  such large urban organisa t ions as the Central Ins t itute 

of  Techno logy and Auckland ' s  Technical Ins t i tut e . Fo r the ir par t ,  the 

Jo int High Schools Board ' s  Commit t ee was less amb it ious than the o ther 

two commi t tees . They lobbied fo r a modest s i z ed t echnical ins t i tut e .  

The l a t t er commi t t e e  proved to b e  the o ne which f inal ly go t governmen t 

suppo r t . However , a l l  three played an influent ial ro le in crea t ing the 

nec es sary conditio ns and the o ppo r tunity for a sub sequent Labour Govern­

ment t o  es tablish a Community Co l l ege in the Hawke ' s  Bay . In part icular , 

the a c t ions of the three commi t t ees resu l t ed in the pro curement o f  

a suitab l e  and , a t  t h e  t ime a po li tica l ly expedient s i t e  

on whi ch t o  loca t e  an educat ional fac il ity qui t e  different i n  name and 

missio n  from the one each commi t t ee ini t ially envisaged . Elabo ra t ion o f  

the ro l e  o f  each c ommi t t ee fo llows . 

* 
Info rma tion sourc es fo r this s ec t ion o f  the Chap ter incl udes correspond-

ence a nd minutes of the Hawke ' s  Bay Univers i ty Trus t ;  Co rr espo ndence ,  
pub l ished do cumen ts - pamphl ets and minutes o f  the Po lytechnic Promo t io ns 
Commi t t ee ; . Community Co llege records and interviews with Community Co l l ege 
Staff viz . the D irec to r  and Regist ra r ;  and interviews with Co unc il 
Memb ers and B . A . O . ��rsha l l , at the time ( 19 75 )  Ministry of Works and 
Develo pment , Distric t Architec t responsib le to the Edu cat ion Depar tment 
fo r the Des ign and cons truct ion of the Hawke ' s  Bay Community Coll ege 
build ings and fac il it ies . 
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Th e Hawke ' s  Bay Unive r s i ty Trust 

Dur ing the 19 50 ' s  two spe c i f ic factors l ed a loca l ly powerful ·and 

pr e s t igious g ro up of industrial is t s ,  pro f es sio na l  men and ind ividuals 
* 

prominent in reg io nal a f fairs to  s e t  up the Univers i ty t rus t to 

campaign fo r the provisio n  of sub s tant ial and permanent t e r t iary 

education facilit ies in the region .  The first factor wa s a perc eived 

need to ma int ain and incr ease economic and indus t rial growth in o rder 

to  promo t e  the general well b eing of the region . The s econd factor 

was tha t , following the second wo rld war , the abs enc e  of a t e r t ia ry 

education f ac il i ty in t he Hawke ' s  Bay and th e growth in s iz e  and numb er 

o f  univers i t ies , t eachers ' col l eges and t e chnical ins t i tu tes elsewhere 

resul ted in young peo p l e  l eaving the region to  further their educa t ion 

in o ther c ent res . A university in the Hawke ' s  Bay migh t help to  s t em 

the out -flow , r et ain young peopl e in the r egion and perhaps a t t ract  

out s iders t o  come t he r e . 

The memb ers o f  the Univers ity Trus t were suf f iciently conf ident o f  

the suc cess o f  their p lans , tha t a l a rge s trat egical ly located piece 

o f  land was donated by a local proper t y  owner - Mr S.  He t l ey - and s e t  

aside a s  the s it e  f o r  future univer s i t y  development . La t e r ,  th is event 

was to be si gnific ant in the s i t ing of the t e chnical ins t i t u t e  and 

sub s equent ly the Community Co lle.g e .  

Progress towards p ro curing a university went no fur ther than the 

acqu isition of the s i t e . As one memb er of the Community C o l l ege Co unc il 

sub s equen t ly commented , the University Trus t had already "mis s ed the 

b oa t  nat iona l ly" ( Int erview ,  May , 1 9 7 5 ) . And in view of the recommend­

a t io ns of the Government Commi t t ee on New Zealand Univer s i t ies to l imit 

the numb er o f  universit ies in New Z ealand to seven , it is doub t ful in 

ret ro spec t that the campa ign for a University in the Hawke ' s  Bay wo uld 

have ever achieved s ignificant suppo r t  ou t s ide the regio n,  -- espec ially 
* 

no t at central gover nment l evel . Counc illor B . A . O . Ma rshal l ' s 1 9 6 6  

* 
The Hawke ' s  Bay Univer s ity Trus t was estab l ished in 1 9 5 8  under the 

Cha i rmanship o f  Sir Edwin Bate a longs tand ing counc illo r  and Mayo r 
o f  the Has t ings City Co unc il , with S ir Pet er Ta it , Mayo r o f  Nap ier , 
as D eputy Cha irman . 
** 

Mr B . A. O .  Ma rsha l ! , as  wel l  as b eing a councillor on the Ta radale 
City Counc il , wa s al so to  b ecome Chairman of the Hawke ' s  Bay Po ly­
t echnic Promo t io ns Commit t ee ,  es t ab l ished in 1966 ; Dis t r ic t  Archi t ec t  
fo r the Min is t ry o f  Wo rks and Develo pment in the Hawke ' s  Bay ( d irec tly 
responsib l e  fo r the pl anning and des ign of  government build ings in 
t he regio n) and a memb er o f  the Council o f  the Cent ral Ins t it u t e  o f  
Technology in Well ingto n .  
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repo r t  t o  the Taradal e Borough Co uncil recognised that , 

Central government (would ) underst andably res is t  

l o c a l  pr essure for estab l ishment o f  a univers i ty 

in Hawke ' s Bay . 

Where the university venture failed , Marsha l l  saw tha t  a pro po sal 

for a po lyt echnic might be favo urab ly received by the governmen t as 

an acceptable so lutio n  

t o  the prob l em o f  the t o t al lack i n  the Hawke ' s  Bay 

region o f  any facilities whatsoever for ful l - t ime 

higher education . 

His argument drew support from the recent advent o f  po lyt echnics el se­

where in N . Z .  Spec ific  exampl e s  included the conversion o f  

t echnic al . pos t  primary s choo ls , such as Wel l ington , 

S ed don Memo rial and Petone Technical Co l l eges t o  c ent res 

of t echno lo gical and commerc ial t raining (Tarada l e  

Bo rough Counc il Repo rt , 1 9 6 6 ) . 

His analys is o f  the s i tua tion ul t ima tely proved to b e  correc t .  

The Polyt echnic Promo t ions Commi t t ee 

In contras t with the Univer s i ty Trus t ,  the Polytechnic Promo t ions 

Commit t e e  was much mo r e  narrow , pragma t ic and ins trumentalis t  in its  

concept ion o f  the kind of educat io nal fac il i t y  required . In the words 

o f  the Commit t ee ' s  Cha irman , 

by provid ing oppor tuni t ies for . . .  a t echnological 

educ a t ion . • .  ( the polytechnic woul d )  provid e ent ry 

to the highly compet itive rac.e for jobs  in a wo rld 

currently domina t ed by s c ience and techno logy 

( Repo r t  to the Taradal e Bo rough Counc i l ,  August , 1 9 6 6 )  

The Po lytechnic Promo t ions Commit t ee ( 1 9 66 ) , was guided by 

a chairman with a t echnic al-edu ca t ion o r ient a t ion . Under his l eadership 

the Commi t t ee emba rked on a pub l ic rela t ions campagin to ( i )  gain 

regional acceptanc e o f  the id ea of a Hawke ' s  Bay Po lyt echnic , and , 

( i i) secure the government ' s  support for th e po lyt echnic propo sal . 
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I n  the two years fo l lowing i t s  fo rmatio n ,  the Commi t t ee amassed 

evidenc e in support of its claims . A bookl e t  - A  Po lytechnic for 

Hawke ' s  Bay - was pub l is hed in 1 9 6 7  and was c ir cula ted through secondary 

scho o l s  and o ther pub l ic outlets , e . g .  the l ib rary and the department s 

o f  L abour , Soc ial We lfare and Educ at io n .  The local media - newspapers 

and rad io - was us ed ex t ens ively as pa r t  o f  the pub l ic relat ions campa ign .  

The p romo t io nal work tha t  was carried out empha s is ed th e po t ential o f  

the proposed po lytechnic to : 

( i )  make an input , primarily in the form o f  trained 

man-power , to the economy o f  the r egion - l o cal 

indus t ry and commercial ent erpris es , and , 

( ii)  c rea te fo r secondary school s tudents and adult  

members o f  the community , oppo rtuni t i es for 

and access to various forms o f  occupa t io nal 

t ra ining . 

Dur ing the period when the Polyt echnic Promo t ions Comm i t t e e  was 

mos t  ac tive ( 19 66-68 ) a third group o f  local peo ple b ecame awa re o f  the 

des irab il ity of a tert ia ry-educa t ion facility . This group included 

the princ ipa l s  and t eachers of the local secondary high schoo l s  -

in part icula r Hast ings and Napier Boys High Scho o l s  wh ich shar ed the 

r esponsib il ity for al l t rades and commercial apprentice and t rainee 

programmes that operat ed in the regio n .  The p rinc ipal s of the la t t er 

two s choo ls reco gnised that man-power t raining needs had expanded 

well b eyond t he capacity of the local h igh schoo l s  to provid e for them . 

Working in concert with the Po lyt echnic Commit tee ' s  Chairman, 

the two princ ipals and th e local High Schoo ls Boards ' cha irmen convened 

a mee t ing on Augus t 6th 1 9 68 to su.bmit fo rma l ly a j o int propo sal to 

the Educa t ion Department ' s  Di rec tor o f  Technical Edu ca t io n :  

At th is meet ing , the criter ia fo r the es tabl ishment 

o f  a technical inst i tu t e  were discussed and the 

real isa t ion grew tha t  a ful ler cooperat ion b e tween 

the two boa rds (Napier and Has t ings ) wo uld b e  

a n  advantage i f  these c riteria wer e t o  b e  met 

( It was pro posed ) that a j o int ( High Schoo l s )  Board s '  

Comm i t t e e  should b e  set up to coordina t e  the effo r t  

o f  the two Boys High Schools and to prov ide 



an autho ra t a t ive vo ice in nego t ia t ions with the 

Educat ion Department and Government . ( Cha irman ' s  

report to the Hawke ' s  Bay Po lyt echnic Promo t ion 

Commi t t ee ,  January , 1 9 7 0 )  

The Hawke ' s  Bay Jo int High Schools Boards ' Commit t ee 
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Members o f  t he Joint High Schools Boards ' Commi t tee includ ed t hr ee 

representatives f rom each o f  the Boards o f  Napier and Has t ings Boys 

High Schools , the pr inc ipa l s  from b o th schools , a sec retary with many 

yea rs experience w i th th e local Educat ion Board and the Po lyt echnic 

Promo t ions Commi t t ee ' s  cha irman . Between them, the members o f  th e 

Commi t t ee had cons iderab l e  adminis t rat ive abi l i ty and knowl edge o f  the 

working of the Government D epartment of Educa tion . This ab i l i t y  and 

knowl edge was used to nego t ia t e  the es t ab l ishmen t of a t echnical 

ins t i tu t e .  The Jo int Boards ' Commit t ee thus comple ted the work tha t 

had b een initia t ed by the Po lyt echnic Promo t ions Commi t t e e ,  even though 

the la t t er Commit t e e  was no t fo rmally disb anded unt il Apr il , 1 9 74 . As 

an ex-memb er of the Jo int Boards ' Commi t t ee put it , du ring 19 7 0 - 7 4  the 

Commi t t ee carried o u t  

The nut s and bo l t s  wo rk i n  prepa ring th e ground for 

a t echnical ins t i tut e ,  usua l ly a t  r egular meet ings 

held conj o int ly b e tween the Napier and Has t ings Boards . 

We had dir ec t d eal ings with the Educat ion Department 

and met every school t erm in Wel l ington at their 

requ est . . .  (and when pro gress was s low) we would 

meet with one or mo re o f  the three l o cal memb ers o f  

Par l iament t o  speed th ings up . ( Int erv iew , ex-memb er 

o f  Jo int High S choo ls Boards ' Commi t t ee ,  May 19 7 6 )  

T h e  work o f  t h e  Joint Boards ' Commi t t ee led to and culmina t ed in 

a gov ernment dec ision on the l Oth Oc tob e r ,  1 9 69 to es tab l ish a Vo ca t ional 

Ter t ia ry Department in the Hawke ' s  Bay . I t  was schedul ed to commence 

opera t i o n  in 1 9 7 2 .  This kind o f  fa cility is no t an educa t ional 

organi sa tion in its own right but an ext ens ion of seconda ry school 

t rad es and commerc ia l t raining prog rammes relocated and hous ed t o g e ther 

on a s ingle site . As such it wa s t o  be ini t ially adminis t ered by the 

Regional Of fice o f  Educat ion rathe r  than b y  an elec t ed go verning b oard . 

The dec ision to pro c eed with a Voca t ional Tert ia ry Depa rtment ra ther 

than a fully fl edged Technical Ins t itut e was due to the anticipa t ed 
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* 
l ow numbers o f  apprent ic e s tudents in the f ir s t  years o f  operat ion . 

Howeve r ,  the Educa t ion Department gav e  an undertaking to redesigna t e  the 

ini t ial facility as a t ec hnical ins t i t u t e  onc e s t udent numbers rose to 

the r equired minimum l evel . 

Prior to th e Government ' s  October 1 9 69 d e c ision,  the Jo int Boards ' 

Commi t t ee had a l so taken s t eps to pro cure a s i t e  for the propo s ed 

techn ical ins t itut e .  To b egin with Mr B . A . O . Marshall , the Polyt echnic 

Promo t ions Commit t ee ' s  memb er and al so Distric t  Arch i tec t for the Minist ry 

o f  Wo r ks and Development , proposed and evaluat ed three s i t es - a s i t e  

adj acent to the Napier Boys High School , ano ther at  Taradal e  and a third 

in th e grounds of the Has t ings Boys High Scho o l . In Dec emb er o f  1 9 6 8  

an init ial dec i s ion was mad e in favour o f  t h e  Nap ier sit e .  The D epartment 

of Educat ion then entered into prel iminary nego t ia tions with the Nap ier 

Ha rbour Board fo r the purchase of land . The s e  nego t iations wer e  s ub s equently 

dro pped when it b ec ame known that the Taradal e  s i t e  named O tatara 

ini t ia l ly b equea thed by Mr S .  Het l ey t o  the Hawke ' s  Bay Univers i ty Trus t ,  

might b e  made availab l e a s  the site for the t echnical ins t i t ut e .  To 

exp edi t e  ma t t er s  the Distric t Archi tect took advantage of his a cqua in tanc e 

with Mrs. Het ley to make known to her th e nature o f  the pro po s ed facil ity . 

She expressed int eres t in both the relevance o f  a t echnic al 

ins titute to the educa t ional needs of the Hawke ' s  Bay , and 

in the pos s ib il ity of s eeing some b uilding compl e ted in 

her l if e t ime . ( Int erview with B . A . O . Marshal l ,  Augus t ,  1 9 7 6 )  

Fol lowing a further v i s i t  b y  s enior departmental o f ficers and a f t er 

discus s ions with the University Trust Board , fo rma l proc edures were 

invoked to effec t  a change of ownership o f  Otatara from Mrs Het l ey to 

the Crown .  Thus O t a tara b ec ame the s it e  fo r f irst, the Techni cal 

Ins t itute and sub sequently, the Community Co l l ege . 

Convergenc e o f  Na t ional and Regional Interests 

In t erms o f  the time- l ine given at the beginning o f  this Chap t er , 

the two 1 9 69 dec isions were cruc ial for the convergence o f  na t io nal and 

regiona l  int eres t s  for t ert iary educa t io n  in the Hawke ' s  Bay . The i r  

immed ia t e outcome was a sat i s factory consensus b e tween a local b ody and 

* 
Stud ent numb ers were calculated on th e b as is o f  Ministry o f  Wo rks and 

Development es t imates o f  economic growth in the region.  See Na t iona l 
Resourc e s  Survey, Part 6 ,  Hawke ' s  Bay Region,  1 9 7 1 . 
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central government . Bo th part i es s tood to b enefit . The Educa t ion 

Depa rtment consen ted t o  the Ota ta ra s it e .  In so do ing i t  avo ided the 

inconvenienc e and cost of nego t ia t ing an al t erna t iv e .  Fo r the High 

Schoo l s  Board s ' Commi t te e ,  the cho ice o f  O tatara al lowed t echnical 

ins t itute  p lanning and d evelopment work to p roceed immedia t el y .  In 

additio n  the site had a number of advanta geous f eatures . 

First, the O ta tara site seemed to sat isfy a crite r ion o f  fa irnes s . 

I t  was lo c a t ed midway b etween Nap ier and Has t ings and in the c entre o f  

the Hawke ' s  Bay d i s t ric t . Cons equently i t  was thought , b y  b o th local 

commi t t ee memb ers and government o f f icial s ,  to o f f er equitab l e  a c c es s  to 

tertiary educatio n .  

Second,  the l o ca t io n  selec t ed was j ud ic ious b ecause it he lped r esolve 

th e issue of the t rad i t ional r ival ry b e tween Napier and Has t ings . According 

to the Jo int High Schoo l s  Boards ' Commi t t ee ,  Te chnical Ins titute Councillors 

and o ther prominent local peopl e ,  a decision to locate the Technical 

Ins t itute in ei ther o f  the two ma in cities would have b een regarded as 

an unj us t if i ed part isan act , favo ur ing one c it y ,  and therefore one pa r t  

o f  the region , at  t h e  expense o f  t h e  o the r .  

Th ird , b ecause Otatara i s  an o pen s i t e ,  i t  was argued b y  th e 

High Schools  Boards ' Commi ttee and the D is t r ic t  Works Arch i t ec t that i t  

o f fered a unique o ppo rtunity t o  provid e b uildings and fac i l i t ie s  that 

would b e  func tiona l l y ,  educa t ionally and arch i t ecturally integrated 

in their concep t ion and des ign . In addit ion , they wanted a s t ruc t ure tha t  

wou ld symb o l ise the cont ribution they envisaged the propo s ed ins t i tute 

would make to the l if e  o f  the region . This thi rd impl icat ion entailed 

the four th o ne .  

Four th , the cho i c e  o f  Otatara · meant tha t the ins t itute coul d b e  

i dent if ied a s  a pla c e  to which student s come in order t o  rec eive 

ins truc t io n  in a variety of trades and commerc ial t raining pro grammes . 

As such i t  could b ecome the c ent re o f  t e r t iary educatio n  in the region , 

e quipped with appropriate wo rksho p ,  lab oratory ,  l ibrary , t eaching and 

r ecrea t ional fac i l i t ie s . 

The one impo rtant fac tor t ha t  the High Schools Boards ' commi t t ee had 

no t fu l l y  ant ic ipa t ed was that even though a dec ision had been made to 

proc eed with plans to e stab l ish the Technical Ins t itut e ,  the planning 

proc ess would take cons iderab ly mo re time than they imag ined . Dur i�g 



the l a t t e r  months o f  19 70, prel iminary planning and des ign wo rk did 

commence . However , t his work was carr ied out in the ab s enc e of any 

overa l l  s i t e  dev elopment plans and an architectural brie f ,  o t her than 
� 

a l i s t  o f  l ikely accommoda t io n ,
" 

incl ud ing a workshop b lock as the 
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f irst  b uild ing t o  b e  construc t ed .  Therea f t er followed a period o f  some 

months , dur ing which no defini t e  ins t ruct ions to proc eed with d es ign 

wo rk wer e received from either the Minis t ry of Wo rks and Development 

Head O f f ic e  or the Education Department . 

In the absenc e o f  a clear architec tura l  b rief but s till  ho ld ing 

to the expectation o f  an operat ional t eaching facil ity at Otatara in 

1 9 7 2 ,  a j o int dec is io n  was taken by the Jo int Boards ' Commit t ee and the 

D is t r i c t  Arch i t ec t  (a memb er o f  the Commi t t ee) to expedi t e  ma t t ers with 
** 

a lo cal l y  pro duced design and thereby pro cure b uildings and facil ities 

that would refl ec t  in the form of a physi cal s t ructure , " the val uab l e  

cont r ibu t ion they envisaged t h e  Technical Ins t i tut e woul d make to t he 

l ife o f  the regiorr' . This one-o f f  des ign was to incorpora t e  knowledge 

of the s i te (a prac t ice no t always adhered to) and be uniquely adap t ed 

to i t . ( Int erview , Community Col l eg e  Counc i l  memb er and ex-Minis t ry 

o f  Wo rks des ign a r chitect , Augus t ,  19 7 6 ) . 

During 19 7 1  a set o f  sketch plans was drawn up by a local Ministry 

of Works and Development archi t ec t .  The plans were the f irst  and as 

i t  p roved the o nl y  at tempt to p roduc e an archit ec turally int egra t ed 

des ign . 

* 
This l is t ,  bas ed on es t ima t ed enrol lment f igures , was a one pag e brief 

spec i fying square foo tages and indicat ing l ikely fa cili t ies - pro duc ed 
by the Depa rtment o f  Educatio n  ( af t er consul tation with local trades 
peo p l e )  and rece ived (via Head O f fice , Ministry o f  Works and D evelopment ) 
in the Napier b ranch of the Minis try o f  Works and Develo pment in ea rly 
1 9 70 . I t  was followed sho r t ly a f t er by a mo re detailed spec i f ic at ion o f  
numbe r  and size o f  c lassrooms , cafet eria , l ib rary and the l ike ( initial 
documen t s  c i ted on f ile during int erview with the Design Architec t , 
May 1 9 7 6 ) . 

** 
While this pro c edure wa s qui te unconvent ional and a depar ture from 

usual prac tic e ,  the District Ar chitect (who, as a memb er o f  the Jo int 
Boar d s ' Commit t ee _ had estab l ished connect ions with Senio r O f f ic ers in 
the Educat ion Department ) repo rted that individual o f f ic ials were no t 
en t irely unsympa thetic to the idea o f  a local design fo r the Hawke ' s  
Bay ins t i tute and even the po ssibil ity o f  a new s tandard d es i gn fo r 
this type o f  sma l l  t ertiary organisa tion . ( Int erview, B . A . O . Ma rshal! , 
August 1 9 7 6 )  



* 
Nex t ,  on the basis o f  tac i t  Education Department approval to 

cont inu e , a s tart was a l so made on working drawings . Thes e  drawings 

indica t ed to the Joint Boards ' Commi t t ee tha t  some pro gress was b eing 
** 

mad e .  The design archi t ec t ' s  comment s  cap t ur e  the s ense of urgency 

and o ppor tunism that pr evailed : 

O f f  we went playing advantage rul es . We hadn ' t b een 

told to design it . Then aga in we hadn ' t  b een told no t 

to d e s ign it . We had a brief and we f el t  righ t ,  l e t ' s  

b uild an ins t itute  tha t ' s  unique to tha t part icular 

s i t e  and to tho se par t icular needs . . •  We had realised 

the p o t ential o f  the s it e  and wanted to develop that 

po t en t ial . . . The argument was tha t i t  shouldn ' t  b e  

a s tandard building . • •  I t  was no t t o  b e  a factory 

i t  was to be a place where you g e t  away f rom all 

these things a place in which we ' re trying to 

educa t e  peopl e .  ( Interview ,  Augus t ,  1 9 7 6 ) 

Des p i te the ini t ia t ive taken by the Joint Boards ' Commit tee and 

the local Wo rks archit ec t s ,  the Educa t ion Depar tment ' s  ta c i t  approval 

was never o f f ic ially conf irmed . The Nap ier plan (as i t  was referred 

to lo cally) was fina l ly replac ed when : 

We received a bund l e  o f  drawings and a l e t t er .  The 

drawings were for the worksho ps as they exis t today and 

the l e t ter indica t e d  that the Hamilton o f f i c e  wer e  a t  

present r edesigning the Palmerston four s to rey classro om 

b lock th e Mini-Tech . . .  which is a r educ tion in 

s cale and he ight of someth ing tha t had b een buil t 

already at  Mas sey . 

Augus t 1 9 76 ) . 

( Int erview ,  design a rchitec t , 

1 0 8  

During 1 9 7 2  t h e  ma in burden o f  s it e  and a rchi tec tural work fell 

into the hands o f  th e local supervising archi t ec t . His respons ib i l i ty 

was t o  l iaise with archi t ec t s  in o ther cent res ( Hamil ton , Wanganu i ,  

* 
This was a l so atypical as  it s id es t epped norma l procedure ; that is 

the fo rmal c l ient-archi t ec t  rela t ionship is b etwe en the Gov ernment 
Educa t ion Depar tment and the Head O f fice o f  the Minis try o f  Works and 
Develo pment and no t the local a rchi t ec t  assigned to a spec i f ic proj ect . 
( Interview, des ign architec t ,  May , 1 9 7 6 ) . 

* *  
La ter to b ecome a Technical Ins t i tu t e  Council member . 



Auckland and Wel l ington) and ga ther-in exi s t ing drawings that in 

comb ina tion cons t ituted an archit ec tural recipe for the Hawk e ' s  Bay 

Technical Ins t i tute . 

Local ho pes o f  crea ting a unique set  o f  buildings and fac i l i t ies 

were d enied and r eplaced wi th a numb er of convent ional s tandard ised 
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and ready-made a rch i t ectural so lutions . The kind o f  buil dings and 

fac i l i t ies detail ed in the arch i t ec tural recipe was one o f  two factors 

tha t remained cons tant as uncertainty b egan to mount over th e kind o f  

fac i l ity tha t migh t event ua t e .  Labour ' s  1 9 7 2  elec t ion mani fes to increa s ed 
* 

this uncertainty and rein fo rced ea rlier info rma t ion that , in the event 

of a Labour elec t ion vic tory ,  the Technical Ins t i tute coul d b e  r enamed 

as a Community C o l l ege . 

A second and mor e  impo rtant factor  also rema ined cons tant . The 

fac i l ity to be provided - whether a Technical Ins t itut e o r  a Community 

Co l l ege - woul d mee t ,  as its  first p r io r i t y ,  the ne eds o f  a part icular 

s tud ent group and the t rained manpower needs of spec ific commer c ial 

and industrial interest groups in the r egion . The la t t er cons t i t u t ed 

a powerful coal i t io n  o f  interes t s  (wel l represented on the Joint Boards ' 

Commi tt ee) and an environment o f  expecta t io n  as to what the ini t ial 

commi tment s o f  the new t ert iary organis a t ion wo uld b e .  The need for 

t ra in ed manpower was , in their minds , the ma in ra ison d ' etre of f ir s t  

the T ec hnical Ins t i tute and then la t er t h e  Community Co l l ege . The 

firs t c laims on the Community Co l l ege ' s  r esources came almo s t  

exclusively from this quart e r ,  and required an opera ting and fully 

sta f f ed vocat io na l  s tudies department a t  the outset . This state  o f  

affairs wa s wel l unders tood and ac cept ed local ly . 

I t  was no t j us t  Regional def init ions o f  the situa tion however , 

tha t  inf luenced t h e  way in which th e Community Co llege could evo lve . 

Wit hin the Educat ion Department itself a rearguard action was b e ing 

fought by a technical education fact ion to d e f end what wa s perc e ived 

as i t s  d iminishing j urisdic t io n .  Al though i t  came t o  b e  accep t ed 

* 
As the des ign architect put it , "We ha d read a tremendous ar t i c l e  on 

Community Co lleges , pub l ished in th e Uni ted Sta t es . . .  and as wel l  o ne 
o f  my coll ea gues ( the District Archi tec t )  had been talking with one o f  
the Labour Back Benc hers who had men t ioned that a Community Co llege 
was some thing tha t was in the pipel ine . So we had some pr ior info rma t io n  
on t h i s  Community Co llege . "  ( Int erview,  Augus t ,  19 76)  



tha t  Communi ty Col l eges were to replace t echnical ins ti t u t es in the 

provinces , there was as the Directo r-General o f  Educatio n  comment ed : 

A '  l ive wo rry on the voca tional s ide o f  the t echnical 

educat io n  f ield . They are a goo d deal threa tened by 

the labe l  cont inuing education , and they fear that 

they are go ing to  be taken o ver once aga in by the 

educa t io nal genera l is t s .  ( Int erv iew, April , 19 75) 
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The wor ry about cont inuing educat ion had no t surfa ced in the 

d epartment during the ea rly planning s t ages of the Hawke ' s  Bay Technical 

Ins t itut e ( 1 9 70-7 1 ) . As a normal ma t t er of co urse architec tural designs 

fo r the ins t it u t e  confo rmed with exis t ing te chnical educa t io n  guidel ines . 

However , the t echnical education perspec t ive remained as c endant even 

well af ter it was c l ear tha t  the Hawke ' s  Bay was to have a Community 

Co l l eg e . Furthermore this perspec t ive was appl ied to much mo re than 

bu il d ings . It was influent ial in devising a formu la fo r the o r ganis­

ational struc ture o f  the Community Co ll ege . This t opic is to b e  d is cussed 

la ter in the Chapter . 

With Labour ' s  elec t ion to o f fice  in November o f  1 9 7 2 , the po s s ib il ity 

tha t Hawke ' s  Bay might have a Community Co l l ege inc reased . A Hawke ' s  

Bay mee t ing was convened by the Jo int Board ' s  Committee in Feb uary o f  

1 9 7 3  t o  set t l e  the ma t t er . The minu t es o f  this mee t ing o f f ic ial ly 

recorded the na ture of th ings to come . During the mee ting the 

Depar tment ' s  Direc t o r  o f  Technical Educ at ion had outlined his view o f  

the future d evelopment o f  the ins t i t ut e .  He used Educat ion Depar tmen t 

pol icy guid el ines and a population f igur e o f  9 0 , 000 as bases f rom which 

to pred ic t t hat development would o c cur mainly in t he areas o f  commerc ial 

and trad e t raining . In addition there was some po ssibility , he though t , 

o f  hobb y clas ses , retraining programmes and nurs ing s tud ies b e ing under­

taken la ter o n .  A f igur e o f  90 % vo ca t ional and 1 0 %  non-voc a t ional was 

given a s  a l ikely bal anc e o f  course o ff erings . S taff fo r the ins t itute  

would come from indus t ry ra ther than the univers it ies . 

At the s ame mee t ing however ,  Mr S t eve Hamil ton ( also f rom the 

Departmen t )  d isc losed a pro po sed fea s ib il ity study to iden t i fy ways and 

means o f  b roadening the func tion of the technical ins titute and the 

ex ist ing bas e o f  commun ity educ a t io n  needs in the region . He also voiced 

concern at the general lack of oppo rtunity for t ert iary education 



and comment ed on th e consequent drift  o f  young peopl e away from the 

Hawke ' s  Bay ; thus e choing locally expres s ed concerns . In addition, 

furthe r comments made at  this meet ing ant ic ipa t ed some of the find ings 

and re commendat ions of the F ea s ib i l ity S tudy . Fo r exampl e ,  Hamil ton 

spec i f ica lly men tio ned the educa t ion needs o f  the Mao r i ,  the needs of 

tho s e  who might do b e t t er ,  educationally speaking , away from the 

d isc ipl ine and security o f fered by s econdary scho ol s ,  and the need s o f  

tho s e  peopl e i n  t h e  work f o r c e  who want ed a second chance educa t ion 
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o f  a b as ic kind related to their voca t ional needs . Referenc e was also 

made t o  the development o f  Maori language t eaching , use of the ins t itute 

as  a c u ltural c en t r e ,  and the impo rtance of the ar t s . 

The Feasib i l ity Study was und ertaken and publ ished in the la t t er 

part o f  1 9 7 3  as : A Hawke ' s  Bay Community College - A Fea s ib il ity Study. 

In the meantime , the Joint High Schools  Board ' s Commit t ee continued , 

but  in the knowl edge tha t the Feasib ility S tudy recommenda t ions would 

eventual ly b e  fo llowed by a f irm minis t erial dec i s ion to pro ceed with 

a Community Co l l ege . The planning pro c ess had go ne ful l c ircle . The 

resul t being a conv ergenc e ,  v ia the Feas ib il ity S tudy , of Na t io nal and 

Regional plans for tertiary-educa t ion provisions in the Hawke ' s  Bay . 

In b r ing ing together and inco rpo ra t ing two sets o f  plans fo r educa t ion 

in t h e  Hawke ' s  Bay , the Fea s ib ility S tudy marked the end o f  the 

preparatory developmental s tage in the evo lution of the Hawke ' s  Bay 

Community Co l lege and the beginning of ano ther , the s t age of forma t ion . 

In o rder t o  b r ing together both Na t io nal and Regional goals for 

t ert iary education it was nec es sary that the Fea s ib il ity S t udy b e  

prima rily a pragma tic rath er than a utopian documen t .  In refl ect ing 

and c omb ining b o th sets of goals i t  propo s ed an edu ca t ional-o rganisa t ion 

tha t is evo lut ionary rather than revo lutio nary in charac ter (Minut es 

o f  Hawke ' s  Bay Technical Ins t itut e  Counc il , April 1 9 74 ) . Renwick 

r einfo rced this evo lut io nary aspect by indica t ing tha t in rea l i ty 

a Community Col l eg e  would b e  " a smal l  t echnical ins titute writ large , 

but with a change o f  name and a new l ea s e  o f  l if e " (Renwick, 1 9 7 3 , p . 7 1 ) . 

Thus t he Commun ity Co llege woul d b uild on , rather than rad ical ly al ter,  

local plans . I t  was , nonetheles s , a new idea f o r  wh ich acceptanc e had 

to b e  won rather than merely assumed . In winning this ac ceptance 

the Feasi b il i t y  S tudy b ecame , as the D irec tor-Genera l of Educa t ion pu t 

it : 



eno rmously impo rtant . • .  and no t only as  a legitimat ing 

device for the Minis t er ;  but as a l eg i t imat ing devic e 

her e  in the Hawk e ' s  Bay . (The aim was )  to help people 

understand that what in fa c t  was go ing to come here 

wa s a b it dif ferent from wha t  had b een planned , and also 

to invite  them to share a good deal in shaping up the 

meaning o f  wha t the mis s ion o f  this place is go ing to b e .  

( In t erview , Apr i l , 1 9 75 , a t  Taradal e)  

Her e ,  of  course , it was b eing admit t ed that local op inion needed 
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to b e  brought into l ine with o f f ic ial thinking but also that Departmental 

plans for the Communi ty Co l l ege ' s  evo lu t ion woul d inevitab ly change 

as l o cal inf luence was b rough t to b ear . This was not s een as a bad 

thing , a s  the Depar tment expec ted tha t the Community Co l l ege should 

evo lve in r esponse to lo cal communi ty need s . Howeve r as Sel znick 

( 19 5 7 )  po ints out when e s tab l ishing an o rganisa tion par t ial view­

po int s  should no t domina t e  decisions regarding the organisa t ion as 

a who l e . A true concep t ion of the na ture and purpo se of the ent erpris e 

had to b e  grasped and held . To this end the Feasib ility S tudy came 

into its  own in provid ing a defini t ive blue-print fo r guid ing a l l  

sub s equent dec isions and actions . 

The Feas ib il ity S tudy - Blue-Print for a Community Co l l ege 

Acco rd ing to Educa t ion Department adminis t rato rs the Feasib il i ty 

Study provided the o rganisat ional b lue-pr int which the Council was 

expec ted t o  ust to f o rm and develop the Community Co llege . In 

S truc tur e-Func t ional terms the b lu e-pr int coul d be s een as  

cont aining a set of  solut ions to the four func t ional probl ems . 

App l icat io n o f  the func t ional-probl em perspec t ive to the Feas ib il ity 

Study p erm i ts a sys t ema t ic theo ret ical analysis o f  the cont ent s of 

the study . In the f inal s ec tion of this Chap ter these contents are 

to b e  c a t egorised s epa rately as b elonging to Adaptation, Goal­

At t a inment , Int egration and Lat ency and discus sed in tha t order . 

Adapt ation 

There are four spec ific as pec ts of the Feasib il i ty Study which 

fal l  into the pro blem category of Adap t a t io n .  These aspec t s inc lud e :  



( i )  the del inea t io n  o f  a task-env ironment for the 

Col l ege through the ident ific a t io n  of va rious 

catego r ies o f  edu ca t ional need s in the Hawke ' s  

Bay region tha t migh t  b e  taken up and me t ,  

( ii)  the s p ec if ication of  particular kinds of  s taff 

po s i t io ns to be f il l ed , 

( ii i )  the detailing o f  p ersonal qualit ies such a s  prio r 

exper ienc e ,  a t t i tud es and adminis tra t ive and 

t eaching ab il i t i es required in a s t a f f ,  

( iv )  the r ecommendation tha t a governing board -

a council - b e  formed to adminis t er the college . 

Each of the above po int s  is dis cussed in turn . 

The Task-environment 
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S everal kinds o f  educa t ional needs were repo rt ed in the Fea s ib il i ty 

S t udy . Chief among them was th e need f o r  t ra ined personnel in commerc e ,  

indus t ry and c ertain selec t ed pro fessions . Thes e  needs had b een 

documen ted by the Polyt echnic Promo t ions and the Jo int High Scho o l s  

Boards ' Committees a s  t h e  b as i s  fo r the earl ier e s t abl ishment o f  the 

t echnical ins t i tu t e .  As with the t echnical ins t itut e ,  the Community 

Co l l ege 

would no t have b een es tab l ished were it no t assured 

o f  a very b ig baseload o f  trade and vocat ional students 

( Interview , D irec tor-General of Edu ca t io n ,  April , 1 9 7 5 ) . 

In r ecogni t ion o f  this fac t ,  the Feas ib ility S t udy recommended t ha t 

t h e  Community College should , as i ts f ir s t  prio r i ty ,  aim to p ro vide 

o ppo rtunities for vo ca t ional education . In this way,  the s tudy 

commi t t ed the Community Co l lege , at l ea s t  ini t ia l ly , to serving exist ­

i ng , well estab l ished and domin�nt communi ty inte rests and va lues . 

The b ene fit o f  making t his commitment was a l l eged to be the s uppo r t  

t o  b e  ga ined fo r the Community Co l l ege from t h e  rel evant interes t 

g ro ups . These were expec t ed to co ns is t  o f ; a cont inuing supply o f  

s tudent s ;  endorsement o f  co ll ege-based programmes and ac t ivi t ies ; and 

the provi sion o f  resources such as equ ipment , communi ty-based 

fac i l i t ies and part-t ime personnel . The out come anticipat ed in the 

Feasib il ity St udy , of this two-way rela tionship b e tween the Co ll ege 

and the community wa s tha t  the Co l l ege could b egin immed ia tely to 



t ra in young adul ts and s choo l leavers for s el ec t ed occupa t ions . 

In this way i t s  future wo uld b e  assured . 
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While man-power t raining needs co ns t i tu t ed a maj or part o f  the 

task environment of the Co ll ege, pro ponen ts for a Cont inuing Educ at io n  

r o l e  implied that a much wid er range o f  educat ional needs sho uld b e  

p rovided for . As Hamil ton ( 19 7 3 )  put i t ,  

I f  the Co l l ege is t o  add a new d imens ion to adul t 

educa t ion in New Z ealand it should respond directly 

to local ini t ia t ive . . .  (and in so do ing ) 

o pen up in the b roades t pos sib l e  way cont inuing 

educa t iona l  oppo rtun it ies for young peo p l e  and 

adults • . .  and encourage all sect ions o f  th e 

community t o  take advant age o f  t h em (Hamil ton,  

1 9 7 3 ,  p . 63 ) . 

Consequent ly the Fea s ib il ity Study ident i f ied a va riety o f  

c ommunity-educa t ion needs . These need s were t o  b e  me t through 

cour s es and pro grammes in ( i )  the Art s  spec if ical ly ; varieties o f  

ins t rumental mus ic a c ro s s  a broad age range , the theatre , j ournal ism ,  

script  wr it ing , f ilm making , and drama , ( ii)  t h e  natural sc ienc es ,  

( ii i )  humani t ie s , ( iv)  ch ild-study and (v) the soc ial-sc ienc es 

( spec ifica lly marr iage and home management ) and recrea t ion . A va riety 

o f  t arget groups were also ident if ied as  b elonging wi th in the C o l l ege ' s  

task-environment .  Spec i f ic ment ion was made in the Feasib i l i t y  S tudy 

o f  such dist inct groups a s  ( i )  th e Mao r i ,  ( i i )  women, especia l l y  

women at  home o r  wishing to re-ent er t h e  wo rk forc e ,  ( iii) peo p l e  in 

the ru ral community , (iv) d isa ffec t ed s choo l-leavers , (v)  t eachers 

want ing in-servic e training , (vi) parent s  and (vii) mino rity and 

underpr ivil eged groups . 

S t a f f ing Es tab l ishment 

Once educatio nal needs were ident i f ied the specificat ion o f  the 

s ta f f  needed to ful fil them fo llowed . The s t a f fing formula used in 

the Feasib il ity S tudy wa s based on the a s sumpt ion that communi ty­

edu ca t ion and out -reach func t ions woul d  ac count for about a quarter 

of  the  total c o l l ege pro gramme . Trad e s  and vo cat ional educa t ion 

funct ions on campus were to compris e th e bulk of the programme . As 

regulations fo r the s taf f ing of Communi ty Co ll eges did no t then 

exis t , technic a l-inst itu t e  regula t ions were appl ied to determine tha t 



t he Col l ege be given 

a s t a f f ing ent it l ement at  the l evel of a Grad eO+ 

ins t itute . . .  (with the l ikel ihood tha t )  Grade 1 

s t atus would b e  achieved with in a f ew years (Hamilton,  

1 9 7 3 , p . 54 ) . 
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Accord ing to fo rrnul a , the Community Co l l ege was ent i t l ed t o  an ini t ial 

s t af f comp r is ing : a Principal , a Head of Department and e l even full -

t ime vo ca t ional educ a t io n  sta f f , ( co vering the carpent ry , automo t ive , 

f itting and turning and elec t rical t rades plus a secreta rial tutor) . 

In add i t io n  a numb er o f  part-t ime t utors , equiva lent to two ful l - t ime 

tutors wa s sugges t ed to cover courses in ac countancy , weld ing , plumb ing , 

j o inery , mo tor mechanics , f it t ing and turning , food-servi c ing and 

N . Z .  Cer t i f icate courses in electronic s and building . 

In add i t ion to fo rmula� an ent it l ement o f  four tuto r s  was j udged 

a suf ficient numb er to promo te and condu ct non-vocational educ a t ion 

p rogrammes . These pro grammes were t o  cover the humanit ies , sc ienc es , 

child-s tudy , so c ial s ervic es and Maori language and cul ture . The 

full-time tutors were to be suppl emented with pa rt-time tutors . The 

Feasibility Study sugges ted tha t the ful l - t ime and par t -t ime tutors 

should develop in a spirit o f  j o int endeavour , a va riety o f  programmes 

in mus ic , arts  and c raf t s ,  rec rea t ional t raining and provide services 

for exist ing cul tural and rec rea t ional g ro ups . 

No t o nl y  did the Feasib il ity S t udy spell out in detail wha t the 

s taf fing provis ions should b e ,  but also ther e was a rec ommendat ion to 

maximis e the Co l l ege ' s  initial impac t  o n  the community by " taking the 

b old course o f  making p ermanent a ppo intment s from the out s e t " .  The 

Study recommended tha t the first t hr.e e  permanent appo intment s  should 

include the Princ ipal (later to be r enamed Direc to r )  and the two Heads 

of Department . 

The Qua l i t ies requir ed in Personnel 

Accord ing to the Feasib i l i ty Study , the Pr inc ipal of the Community 

Co llege should have two main qual i t ies . He should ·be "a versa t il e  

p erson o f  b road cultural and human sympa thies " and "qual i f ied to 

contro l  a technical ins t itute . "  The three executive sta f f  in comb ina t ion 

should have qua l i t ies that wo uld enable them to "create a s ta f f c l ima t e  

o f  conf idenc e in one ' s  own usefulnes s  and respect for wha t  o thers are 

do ing in the community . " Sta f f  appo inted to the vo catio nal educa t ion 



doma in should "b e a l ive to the general educational and cul tural 

impl ic ations of their work . "  Equal l y ,  non-vocational educatio n  tutors 

should "be awa re o f  the vocat ional po s s ib i l i t ies open to them" b o t h  

with in the Co llege and t h e  Community . However , the Fea s ibil ity S t udy 

stopped sho rt of specifying detailed c r i t e r ia tha t might be us e f ul fo r 

r ecru itment and sel ec t ion . The spec i f i ca t ion o f  any such c r i t er ia 

was t o  b e  the r espons ib i l ity o f  the s ta t u to ry body elec ted to form and 

adminis t er the Co l l ege - the Council . 

The Council 
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The Study had reconnnended t hat "the l o gic o f  community invo lvement 

be ex t ended to overall contro l . "  This should be exercised by a locally 

cons t ituted board of governo rs - a counc il . The Counc il was r ecommended 

to include represent a t ives from al l s ec t o rs of the community : 

Industry and commerc e  should be s t ro ngly represented as 

b ef its their impo rtance in regional planning . O ther 

councillors would probab ly represen t  Napie r  and Ha s t ings 

c i t ies , Hawke ' s  Bay County ,  the Edu ca t ion Board , the 

High Schoo l s ' Boards , Mas s ey Univer s i t y ,  the Department 

of Educati o n ,  the Mao r i  community and bodies ac tive 

in the art s ,  humanit ies , s c iences , s o c ial wel fare and 

recrea tion ( Hamil to n ,  19 7 3 ,  p . 53 ) . 

The Council ' s  o verall respons ib il i t y  was to be the format ion o f  

the College and t h e  exerc ise o f  control over its d i rec t ion o f  develop­

ment . In the f ir s t  ins tanc e the Council was to oversee the cons t ruc t io n  

of b uild ings and fa c ili ties and recru i t  p ersonne l . In add i t io n ,  the 

Counc il was to a t t empt to develo p  the Col l ege in the d ir ec t ion o f  

meet ing the needs r epo rted i n  the Fea s ib i l ity Study . To assis t in 

this task the S tudy deta iled a set  o f  goal s . 

Goa l -At tainment 

The goa ls o f  the Communi ty Col l eg e  were out l ined in the Fea s ib il it y  

Study in nine goa l -sta t ements that spec i f ied what the Community Co l l ege 

should do ; namely the Community Co ll ege should provide : 

( i )  al terna t ive programmes for s enior s econdary schoo l  

student s ,  

( ii )  general educa tion fo r tho s e  who have compl eted the 

min imum s t atuto ry . per iod o f  secondary educatio n ,  



( i i i )  r emedia l and second chance education, 

( iv)  vocat ional education and training at  va rious l evel s ,  

(v ) ret raining and in-s ervi c e  programmes , 

(vi)  continuing educa t ion at a higher l evel fo r adul t s , 

(vii)  t rans fer courses a sso c iated with a university o r  

o ther ins t i tution o f  h igher l earning , 

(viii)  cul tural and recrea t ional s tudies o ften l inked wi th 

community a c t ivities , and , 

( ix )  guidanc e and couns ell ing servic es . 

(Fea s ib i l i ty S tudy ,  1 9 73 , p . l - 2 )  
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The inclus ion o f  vocat ional educational goals in this specif ica t ion 

of the Col l ege mis s io n  reflec t ed the int er es t s  of commerc e ,  industry 

and var ious government agenc ies and th e pro fes sions . However , the 

spec if ication also permi t t ed the meet ing of a much wid er range o f  

educa tion needs than,  fo r ins tanc e ,  memb ers o f  the va rious prime-mover 

groups init ially env isaged . 

O f  the nine goals l is t ed ,  numb er one - the provision o f  programmes 

for senior seconda ry schoo l s tud ents - is des erving of spec ial commen t 

b ecaus e i t s  inclus io n  had impl icat ions b o th fo r the scope o f  the 

Community Col l ege operations and the relat ionship be tween the Community 

Co l l ege and the lo cal secondary schools . 

Ea rl ier in this Chapter some a t t entio n  was given to the suggest ion ' 

(made b y  Hunt and Chapman, P9 l) tha t the New Z ea land-s tyl ed Community 

Co llege might , l ike i t s  No rth Amer ican counterpart , provide a suitab l e  

l earning environment for s ix th and seventh fo rm s tud ent s . The Feas ib il ity 

S tudy rej ec t ed this sugges t io n .  The reason given was that in the 

initial s t age of the Co llege ' s  d evelopment the six th and seventh formers 

and their t eachers would have b een l ikely to outnumb er a l l  o ther 

s tudent s and staf f .  This wou l d  r esul t ,  as Hamil ton ( 1 9 7 3 )  put i t ,  in 

"an overstrong academic emphas is to the detriment o f  the prac t ical 

vocatio nal courses . "  The Fea s ibil ity S tudy a ccordingly recommended 

t hat the proposal fo r a general t rans fer of s enio r s econdary school 

s tud ent s to the Co l l ege be dis regarded in the meant ime and b e  raised 

a gain only after the Co ll ege ' s  o ther cour s es were secur ely es tabl ished . 



This r ecommendat ion p l eas ed the local High S choo l  Boards and 

secondary school principals , mos t  of whom had resis t ed the t rans f er 

sug ges tion from the outset . Nei ther th e Boards nor the Principals 

want ed to lose their mos t highly valued stud ents ( Int erview,  member 

o f  the Jo int Bo ards ' Commi t t e e ,  Augus t ,  1 9 7 6 ) . 

With th e int ended goals o f  the Community Coll ege having b een 

spec i f ied the Feas ib il ity Study turned to the issue of devising 

a soc ial struc ture for the Community Col l ege . 

Int egration 
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In S truc ture-Functional t erms th e soc ia l  s truc ture o f  an o r ganisa t io n  

is rel evant t o  the r esolut io n  o f  the prob l em o f  int egra t ion.  I t  i s  f o r  

th is r ea son that t h e  Feasibil ity Study ' s  t r ea tment o f  the issue o f  

devis ing an organisa t ion s t ru c tur e i s  to b e  discussed under t h e  

head ing o f  Int egra t io n .  

The Organisational S t ruc tur e 

The organisa t ional s t ruc ture propo s ed for the Community Co l l ege 

in the Feasib il it y  S tudy was out l ined in the form o f  a d iagram : 

Propo s ed Organisational S truc ture o f  the 

Hawke ' s  Bay Community Co l l ege 

Pr incipal 

Ma inly voca t io na l  

C . S . 1  

H . O . D . 1 

C . S . 1  

Tuto rs 

C . S . 2  

( 1 1  full-time and pa rt-time ) 

H . O . D .  

c . s .  
Head o f  D epartment 

Cours e Supe rviso r 

Ma inly non-vocat ional 

H . O . D .  1 

C . S . 2  

Tutors 

(4 fu ll-t ime and part-time) 

(Hami l to n ,  19 7 3 , p . 58)  



In the words o f  the E . D . C .  r eport on Organisation and Admin­

is tration ,  t he given o r ganisat ional struc ture is a comb ina t ion o f  the 

o r ganisat ional blue-pr ints for a small technical institute and 

a cont inuing educat io n  unit ( Educat ional D evelopment Co nf erenc e -

Report o f  the Working Par ty on Organisa tion and Administra t io n ,  

Wel l ington , 1 9 7 4 ,  p . l0 6 ) . Within the Fea s ibil i ty Study there was , 

however ,  only a sma l l  numb er o f  r ecommendations made as to how this 

b ifurca ted , hie rarch ic s t ructure could be made to wo rk. The s e  

inc luded a b r ief comment that , "the ro l e  o f  t h e  non-voca t ional head 

o f  depa rtment is vita l  to the to tal co ncep t o f  the Co ll eg e . ' ' There 

was no explana t ion given as to why this ro l e  espec ial ly was impo r tant 

and why o thers were r egarded as l es s  vita l . There was however , 
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a r ecommendat ion tha t s ta f f  should wo rk to a c comp l ish "overlap b etween 

t h e  two spec i f i ed adminis t rative domains . "  To ach ieve this overlap they 

should a tt empt to wo rk in coopera t io n  with each o ther . The prac tical 

a spects o f  how to ach i eve the desired overlap and coopera t io n  were no t 
* 

d iscuss ed in the study . However the o f fic er for Cont inuing Educ at ion 

was ab l e  to provide some addit ional c lar if icat ion : 

If the Community Co l l ege was to d i f fer from o t her t er t iary 

educa t ion o rganisa t io ns i t  woul d  do so by ensuring tha t 

vo ca t io nal , non-vo cat iona l  and (a th ird c ategory) community 

service el ements b e  s een as int egrated ra ther than d is c re t e  

purpo s es • . .  The concept o f  Integra t ion in this s ense i s  

really qu ite b a s i c  - we don ' t  want the r e  to b e  any s p l i t  

whic h says this i s  vocationa l  and that no n-vo ca t ional . . •  

nor a spl it down the mid dle in the ins t i t u t io n  between its  

internal and ex ternal func t ions . This is a pretty impor tant 

struct ural conc ep t .  It should run through the organis a t ion 

( Int erv i ew ,  Apr i l ,  19 7 5 ) . 

For the Communi ty Co l l ege to b ecome " in t egra t ed" in the d es ir ed 

way depend ed in turn , as  the Directo r-General po inted out, o n  the 

ab i lity o f  the D irec to r and two Heads of Depa r tment to turn "pio us 

* 
He commented there was l i t t le oppo r tunity to d evise a "b rand new-

t ype" of o rganisat iona l  st ruc ture , espec ial l y  in v iew o f  the speed 
with wh ich planning had to proc eed if the coll ege was to b e  opened 
in 1975  ( int erview, o f f icer for Cont inuing Educat ion, Apr il , 1 9 7 5 ) . 



hopes into a reality" by : 

( i )  devis ing new fo rms o f  o rganisation, 

( ii )  impl ement ing new styles o f  a dminis t ra t ion,  

( iii)  develo ping among the s ta f f , positive a t t itudes 

towards and a s ense o f  id en t i f ica tion with the 

Community Co l l eg e ,  

( iv )  engend er ing into the Vocat ional Education tutors 

a s ens e o f  alleg iance to the overal l goal o f  

Cont inuing Educ a t ion 

( Interv iew , Directo r-General o f  Educ atio n ,  April , 19 7 5 ) . 

The Directo r-General ' s  comments had the character o f  a s et o f  

imperat ive s that went a s t ep further than th e sugges t ions o f  t h e  

Fea s ib il ity Study . There was , however ,  st ill a lack o f  expl ica t ed 

pr inc iples o r  procedures tha t might help a Council and a newly 

appo inted s ta f f  achieve the des ired o rganisat ional co ndit ions . 

La t ency 
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The Fea s ib il ity S tudy acknowl edged that fo rming a Communi ty 

Col l ege was a compl ex bus iness and reco gnised th e pros pec t of t ension 

and confl ic t .  

A heal thy Community Col lege organis a t ion ( i . e .  one 

charact eris ed by coo p era t ion,  mutua l respect  and 

r educ tion to manageab l e  l evels o f  conflict and t ens ion)  

will  b e  one wher e there are minimal dis t inctions b e tween 

roles and cons iderabl e  s taff mobi l i ty .  I f  the essent ial 

purpo s es o f  the Co ll ege are kept in mind no difficul ties 

are ant ic ipa t ed in ach i eving . thes e  cond i t ions (Hamilton,  1 9 7 3 ) . 

Beyond these inj unc t io ns to minimis e ro l e  dis tinct ions and keep 

the essent ial pur po se in mind , the Feasibil ity S tudy gave no fur ther 
-

suggest ions about the development and ma intenance o f  d es ired 

o rganisa t iona l  pat terns , cooperat ive rel a t ionships and the management 

o f  t ension and confl ic t . The focus o f  a t tention was mo re ex t ernal 

than it was internal . Spec i f ically th e Community Co l l ege should aim 

to invo lve the community itself deeply at every s tage o f  

pl ann ing , provision and use o f  the co llege fac ilit ies 



( to provide) clos e and cont inuing l ia ison b e tween the 

Co l l ege and exis t ing educat ional , cul tural and recreat iona l  

agenc ies i n  the distric t . Essent ial s  o f  a Community 

Col l ege o rgan isa t io n ,  then, are arrangements that p lace 

cons iderab l e  r espons ib il i ty fo r planning pro cedures and 

adminis t ra tion within the community i tself  ( Hamil t o n ,  19 7 3 ,  

p .  64 ) .  

On this no t e  o f  "communi ty" the Feasib il ity S tudy had gone ful l  

circl e .  Wi thin a month o f  i t s  pub l i ca tion , s t eps were taken to form 

the Community Co l lege Counc il ; no t however , wi thout a t ouch o f  irony . 

The Educat ion Ac t had no t b een amended to provide l egal s anc t ion for 

the provis ion o f  Community Co l l eges . Th is sanc t ion was no t given by 

Parl iament unti l  June 1 9 7 4 .  Co nsequently the Min ister of Educat ion 

ins t ruc t ed the Jo int High Schools  Boards ' Commi t t ee to fo rm no t 

a Community Co llege but an interim Technical Ins titute Co unc il . Th e 

la t t er was required , none thel ess to implement the r ecommendat ions o f  

the Fea s ib il ity S tudy , and , somewhat late i n  the day prepare f o r  th e 

Community Co llege to o p en for busines s by January o f  1 97 5 . Thus 

ended the s tage o f  preparat ion with the scene s e t  to b egin the 

forma tion o f  the f irs t New Zealand-s tyl ed Community Co l l ege . 

1 2 1  



CHAPTER 5 - THE COMMUNITY COLLEGE COUNCIL 

- ITS FORMAT ION , FUNCT ION AND IMPACT 

1 2 2  

This Chapter deal s with the forma t io n  o f  the Community Co l l ege 

Co unc il and the rol e  it p layed in th e crea t ion o f  the Community Co l l ege . 

In Struct ure-Func t ion t erms , the Counc il wa s an a c t ion-sys t em in its  

own right . However it d id no t b egin entirely d e  novo . Because some o f  

i t s  memb er s came from th e Po lyt echnic Promo t io ns Commi t t ee and the 

Jo int High Schools Boards ' Commit t ee , cont inuity wi th the past was to 

some extent preserved . For their part , o ther memb ers with no such direc t 

a s soc ia t io ns brought d i f f erent perspec t ives and int eres ts . The format ion 

o f  the Co unc il and i t s  s trateg ic ro l e  in the evo lution o f  the Col l ege 

a r e  to be d iscus s ed under three main head ings : -

( i )  I t s  forma tion and funct ions , 

( i i )  Members ' definitions o f  the s it ua tion , and 

(iii)  The selec t ion o f  the s taf f .  

Fo rmat ion o f  the Community Co l l ege Counc i l  

Fo llow ing the pub l ication o f  the Feas ib i l i ty Study , local people 

expres sed cons iderab l e  int eres t in the ques t io n  o f  which community 

o r ganisat io ns and int erest  gro ups might b e  r epresented o n  the Co unc il . 

One Counc il memb er comment ed sub sequently tha t "everybody in the 

community want ed their par t icular b ody or asso c ia t ion represented . "  

The det ermina t ion o f  the compos ition o f  the Counc il was ,  ac cording to 

t h e  Counc il ' s  Cha irman , a public issue . The Minister reso lved the 

i s sue . He d ec ided , in l ine with Feasib il i ty S t udy recommendat ions , 

t hat  the in terim Technical Ins t i t u t e  Council s hould have a membership 

o f  t en and r epres ent a to tal of s even communi ty-b as ed in terest groups , 

n amely the : 

High Schoo ls Board 

Soc iety o f  Ac countants 

Trades Counc il 

Federa ted Farme rs 

Empl oyers ' As so c ia t ion 

Local Bodies 

Ins t it u t ion o f  Eng ineers 

( 2  memb ers ) 

( 2  members ) 

( 2  members ) 
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A Council el ection no t ic e  was ga z e t t ed late in 1973  and was fo l lowed 

by elec t ions early in 1 9 7 4 .  The inaugural meet ing of the interim Hawke ' s  

Bay Technical Ins t i tu t e  Counc il took place on the 22nd April , 1 9 74 and 

an interim chairman and sec retary were dul y  elec t ed . 

To signify the impo rtanc e  o f  the o ccasion , the first mee t ing wa s 

at t ended by three s enio r  Educa tion Depa rtment o f f ic ers - the Director 

of Technical Educa tion,  the Offic er for Continuing Educa t io n  and 

Mr S .  Hamilton , author o f  the Fea s ib i l i ty S tudy . Each o f f ic er made 

a d istinc t iv e  contribut ion to the meet ing . 

The D irec tor o f  Technical Educa t io n  gave formal no t i f ic a t ion that 

t h e  Government had g iven i t s  consent to pro ceed with the Community 

Co l l ege and tha t  the r equired amendment s to the Education Act , then 
* 

b eing draf t ed ,  woul d b e  forthcoming l a t er in the year . The Counc il 

wo uld then be renamed the Hawke ' s  Bay Community Co llege Counc il and 

the Counc il would be given power t o  eo-opt three additional memb ers 

und er the head ing of Community and Cul t ural Affair s . Spe c i f ic 

authorisat ion was given to the Counc il by th e D irector to ( i ) advertise 

fo r and appo int the C o l l ege Principal , the Regis trar and a bas ic 

compl ement o f  t echnical -ins titut e s ta f f , and ( i i )  take res pons ib i l i ty 

f o r  overseeing work in progress on b uildings and fa cili t ie s . 

The Officer for Continuing Educa t ion and Mr S .  Hamil to n  e labora t ed 

on po ints conta ined in the Feas ibi l ity Study and outlined how it might 

be used by t he Counc il as a blue-pr int for d eveloping the Community 

Co l l ege . They ment ioned a numbe r  o f  spec ific needs that might form 

the bas is o f  the Co l l eg e ' s  Communit y  Educa t ion pro gramme namely ; 

educat ional needs o f  p eo pl e who had l e f t  s choo l  at  the age o f  f i f t een ,  

t h e  need f o r  trained vo luntary soc ia l  wo rkers and youth-r ecrea t io n  

l eaders , t h e  educat iona l  needs o f  women , t h e  need fo r tra ined people 

in the areas of child care and child study and associated with this , 

* 
Five months later , on the 27th Sep temb er 19 74 , a Minis t erial press 

r e l ease gave o f f icial pub l ic no t if icat ion o f  the Government ' s  in t ent ion 
to prov ide Commun ity Co l l eges in the r egions . This co incided with the 
submission to Pa rl iament o f  a 1 9 7 4  Educat ion Amendment B i l l  tha t 
provid ed the l egis la t ive foundat ion o f  the Hawke ' s  Bay Communi ty 
Co llege and o thers tha t would fo llow i t . ( See Appendix C wh ich 
includes a c o py o f  the Press Rel eas e  and the Educa tion Depa rtment ' s  
S t a tement o f  obj ec t ives o f  the Communi ty Co l l ege . )  



the need for a mod el child care c ent r e .  The po s s ib il ity o f  s e t t ing­

up pro grammes in the Arts and Music was also ment ioned . The need to 

work with , rather than replac e ,  th e adu l t  educa t ion funct io n  o f  

secondary scho o l s  was emphasised . The des irab il i ty o f  ado p t ing 

a r egional out-reach and an open-door po l icy was highl ight ed . I t  

was su ggested t ha t  the news-media , spec i f ically the radio , should b e  

used t o  help promo t e  t his pol icy throughou t  the regio n . 
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The departm ental o f f ic ers ' comment s  carried the imp l i ca t io n ,  

according to th e Counc il Chairman , tha t  Counc ill o rs should adap t their 

outloo ks so as t o  be abl e  to think in t e rms o f  educat iona l  purpo s es 

tha t were mo re g eneral and perhaps mo r e  far-reaching than the goals 

merely o f  a t ec hnical ins t i t u t e  ( Interv iew , Council Chairma n ,  May , 1 9 7 6 ) . 

As a b eginning s t ep in the adaptatio n  pro c ess the Educat ion Department 

was asked to supply each Counc il memb e r  wi th a persona l  copy o f  the 

Fea s ib ility S tudy . 

At the mee ting , two s ignificant decis io ns were taken . First  the 

Co unc il decided to accept an o ffer by the Dis t rict Ministry o f  Works 

and Development a rchitect (Mr B .A . O .  Marsha l l )  "to provide cont inuing 

l iaiso n ;  to wa i t  on any or every Co uncil meeting and to mee t  the 

Council on the s i t e  at  any time " for the purpo s e  o f  expedit ing s i t e  

and construc tion wo rk al ready in progress .  To this end h e  was asked 

by the Chairman to prov ide each Counc il memb er with drawings showing 

current and planned future developments . The second d ec is ion taken 

was to 

adver t ise the pos i t io n  of princ ipal in the Educat ion Ga z et t es 

o f  May 1 5  and June 1 ,  1 9 7 4  with appl i catio ns c lo s ing at th e 

end o f  June 19 74 and the succ ess f ul appl icant to commenc e 

dut ies by O ctober 1 s t .  (Minutes o f  the inaugural mee t ing o f  

the Hawke ' s  Bay Technical Ins t i t u t e  Council , Apr i l  22nd , 

1 9 74 ) . 

Thus the Community Co l l eg e  Co unc il b e gan to func t ion in i ts own 

right as  a l egal ly co ns t i t u t ed ,  autonomous body - an a c t io n  sys tem . 

During the n ine months fo l lowing i t s  forma tion , the Co unc i l  

implement ed t h e  decisions taken at the inaugural meeting . The wo rk 

carr ied out by t he Counc il was , in S t ruc ture-Func t ion terms , charac t er­

ist ica l ly adapt ive in nature . A Build ings and Fac ilit ies sub ­

commit t ee was formed and deal t with t h e  va rious agenc i es invo l ved in 



site  development and co ns truc t ion wo rk . The consequent nego tia t ions 

and overs igh t  o f  this work domina ted Counc il bus iness . As the 

Council ' s  Chairman comment ed , 

We were charged with the r espo ns ib il ity o f  making sure the 

build ings were f inished , even though we had no thing to do with 

their d esign , o r  s t ructure o r  even the commencement o f  them .  

We had no sta f f  and we had a b uild ing o n  i t s  way up . 

Consequent ly we b a s ically deal t with get t ing the building s 

comp l e t ed so tha t we could commenc e as an ins t itute at  the 

b eginning of 19 7 5 . We couldn ' t  be a t echnical ins t i tu te o r  

a Community Co l l eg e  witho ut a build ing ( Int erview, May , 1 9 7 6 ) . 

In add i tion,  the Counc il took s eriously the sugges t ion mad e b y  
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t h e  O f f i c er for Cont inuing Educatio n  that i t  conduct a pub l ic-rela t io ns 

pro gramme . This programme initia l l y  cons is t ed o f  occas ional media 

statement s tha t repo r t ed on progr ess (or lack of i t )  wi th build ings 

and site  d ev elopment . Very l it t l e  was r epor t ed on th e nature and 

ro l e  o f  the Community Co llege . This la t t er aspec t was , in the ma in , 

left  for the Princ ipal t o  deal wit h .  

During the f irs t hal f  o f  1 9 74 Co uncillors read the Feasib il ity 

S tudy . I t  provided l i t t l e  help t o  them in t h e  making o f  dec is ions to 

do with the s ite and b u ildings . This lack o f  help is no t surpr is ing 

s ince the S t udy gave scant a t t ention to the buil dings and fac i l ities 

aspec t of  the forma t io n  of  the Community Co l l ege . Even the departmenta l 

o ff icers c entrally conc erned with the development o f  po l icy on 

Community Co lleges fo und 

it ext r emely d i f f icult  to det ermine j u s t  what 

build ings and fac il ities might b e  necessary in 

the long run (O f f icer for Con.t inuing Educ a t ion , 

in Correspondenc e with the r es earcher , January , 1 9 7 7 ) . 

Despi te this shortcoming Councillors repo r t ed , in int erviews , tha t  

the Feas ibil ity S tudy he lped them unders tand t h e  differ enc e b etween 

a technic al ins t i tute and a Community Co l l ege , and the wid e range o f  

goa ls tha t  might b e  pursued b y  the la t t er . 



* 
As 1 9 74 pro gressed , the Governmen t urged the Coun c il to appo int 

s taf f wel l  in advance of the Col lege ' s  scheduled January 1 9 7 5  o p ening 

dat e .  A s econd commit tee on s t a f f ing was set up to deal with the 

recruitment and selec t ion of an init ial Communit y  Co llege s ta f f . From 

July 1 9 7 4  the busines s o f  the rec rui tment and selec tion o f  s ta f f  took 

over from o ther Adapt ive func t ions and dominat ed Counci l  meet ings . 

With t he Feasib il it y  Study having been read , Counc illors b egan 

to develop their own d e f initions o f  the situa t io n .  That is to say , 
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t hey develo ped a t t itud es of their own about the Community Col l ege and 

the goal s tha t might b e  implemen t ed by i t .  Thes e Jefini t ions 

influenced the pro c ess of staff rec ru itment and s elec t io n . Accordingly 

the nex t  sec t ion o f  the Chapter is devo t ed to rec onst ruct ing and 

analys ing the a t t i tudes , goals and conc epts to wh ich Counc illors claimed 

subscript ion . 

Counc il Memb er s ' Definit io ns of the S i tuat ion 

To provide an info rma tive preface to the commentary and analysis 

t hat fo l lows , a brief r esume of three b iographical qual it ies o f  the 

Counc il lors - o ccupa t io n ,  educa t io na l  qual i fica t ions and invo lvemen t 

with Community organisa t ions wil l b e  given . 

Biographical Charac teris t ics 

The occ upat ions o f  the Counc il memb ers were account ant , t rade union 

secret ary , high school principal , fa rmer , t eacher , servic e s t a t io n  

owner , deput y-mayo r ,  civil-engineer , archi t ec t , company directors , 

ca tho l ic pr iest and education board c lerk . The ir academic and pro fessio na l  

qual ificat ions inc luded a Doc to rate i n  Philoso phy and Theo l o gy ,  

pro fessional degrees in Ar chit ec ture � Engineer ing , Accoun tancy and 

Edu cation , b achelo rs and ma st ers degrees in the humanities and soc ia l 

sciences and a variety o f  qualifications in the trades ranging from 

basic to , advanced-trades c ert if ica t es and New Z ealand Cer t i fica t e . 

* 
Co r robora t ion is co ntained in a let t e r , dated June 19th , 19 74  f rom the 

Sec retary o f  the Hawke ' s  Bay Technical Ins t i tute Co unc il to Mr J . R . A .  
Har r iso n,  M . P .  fo r Hawke ' s  Bay , comment ing o n  the Minis ter ' s  (Mr P .  Amo s )  
s t a t ement tha t  the "Community Co ll ege mu st b e  o p ened next year . "  On 
June 25th,  1 9 7 4 , the Mini s t e r ,  wh il e a t t end ing a Co unc il mee t ing,  
conf irmed tha t  the Co l l ege would b e  o pen in 1 9 7 5  ( f rom Hawke ' s  Bay 
Technical Ins t i tute Council minutes ) . 



Involvement in Community Asso c ia t ions ranged f rom membership in the 

local L ions and Ro tary c lubs through to regiona l  and Na t ional Boards 

and commi t t ees . 

Definitions o f  the Situa t ion 

No t surprisingly , p erspec t ives on educa t io n  were diverse . 
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Councillors varied cons iderably in their concept ions o f  the Community 

Col l ege and its l ikely ro l e  in the Hawke ' s  Bay .  Some Counc illors wer e 

b e t t er abl e  ( and in some cases perhaps mo re will ing ) to art iculate their 

po ints of view .  Among tho s e  who expres s ed a wel l  d eveloped v iewpo int 

were the two High Schools  Boards ' representa t ives , bo th with a long 

his tory of assoc ia t ion with technical-educa t ion and the preparat ion o f  

s econdary s c hool studen t s  fo r occupa t ions in commerce and indus try . 

Once assured , however, tha t commercial and t rade training needs were 

to be catered fo r by the Community Col l ege they became committed to 

achieving a wider set o f  goa ls than the goals impl ied by the t echnical­

educat ion perspec t ive that hitherto had been dominan t in their thinking . 

Thus the Has t ings High Schools Boa rd representa t ive was ab l e  to commen t 

t ha t  while 

the t echnical-ins t it u t e  would have taken over and given 

a secure foo t ing to the (hi therto ) high school-based 

vocatio nal classes , the idea of a Community Co l l ege 

changed all this . . . .  We ho pe that through the develo pment 

o f  the Community Co l l ege that , tha t  trend wil l  cont inue 

and tha t the Co llege wi l l  take over the vo cat ional 

classes . However , i t s  role is go ing to b e  much wider 

than this . The real purpos e of th e Communi ty Co llege 

is with Community-Educat ion - of getting out into 

the community ( Int erv iew ,  May , 1 9 7 6 ) . 

In the p er iod prio r to the advent o f  the idea o f  a Community 

Co l l ege , preoc cupation with planning for a t echnica l - inst itute had 

c rea ted a kind of tunnel-visio n .  But pl anning fo r a Community College 

t r iggered the imaginatio n  of even the hardened t echnica l-ins t i tute 

campa igners o n  Counc il and allowed l atent amb i t io ns to surfac e . 

For in stance ,  one of the ex-Jo int Boa rd s ' Commi t t ee members , now on 

the Counc il , commented tha t : 



I had f ive and a hal f months overseas , two o f  t hem were 

s p ent in the United S ta t es , two months in the U . K . and the 

rest o f  the t ime I was abl e to look a t  some educa t ion in 

Aus t ra l ia • . •  no t because I tho ught o f  a Community Co l l ege 

in New Zealand , but b ecause I was bas ically int eres t ed 

in Community Education - probably s t emming from the 

tert iary c las ses that were here ( in the Hawke ' s  Bay ) . 

I do n ' t know,  I never rea l l y  stopped t o  think about it . 

But I did spend quite a l o t  o f  t ime in such ins t itutions 

and saw something o f  wha t  happened in Community Education . 
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I n  further elab o ra t ing t h is concept o f  Communi ty Education,  it was 

no t ed , b y  the Has t ings High Scho o l  Board ' s  represent a t iv e ,  that the 

typical adul t educat ion patt ern is fo r p eo p l e  to a t t end classes in 

a scho o l  sett ing ; fo r exampl e  night c lasses at s econdary high s chools  

or ext ens ion classes at  a univer s i ty . In  contras t the Community Co llege 

should "take educ a t io n  to the community . "  This no t ion of taking 

educat ion to th e community "was pretty bas ic " and carried the 

impl ica t ion tha t the Co llege s ta f f  would wo rk out in the communi t y .  

"They s hould move around and ident ify ne eds and o rganise on a sound 

community basis . Tha t ' s  the kind o f  educat ion that ' s  wanted . "  

( Int erview ,  May , 1 9 7 6 ) . 

Whereas the two Councillors c i t ed above had al ready b egun to 

fo rmulate for thems e lves a personal concept o f  Community Col l eg e , 

o thers took some t ime to dec ide wha t this new kind o f  organisa t ion 

ought t o  b e  l ike . This kind o f  reflec t ion ab out purposes was an un­

famil ia r pro c es s . For mos t  Co unc illors the purpos es o f  educat io n  had 

rema ined implic it ,  o r  were taken as given . In his a t t emp t to arrive 

a t  his expl ic i t  formula tion of concept and purpo s e , a  Counc illor 

r epres ent ing Cul tural and Community Int er e s t s  (one o f  three eo -op t ed 

some months a f t er the Council was elec t ed )  no ted tha t the f irst aspect 

to b e  co ped with was the fact t ha t  "the Community Co llege is no t 

a wel l  recognised category o f  ins t itut e . " His probl em ,  along with 

o the rs was "to decid e  j us t  what the Community Counc il is go ing to do 

and how it might d i f fer from a t echnical ins ti tu t e . " He empha s ised 

two ma in fea tures that might be inco rpo rat e d  into the o rganisa t io n  o f  

the Co ll ege : 



( i )  the Community Co l l ege should take s eriously i t s  

rela tionship with the community - g eographica l l y ,  

i n  t erms o f  economic development and t o  meet 

a d iversity o f  needs , and , 

( ii)  a t  l ea s t  no t io nall y ,  a t tach equal impo rtance to the 

voc ationa l  and non-voc a t io nal educ a t io n  aspec t s  

o f  the Co l lege mission ( Interv iew , May , 1 9 7 6 ) . 
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The Nap ier High Schools Boar d ' s  repres entat ive , an arch i t e c t  by 

pro fes s ion , went a s t ep further . He claimed that the Community Co l l ege 

s hould a im to 

upgrade the general l evel of educat ion for illumina t ion 

o f  people in the Hawke ' s  Bay .  It could induc t peopl e to 

d if feren t  ways of l ife than wha t they were used to ; to 

go somewhere els e ,  to make some sor t  of contact that 

would enl igh ten them to the fact  tha t  there is some thing 

else in l if e  o ther than wha t  they are do ing . And if this 

could b e  inj ec ted a l l  th e way through we ' d  g et a c ro s s ­

f low o f  knowl edge , non-spec i f ic though i t  might be and 

this is what I f e l t  the Community Co l l ege was go ing to 

have to be about . I didn ' t  s ee i t  as a d eg ree making 

fac il i ty .  I d idn ' t  see it as c er t i ficat ion author ity . 

I saw i t  as a place where a l o t  o f  things could happen 

for a lot o f  l it t l e  interes t s  and out of which some thing 

good was go ing to grow • . . • . •  An apprentic e has to go to 

tha t ins t i tute . My feel ings wer e ,  all righ t  you ' ve 

already d irec t ed th e poo r  fel low there against his wil l . 

Now , show some a c t iv ity go ing o n  the re whic h he might 

l ike as wel l . Make it pleasant so i t ' s  no t j us t  ano ther 

fac to ry whe re you l ea rn  your t rad e ,  but i t ' s  a plac e  

wh ere you can s e e  tha t  there a re o ther things happening 

( Interview,  May ,  1 9 7 6 ) . 

There are thr ee no t eworthy aspects to this Council lo r ' s  d e f init io n  

o f  th e s i t ua t ion . Fir st his concept  o f  the Co ll ege was bo th a l ib eral 

and a broad-mind ed one . This is reflec t ed in the range and type o f  

ed uca t iona l  activit ies he envisaged for the Co ll ege . Ed ucat io nally 

s p eaking , he saw the change from Technic al -Ins t i tute to Community 

Co llege to be advantageous . Second , he saw the Community Co l l ege 
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a s  a place o f  l earning to which s tudents might come . This counter­

balanc ed the out -reach concept ion expressed by o the rs and in the 

Fea s ib il ity S t udy . Third , h is impl ic it  commitment to the idea of the 

Community Co l l ege a s  serving needs - in this cas e the need to upgrade 

the g eneral educ a t ion fo r illumina t ion of people in the Hawke ' s  Bay 

was c ons is t ent , in general terms with the view of o thers . 

The Fea s ib il ity Study i t s el f ,  in order to both s t imula t e  new 

educa tional idea s  and reinfo rc e exis t ing ones , had expressed the 

Col l ege ' s  Cont inuing education Mis s io n  in t erms of serv ing the c ommunity 

by r espo nd ing to a d iverse range o f  community-bas ed needs . Neither in 

the Feasib il ity S t ud y ,  no r in Council memb ers ' views was the ro l e  o f  

Co l l eg e  staff seen as generating needs o r  pres crib ing what s t ud ents 

ought to s t udy . While the no tion of meet ing needs was t aken as a g iven 

by mos t  Counc il l or s ,  the Federated Farmers ' representa tive on Counc il 

both forcefully a nd clearly articulated the view tha t the Community 

Col lege should predominantly respond to rather than b e  a presc rib er of 

educa tional needs . Even in r ela tion to the vocational-educat ion 

doma in ; 

It isn ' t  the func tion o f  the Communi ty Co ll eg e  to det ermine 

needs - that is the funct io n  o f  the indus t ry .  The indus t ry 

training board - prof ess ional training counc il - should b e  

represent ing the indus t ry ,  speaking fo r the indus try . It ' s  

the Community Co l lege ' s  func tion to see how i t  can b es t  respond 

to tho se needs ( Int erview , May , 1 9 76 ) . 

Th e carrying o ut of th is respo ns ive ro l e  by Community C o l l ege 

staff was s een to carry with it  the imp l icat ion tha t s t a f f  become 

ac tively invo lved in the communi ty . As a result they could "b ecome 

attuned to want s and needs " and assist  in the initiation rather than 

the p r esc ript ion of courses and ac tivities . 

This view o f  the Co llege as an ini t ia t ing and res pons ive educat­

ional agency was the dominant view amongs t Counc il l o rs . As one 

Counc illor pu t it : 

the Community Co llege is a technica l  ins titute with the l id 

o f f .  (As suc h )  it should meet th e needs and the wa nts , 

wh ich is not qu ite the same thing as the demands o f  the 

community - wh ich was in to uch wi th the communi ty to 



ident ify tho se need s and wh ich was infini t ely flex ib l e  b u t  

which mu st no t b e  dominant .  This was important in community 

educa tion in part icular . Nucl ear t echno logy is in the 

news , somebody could s ta r t  that . I t  could go l ike a bomb . 

I t  coul d go for two y ears and then go phut . Now we ' ve 

go t to respond to that b ecaus e whe ther i t ' s  impo rtant 

tha t  Joe Doakes l earns some thing about nuclear t echnology 

o r  no t ,  I t h ink i t ' s  damned impor tant that if Jo e Doakes 

wants to know someth ing he can have some mental pabul um 

o n  which to exerc i s e  his brain.  The main thing about 

the Community Co l l e ge is that - and again I come back 

to this wo rd "flexibl e "  - it has to b e  reac tive , it has 

to respond to wha tever the communi ty wants but r ecognise 

that what the community wants is a changing thing . What 

I ' m really saying is tha t I don ' t  want you o r  I o r  some 

o ther genius to sit  up on top and say a Community College 

shall b e  this , come forwa rd in o rd ered l ines and accep t  

your do ses . You ' ve r eally go t to d o  i t  properly o r  l eave 

it alone . You can put across if you do it properly , the 

idea o f  t rying to und ers tand rathe r than making j ud gement s ;  

o f  t rying t o  see ano ther po int o f  view . There is certa inly 

a lot to b e  do ne in th is area but i t ' s  a s erious a c t ivity 

and should be an ongo ing one ( Interview ,  May , 1 9 7 6 ) . 
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The ideas contained in this int erview extract were cons i s t ent with 

the p erspect ive o f  the Feas ib i l ity S tudy . However , as  a personal 

account the ext ra c t  provides d irect evidence o f  the kind o f  thinking 

tha t  lay b ehind Counc il decisions . Spec ifically the id eas o f  

"fl ex ib le respons e " ,  "service to the communi ty" ,  "searching ou t ,  

unders tanding and meet ing educ a t ional needs " f eat ured as guid ing 

concep t ions . Whi l e  these concep t ions were b o th s erious ly ent ertained 

and sub sc rib ed to by Counc il lo rs , the r e  rema ined a sol id co r e  o f  

Councillors who kept a watching brief over the spec ific ne ed for 

Voc a t ional-Educat ion . They were concerned that Voca tional- Educa tion 

rema ined the pr imary goal of the Community Co l l ege . Th is concern is 

ref l ec t ed in a c omment made by the Empl oye rs ' As socia t ion representat ive 

that 

the trades are go ing to h ave to be v ery careful ly wa tched • . •  

They 've go t t o  b e  our f irst prio rity ; to make sure there is 



t raining availab le readily . • .  further d evelopment in 

t echn ical t raining , techn ic ians ' courses , . • •  sma l l  

business management , foremen ' s  co urses , that type o f  

thing . • •  and I think gradual ly,  a s  a Council we ' re 

go ing to have t o  b e  involved in pol icy making which 

wi l l  direc t the Coll ege in which fields i t ' s  go ing 

to spend i ts t ime ( Int erview, May , 1 9 7 6 ) . 

Even though there wa s a so l id core o f  Counc illors who saw their 

rol e  as that o f  est ab l ishing and maintaining Vocational-Educat io n ,  

there was al so a sma l l , but art iculate group who wanted to s e e  

a commitment o f  resourc es to soc ial-wel fare o riented cour ses and 

programmes .  Thus o ne Co unc illor represen t ing community and cul t ur al 

a f fairs saw the Community Co l l ege as 

a government o r ganisa t io n  that is capabl e  of innovat ing ; 

espec ial ly amongst thos e in the community who l ook fo r 

and are in need o f  al t ernative forms o f  education - forms 

t ha t  have never b e en eviden t in New Z ealand ( Interview, 

Feb ruary , 1 9 7 6 ) . 
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In o rder to carry out t his innova t ive ro l e  he b el ieved , along w i th 

o ther s , tha t  the Community College should employ staff who were ab l e  

and wil l ing to 

go out into the communi ty where no o ther o rganisat io ns are -

apart from say , the Po l ic e ,  Welfare and Jus tice  departmen t s  -

and wo rk in the f iel d with people a t  r isk . I t  wa s mainly 

from a community educat ion po int o f  view that this idea was 

fed into the Communi ty Col lege Feasib il ity S tudy , tha t  along 

with a l l  tho s e ,  shall we say , services for people with plenty , 

the n eeds o f  tho s e  who had no communica t ions with an educa t­

ional o rganisa t ion should be reco gnis ed • • .  Fo r a Community 

Co l l ege to be succ essful in t his wo rk i t ' s  go t to t eam up 

with l ocal groups ( Int erview ,  Feb ruary , 1 9 7 6 ) . 

Each o f  the Counc illors was an advocate and repres entative o f  

a spec i f ic communi t y  interest group . Howeve r ,  the Counc il wa s 

vir tual ly unanimous tha t ( i ) the Communi ty Co l l ege was b est served 

by the Counc il a t t empt ing to impl ement a d iversity of goal s ,  and , 
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( ii) a t  l ea s t  i n  princip l e ,  providing an equitab le dis t rib u t ion o f  

resources t o  b o th voca t io nal and non-vocat ional educat ion goals . 

Wi th this two-pronged po l icy in place the Community Col lege coul d 

" look fo rward to a balanced develo pment . "  This balanced d evelopment 

po sition s t oo d  in contra s t  to the view expressed by the Educa t ion 
* 

Department ' s  Technical Director who commented on va rious o c casions 

that vocat ional -educa t ion courses were to ac count fo r up to 90% o f  

t h e  Col lege ' s  teach ing , with Communi ty-Education at no t ime account ing 

fo r mor e  than about 25% . 

This ho rrified a l l  o f  us , even the vocational 

educ a t io n  peo p l e  o n  Counc il , i f  you could call  

them t ha t  ( Int erv i ew ,  Counc il lo r , May , 1 9 76 ) . 

The Technical-Educ a t ion Direc to r ' s  comment s  resul ted ( perhaps 

unwitt ingly) in an 

inc rea sed determinat ion (by the Counc i l )  tha t  

development occur o n  a 50-50 basis . 

The Co'.lllc il , having thus reso l ved to its own satisfa c t ion the 

ques tion of balanc e ,  but also consc ious of d iverse points o f  view ,  

expec tatio ns and goal s  represen t ed among them , made preparat ions in 

August 1 9 7 4  t o  select the init ia l  s taff fo r the Co l l ege . Councillors 

were aware ,  as  o ne Counc illor put i t , that th ey 

* 

were s t art ing o f f  a new venture as b eginners . 

�-le had no t rad i t ions to guide us ( Interview , 

May , 19 7 6 ) . 

They recognis ed , however , tha t the c r ea t io n  o f  a new-t ype o f  

The f ir s t  was a t  a mee t ing o f  t h e  Jo int High S choo ls Board ' s  Commi t tee 
on 15 Feb rua ry 19 7 3 ,  the second at the inaugural meet ing of the 
Int erim Technical Ins t i tute Counc il on 2 2  Apr il 19 7 4 ,  and rei tera t ed 
to the Counc il a t  meet ings convened to selec t  s taff and o n  numerous 
o ther o ccas ions both per sonally t o  Counc il and College s ta f f  memb ers 

. �nd in correspondenc e .  Such comments were indicat ive of " the l ive 
wo rry" in the Depa rtment (referred to by the Direc to r-General in 
an Apr il , 1 9 7 5 ,  int e rview) about the diminut ion o f  technic al­
educa tion , and moves underway in the Department to develop a Cont inuing 
Educat ion Directorate t hat woul d e ither subsume or at l eas t comp e t e  
with Technical-Educa t io n  f o r  cont ro l over resources and j urisdic t ions . 
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o rganis a t ion invo lved much mo re than appo int ing executive s ta f f  s imply 

to carry o u t  rout ine a dminis t rat ive work and a pro fessio na l  teaching 

staff s imply to organise and run courses . Even though the Fea s ib il ity 

S tudy negl ec ted to make this requ irement exp l ic i t , Counc i l  members 

understood , a s  did the D ir ec to r-General of Educat ion that , 

You have go t to implant staf f f irst so that ( the 

Community Col l ege ) will get the chance t o  go in the 

direc tion in wh ich you want it to go . ( Th e  appo intment 

o f  sta f f )  provides a good il lus t ration o f  wha t 

I regard as one o f  the (primary) tasks o f  administra t io n  

in t rans forming f ic t ions into f ac t  ( Int erview ,  April , 

1 9 7 5 ) . 

The S el ec t ion o f  the Initial Staff 

The Council never fo rmally ar t iculat ed a po l icy on s ta f f  recruit­

ment and selec tion.  Even at the end o f  the present study ,  some 

e ight een months af t er the Co l l ege o p ened , an expl ic it and codif ied 

pol icy d id no t exis t . Dec isions o n  t he rec ru i tment and s elec t ion o f  

s t af f were initially b a s ed o n  tac i t  unders tandings b etween memb ers o f  

t h e  Counc il . Later , these unders tandings were ext ended t o  inc l ud e  the 

D irec tor and o ther execut ive personnel . The data on s taf f recruitment 

and selec t ion were co l l ec t ed f rom ob s erved and repo rted conversa t ions , 

info rmal and forma l  meet ings , organisational correspondenc e and 

documents and int erv i ew d i scuss ions . Despite  the absenc e o f  forma l 

and cod i f ied po licy s t at ement s ,  the r e  was an abundance o f  mat erial f rom 

which to c onstruct a r easonably ac curate fac s imile of guiding concep t io ns 

and relevan t  considera t io ns in the p ersonnel d ec is ions taken a t  this 

College and the out l ines of a pol icy that can b e  inferred from them . 

The S el ec t ion o f  the Chief Execut ive 

Wi thout exc ep t io n ,'  the memb ers o f  the Community Co l l ege Council 

regarded the selec t io n  o f  the Chief Execut ive Of f icer as  the s ingl e  

mos t  impo r t ant dec i s io n  they were required to make . They were aware 

tha t ,  in e f fect , they were sel ec t ing a part ner to work with them to s et 

goal s , c rea te pol ic y  and see b o th goals and pol icy impl emen t ed . Whi l e  

a l l  Counc il lors were conc erned to selec t  " the r igh t person fo r the 

j ob " ,  the r e  were some d i f ferences o f  opinion as to the qua l i t ies such 



a person o ught to po sses s . Among the Counc il memb ers , two dominant 

a t t i tudes came to l igh t .  One group of Councillors wanted the 
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Community Col l ege to b reak new educ atio nal gro und . They hoped to 

a tt rac t a respo ns ive and innova t ive person to the po sit ion of Princ ipa l . 

The o ther group of Counc illors wanted a person who s e  achievements and 

reputa tion might give t o  the Community Coll ege a d egree o f  academic 

r espectab il ity tha t  could set  it apart from t echnica l  ins ti tut es . 

They want ed to create an o rganisat io n  t hat woul d  u l t imate ly resembl e  

a university in pres t ige and s ta tus , though no t o n  the same scale o r  

nec essarily in the same s tyle o f  operat io n .  Af t er all , 

Hawke ' s  Bay had always regarded i tself as b e ing ent i t l ed 

to a University and the Community Co l l ege was the b es t  

we could get . So w e  thought, well , we ' l l make it into 

a Univers i ty of some so rt ( Int erview,  Counc i l  Chairman , 

May , 1 9 7 6 ) . 

During the months o f  July and August 1 9 7 4  the Council rec eived 

in respons e to advert is ements tha t had been placed in the Educ a t ion 

Gaz e t te and in lo cal and metropo l it an newspapers , appl icat ions for 

the po s it ion o f  Princ ipal of the Community Co llege . The appl i ca t ions 

r ec eived came from l ec turers and admin istrators in New Zealand 

t eachers ' c o l l eges , t echnical ins t itutes , and univers i t ies , f rom 

s econdary s choo l  teachers and adminis t rators and from adminis t ra tors 

in univers i t ie s  oversea s . These appl i cat ions were cons id ered by the 

staffing commit t ee .  A sho r t  l is t  was drawn up and submit t ed to the 

full Council for approval preparato ry to the conduc ting of int erviews 

in mid August , 19 74 . 

As the staffing sub -commit t ee o f  Counc il saw i t ,  the Princ ipal o f  

t h e  Community Co llege should have ·pro f ess iona l  knowledge , ins igh t  and 

experience o f  educational organisa t ions , thei r  func tio ns and operat ion . 

However , j us t  wha t knowledg e ,  insight and experienc e  was mo st 

appro pria t e  to direc t the a f fa irs of a Communi ty College was by no 

means c l ea r .  One Counc il memb er observed that prior t o  the int erviewing 

o f  cand idates 

all we seemed to know was that there was a j ob to b e  

filled and a Community Col lege t o  be developed , and i t  

was go ing t o  r equire a person with a fair amount o f  

talent to do it ( Int erview ,  Council Memb er , May , 1 9 7 6 ) . 
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The Counc il sought guidance from the Education Depar tment . This 

wa s provided by the Director of Technical-Educ ation who s a t  in o n  

int erviews and pa r t ic ipated in pr e-and pos t - interview discus s ions . 

His advic e was , ho\vever , predominantly in the d irection o f  favouring 

a Principal who s e  prio r experienc e was with the management o f  

t echnical ins t i tutes , thus refl ec t ing his conc ern tha t the Community 

Col l ege should b e  concerned prima rily with vo cational-educa t io n .  

O n  h i s  view choosing a Communi ty Co ll ege Princ ipal was ,  i n  the main, 

a rout ine pro cess of applying e s t ab lished crit eria . Counc il lo r s , bo th 

ind ividual ly and as a who l e ,  s t eadfas tl y  r es is t ed any t endency to 

rega rd the task o f  appo int ing their Communi ty Coll ege Principal as  

rout ine .  The general a ttut ide i s  summed up in one Counc il lor ' s  

comment that an acceptabl e  appl icant wo uld b e  

Someone a l i t t l e  out o f  the mould o f  the t echnical 

ins t itute princ ipa l . Cons equently ( th e  Council)  was 

no t necessarily go ing to pick the man tha t the 

Departmental Adviso r (might )  have picked - a proven 

administrato r ,  a (person) who had come up through 

the ranks o f  the Depar tment ,  who knew the ropes and 

so forth . Such a person would have b een very 

acc ep t ab l e , but in fac t  we wanted someone j us t  a l i t t l e  

b i t  out  o f  tha t l ine , and y e t  no t someone who wa s go ing 

to b e  all charisma and no administra t ive ab il ity . 

We had to have tha t (adminis t ra t ive ab i l ity) clearly , 

s ince we couldn ' t , apar t f rom the Co uncil Secretary , 

provide him with anyth ing a t  tha t s tage in the way 

o f  adminis tra t ion ( Int erview ,  Counc il Memb er , May , 1 9 7 6 ) . 

The Co unc il f ina l ly made a d e.c is io n  to appo int to  the po s i t io n  o f  

Community Co l l ege Pr inc ipal , a fo rty-three year old New Z ealander . 

He was a So c ia l  Ant hropo logis t ,  and po sses s ed a doc to ra t e  from the 

London S choo l o f  Economic s .  He was widely travel l ed with wo rk experienc e 

in o ccupa t ions ranging from freez ing wo rke r to univers it y  lec turer . 

At the t ime o f  s el ec t ion he oc cupi ed a po s i t io n  as Pro f essor and 

Facul ty Dean in an overseas university . 

In v ir tue o f  his exper ience and var ious ab ilities, Counc illo rs saw 

in their f irst Direc to r a person who was capable o f  acquir ing the kind 

of in-depth and int ima t e unders tand ing o f  the in fra-s t ru cture o f  the 



Hawke ' s  Bay communi t y  that would enabl e  the Community Co l l eg e  

to make b o th an immed ia t e  and , i t  was hop ed , an endur ing impact . To 

make such an impac t  he would have to both a t t end to the int ernal 

r equirements o f  o rganisatio n-b u ild ing and assess and cope with 

1 3 7  

an ideolog ical ly d iv erse ,  community b ased and perhaps a comp e t ing array 

o f  cla ims for ac t i o n  that could be made to the Co l l ege . With the 

Princ ipal having b een appo in ted , the Counc i l  then set  abo u t  appo int ing 

o ther executive p ersonnel . 

Vo cat ional S tudies - Choos ing a Depa r tmen t  Head 

The s elect ion o f  a second Head of Depa rtment fo r Community Educa t ion 

and a Registrar was shelved at  this t ime as b eing b eyond the compet ence 

o f  the Council alone to dec id e . The appo intment o f  the Vocatio nal­

Educ a t ion Head was however , ano ther ma t t e r . 

Mos t  Counc il members reco gnis ed that , in fo rming a new- type o f  

organi s at ion,  the chief-exec u t iv e  appo intment i s  no t the only probl em­

a t ic o ne . All s enio r pos itions accordingly were given serious 

cons id era t io n .  Tho u gh ,  from Counc illo rs ret rospect ive comments it is 

no t clear tha t  a l l  of the Counc illors fully understood tha t  for 

a Community Co l l ege , the voc a t ional-educ a t io n  as pect shoul d b e  s een as 

an int egral par t  of the to tal o p erat ion ( Int erviews , May , 1 9 7 6 ) . 

Cons equently the p er son appo inted to the po s i t ion o f  Vocationa l ­

Educat io n  Head had to be someone who could int egrat e  technical 

educa t ion with o ther educat ional-funct io ns . He had to b e  well experi­

enced and knowl edgeab le in the ways of t e chnical ins t itutes , but also 

capab l e  of cooperat ing and working with s taf f who se background s  might 

b e  of a non-vocat iona l  nature . 

From a S t ructure-Func t io na l  s tandpo int ,  the probl em was the 

deve lo pmental one of crea t ing an ini t ia l  homogeneous staf f ,  capabl e  o f  

develo p ing a shar ed general p erspec t ive and o f  ref lecting the b a s ic 

po l icies o f  the o r ganisa tion in their own ou t looks . As S el znic k 

( 1 9 5 7 ) po int s out , where the mission o f  an o r ganisa t ion is rega rded as 

open-end ed , its key p ersonnel have to be capab le of spontaneous r e gularity 

o f  response . The Vo cational-Education Head o f  Depa rtment could help 

develop a sha red p er spec t ive among the s t a f f  and then devise vocat io nal­

educa tion programmes that were wider in their concept and scope than 

convent ional t echnical ins t i tute o f fe rings . 
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From a rela t ively wide field o f  appl icants , the cho ic e o f  

a Vocat ional -Educatio n  Head went t o  a forty-eight year o l d  s en io r  

course superviso r from the Well ington Cent ral Ins t itute o f  Techno lo gy . 

He had trad es qual ific a t io ns in the engineering and mo tor-trades and 

wid e exper ienc e in b o t h  fields . His t ask was r ega rded by a numb er 

of Councillors pr imarily as es tab l i sh ing an operational t e chnical­

training c entre wi thin the Col l ege . However , the effec t iv enes s  with 

which such a task was carried out was l ikely to b e  measured in terms 

o f  bo th convent ional t echnical-educ a t io n  and innova tive c r i t er ia r ela t ed 

t o  the overal l goal o f  Cont inuing-Educ a t ion ( Interview ,  Direc t o r ,  

June , 1 9 7 5 ) . 

Voca tional Stud i es - Cho o s ing the Tutor ial S ta f f  

Because t rade-training programmes wer e the first to b ecome 

o pera t ional , trad e-training tutors had to b e  appo inted at the s ame t ime 

a s  the two s enior-execut ive pos i t ions were being f illed . Al though the 

Ch ief Execut iv e  h ad b een appointed f irs t , he was no t immedia t ely 

available a t  the Co l l eg e  to  part ic ipa t e  in the making o f  further 

appo intments . This ab s ence had a number o f  cons equences . As well as 

having no say in the s e l ec t ion of the Vocat io na l  Educa t io n  Head of 

D epartment , the Princ ipal a l so did no t have the oppo rtuni ty to assist  

in the s elect ion o f  t rade-t raining tutors . The Council was thus l e f t  

with the task o f  no t only as sess ing the t echnical compet ence o f  

prospective tuto r s ,  but  a l s o  o f  selecting personnel who they hoped would 

wo rk with the Princ ipal t o  estab l ish a shared perspect ive o n  the 

m is sion and ro le o f  the Col l ege . 

The Council dec ided no t to appo int Community-Educat io n  tutors 

unt il after the arrival of the Direc tor . However t hey had t o  a ppo int 

Vocat ional Educat ion tutors to t ake up po sitio ns by January o f  1 9 7 5 . 

The Council asked the newly appo int ed Department Head to assist  them 

in this task . No t ime was was ted . On th e same day tha t he acc epted 

the po sition t he Head of Department was given 

a lis t  that contained the appl ications for the other 

po sitio ns and an (acquis ition) l is t  fo r equipment . 

The j ob v ir tual ly s t art ed right then ( Int erv iew , Head 

o f  Depar tment , June , 1 9 75) . 
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The criter ia fo r sel ectio n  were no t a l to gether unequivocal . 

On the one hand ,there was a c l ear requir ement fo r d emons t ra t ed 

exper t i s e  and experienc e in speci f ic t rade areas . On the o th er hand . 

an o pen-ended a t t i tude that woul d allow f l ex ible adapta t ion to the as 

yet unknown requirements of Community Co l l eg e  wo rk was also required . 

The first c r i t er ion was however s een as  paramount . O ther circums tanc e 

served to subdu e  the second . For some tu to rs winning an appo intment 

at this Co llege was not in doub t . Because they were employed in 

local h igh schoo l s , a number could exerc ise the r ight o f  t rans f er . 

This r ight was al so perceived by some as pr esenting a b l eak al t er na t ive ; 

either to take the j ob o r  go to ano ther o r ganisa t ion o u t s ide the region . 

The appl icants therefore fel l into two ca t egories . Firs t ,  t here were 

tho s e  who could move , virtually automa tical ly across to comparab l e  

pos it ions at  the Community Col l ege . The re was some d isquiet at  the 
* 

manner in which t ra nsla t ion oc curred . In the main , sa la ry l evels 

were pro t ec t ed as  thes e  tutors moved into t utor grades that o f f ered 

salary prospec t s  b et ter than they could expect to ach ieve in the 

Secondary Schoo l Servic e . Fo r the Council , the t ask o f  s el ec tion was 

denied in the cas e o f  the s ix tutors who f i t t ed into the au toma t ic 
** 

t rans f er catego ry .  Second , the remaining applicants comp e t ed in the 

no rmal way for pos i t ions on the Communi ty Col lege s t af f .  In this 

cas e the Counc i l  was abl e  to s elect  the s t af f .  

Ac cording t o  the newly appointed Head o f  Department , appl icants 

were j udged in t erms o f : 

* 

( i) recent and r el a t ed success ful wo rk experience in 

indus t ry , 

( ii )  a proven abil ity to in� t ia t e  new programmes , 

( ii i )  variety o f  work experience in indus try , 

Some staff were no t no t if i ed about the fact o f  their t rans f ers until 
Dec emb er ,  1 9 7 4 ,  thus denying th e oppo r tunity to seek employment in 
o ther secondary h igh schools  or t echnical ins t itut es elsewhere . 
The ques tion o f  t rans fer on "pro t ec t ed sa lary" was also perc eived as 
unf air in tha t  i t  placed a l imit on salary increases tha t could be 
ach i eved . 

** 
Two tutors were appo int ed to f il l  o u t-reach t rade-t raining po s itio ns 

in Gisborne . 



( iv )  prior exper ienc e  i n  a po s it ion o f  responsib il ity , 

( v )  high l evel o f  achievement as measur ed b y  

a ppropria t e  t rade qual if icat ion,  

(vi )  a n  ab ility t o  ini t ia t e  t eaching programmes f rom 

the ground up (and if necessary to d es ign and 

assemb l e  wo rkshop f i t t ings ) and 

(vi i )  a n  ab i l i t y  t o  rela te sub j ec t  mat t er t o  the curr ent 

t raining r equirements of indus t ry .  
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Thes e  criter ia cons t ituted a formidab l e  l is t  o f  qua l it ies f o r  

any one p erson to po s s ess . While part icular appl icant s may no t have 

met all of them individual l y ,  the init ial intake of el even tuto r s  did 

co l l ec t ively meet them . Th eir age range was from 24 to 43  years . 

Background experienc e ranged acro s s  middle mana gement pos itio ns in 

indus t ry , t eaching in trade programmes in places from New Guinea to 

Fij i ,  and both full - t ime and pa rt-time t eaching po sitions in high 

schools and t echnical inst itutes b oth in and out  o f  N ew Z ealand . 

Add it ional appo intment s  included a ma int enance o f f ic er and three 

anc il l iary sta ff . Along with the Director and Voca tional-Educa t io n  

Head t h e s e  staff h a d  a l l  arrived a t  the Co l l ege by Feb ruary 1 9 7 5 .  

The d i s t r ibut ion o f  appo intments in the f ir s t  month o f  operation is 

given in tabl e 6 .  This tab l e  s hows the pa t t ern o f  ini t ial appo intment s  

in t h e  contex t  of a s l ightly modified Hawke ' s  Bay Communi ty Co l l eg e  

organisation chart a s  given in the Hawke ' s  Bay Community Col lege 

Feas ib i l ity S tudy ( Hamil ton,  1 9 73 , p . 5 7 ) . 



Tu tor 3 

Tutor 2 

Tu tor 1 

Suppo rt 
S ta f f  

Table 6 HAWKE ' S  BAY COMMUNITY COLLEGE ORGAN I SAT IONAL CHART 

FIRST MONTH OF OPERATION 

I 1 Vo ca tional -Education I 
Depar tment J I I H . O  . D . - 1 I 

Build ing Trad es 
Mechanical-engineer ing 
Automo t ive-eng ineering 

Buil d ing Trades 
Mechanica l-engineering 
El ec t r ical 
S ec retarial 
Ha ird res s ing 

Maintenanc e o ff ic er 

n = 1 3  

1 
1 
1 

3 
1 
1 
2 
1 

1 

I Director and S ecretary ! 
I 

j Registry I 

Typists - 2 

n = 2 

To tal Co l l ege Staff n 1 7  

l 
Community-Educ at ion] 

Depar tmen t 

n = 0 

...... 
-!>­
...... 
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From table 6 i t  c a n  be seen that with al l the full- t ime t eaching 

staff appo in ted to vo cational-education po s i t ions , ini t ia l  p ro grammes 

could no t avo id b eing heavily weight ed in favour o f  voc a t ional­

educat io n  goals and p erspect ives . 

Fo r a Counc il want ing to impl ement a pol icy of balanc ed development , 

this ini t ia l  o rganisational asymme try was a ma tter o f  s ome conc ern, 

a concern wh ich might be a l l eviated however by having the D irec t o r  

work with the Counc il in the devis ing o f  a balanc ed development plan . 

To this end a pre-Chris tma s Counc il mee t ing was arranged to co inc ide 

with the D irector ' s  arrival to t ake up his po s i t ion . At  this meeting 

(Decembe r  5th , 1 9 74 ) , he was inv i t ed to b e come a member o f ,  and 

work with Counc il l o rs on the s t af f ing and buildings and facil i ties 

sub-comm i tt ees o f  Council . Even though the Community Col l ege and the 

Counc il would ther ea f ter func t io n  as two s epa rat e  o rganisat ional 

ent i t ies , the init ial s t eps wer e  taken fo r a symbio t ic relatio nship 

to form . Irrespec t ive o f  whether or  no t such a rela tio nship d evel oped , 

the appo in tmen t o f  staff and the nea r  compl e t ion o f  buildings meant 

that the Communi t y  Co lleg e  could b ecome o p erational and b egin to 

func tion as an a c t ion-sys t em .  With the Directo r ' s  arr ival there 

thus b egan a new pha s e  in the evo lutio n  of the Hawke ' s  Bay Commun ity 

Col l eg e . 
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THE OPERATIONAL STAGE 
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CHAPTER 6 - MAKING THE COMMUNITY COLLEGE OPERAT IONAL 

Wherea s  the previous two Chap t ers deal t wi th the various a genc ies 

respons ibl e  for fo rming the Communi ty Co l l eg e ,  the fo cus o f  at t ent ion 

in Chapt er s ix is on the int ernal p rocess of making the Community 

Col l ege o p erational . This process b egan with the arrival o f  the 

Director and , as a s tage of development , ext ended through to the 

compl etion o f  a maj o r  pub l ic r el at ions exercise , Seminar 7 5 , in mid 

Apr il , 1 9 7 5 . Ther ea f t er a new phas e o f  o rganis ation-b uild ing a c tivity 

b egan which is deserving of at t ention in its own right . 

At the b eginning o f  the operat ional-s tage , the Direc tor wo rked 

closely with Counc il memb ers to appo int addit ional sta f f  and t o  exped i t e  

the comp l e t ion o f  b ui l dings and fac il i t i es . B o th the Direc to r  and 

Counc i l l or s  want ed a full compl ement o f  exe cu t ive s taff wi th whom to 

open th e Co l lege . They also want ed the b ui l d ings to ; b e  ready for 

occupa tion , provid e c ongenia l working cond i t ions for b o th s ta f f  and 

students and be co nduc ive to convivial rela t io nships within the Co l l eg e  

( Int erview,  Direc tor , June , 19 7 5 ) . The appo intment of exe cut ive 

personnel and the provi s ion of ope rational buildings and faci l i t ies are 

the two topics which provid e ,  in th is Chap t e r ,  a b asis from which t o  

discuss : 

( i )  the working out o f  an internal divis ion o f  lab ou r ,  

and , 

(ii ) the manner in wh ich the staff formed an operat io nal 

Communi ty Co l l ege . 

The Sel ec t ion o f  Add i t ional Execut ive S t a f f  

T h e  Counc il could have appoint ed all f o u r  o f  the Co l l eg e ' s  

executive personnel in Augus t o f  1 9 7 4 , the dat e o f  the Directo r ' s  

appo intmen t . They had to appo int the Vo c a t ional-Education Head . However , 

there was a s t rong consens us that the Director  should b e  directly 

invo lved with the appo intment o f  the Community Educa tion Head and the 

Regis t rar . The Counc il had taken a gamb l e  that the. D irector and 

Vo cationa l -Education Head could wo rk toge ther to develop the Co l l e g e ,  

but b el iev ed tha t the D irector should b e  permi tt ed wi th the rema ining 

two execut ive appo intment s to make such a j udgement for hims el f .  The 

Counc il retained the right of veto and took final respons ib i l i ty fo r 

the s ta f f  selec t ions . 
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Shortly a f t er the Director ' s  arrival at  the Col l ege , t h e  s taffing 

sub-commi t t ee o f  the Counc i l  asked him to advert is e  the pos it io ns o f  

t h e  Communi ty Education Head and the Regis trar . While s een a s  urgent , 

t h e  recru i tment o f  the Community Educat ion tutors was j udged inadvisabl e  

unt i l  a f t er the appo intmen t  o f  the Community Educ at ion Head and the 

completion of the open-day-cum-Pub l i c  S eminar scheduled for mid April . 

The s e l ec t ion o f  the Head o f  Community Educa t ion and the Regis t rar 

necessita t ed ,  as a first s t ep ,  tha t  the Director come to t e rms with 

the adminis t ra t ive f ramewo rk with in which appo intments could be made . 

This framewor k ,  i t  wil l  b e  r eca l l ed ,  consis t ed o f  an hiera r ch ically 

o r ganised s t ructure containing the pos i t ions of Directo r ,  two heads of 

Depa r tment and the Regis trar . As a s econd s t ep the Direc t o r  b e l ieved 

t ha t  any new appo intments at the execut ive l evel should b l end in with 

and ex tend ra ther than d upl icate exist ing adminis t ra t ive ta l ent s and 

ab il ity .  He therefo re as s essed exis t ing tal ent s and abi l ity as 

a bas is f rom wh ich to work out the specific add i t ional adminis t rative 

qual it ies requ ired to gu ide and contro l the direct ion and form o f  the 

Community Co l l ege ' s  development . 

In the a s s essment o f  his own ab i l i t ies and talents , the Direc to r  

ident if ied four main qua l i t ies that dominat ed the way he s ought t o  

exer c is e  h i s  part icular executiv e  role . These inc luded : 

(i)  relating to peopl e informal l y  in th e pub l ic sens e ,  

i . e .  init iat ing and susta ining communicia t ion 

ext ernally , 

( i i )  relating to peo p l e  at  a numb er o f  l evel s ,  from 

mo thers ' unio n groups to ro tary c lub luncheons , 

(iii)  t hinking s ituat ions through on one ' s  feet and 

b e ing prepared to be reasonably rash , in 

a produc t ive s ens e ,  in o rd er to in i t ia t e  

programmes , and , 

( iv )  estab l ishing some s tanding in the commun ity , 

i � e . either b y  deed o r  reputation - thus gaining 

a c c ess to var ious groups and organisa t ions 

( Int erview, D irecto r ,  June , 19 7 5 ) . 
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In contras t ,  the Vocat ional Head o f  Depar tment was seen as 

a person who by exper ience and dispo s i t ion was b et t er sui t ed t han the 

D irecto r to manage the internal running of the Co l l ege.  His par t icula r 

s t r engths as an adminis t rator wer e s een to derive f rom the fa c t  that 

no t only is he s t ro ngly vocat iona l ly o ri en ted , he knows , 

( in set t ing-up the Co l l ege) how to deal wi th t echnical 

inst itute problems , knows how to deal with the Wel l ing ton 

paperwork,  knows wha t the expec tat ions are . He is someo ne 

fami l iar with ( depar tmental pro c edures ) .  I f  we ' d  swapped 

it over , and if I were concerned with ( tha t s ide) ther e  

would b e  a n  awful shambles . So you ' ve go t t o  treat that 

as an o r ganisat ional unit ( Interv iew , Direc to r ,  June , 1 9 7 5 ) . 

As a result o f  this appraisal o f  the exist ing adminis t ra t ive 

s it ua t io n ,  the Direc tor outlined in broad t erms t h e  qual i t ie s  r equired 

for the r emaining execut ive po sit ions . 

The Community Educat ion Head should b e  ab l e  to ; 

( i )  assess community needs and mob ilise community 

int eres ts into a reas of s tudy, 

(ii)  take a sugg es t ed idea and t ransla t e  i t  into 

a sys t emati c  series of obj e ct ives , and 

(iii)  c r ea t e  an o r ganisatio na l  divisio n  capab le o f  

mounting pro grammes and making them operat ional . 

The Regis trar should be ab l e  t o  s et up : 

( i )  a general o f f ic e  sys t em which is effic ient and 

capab l e  of satisfying a l l  the s ta f f ' s  needs , and 

( i i )  a n  account ing system tha t wil l ;  

( a )  make effective the day to day operation o f  

the Co l lege ' s  adminis t ra t iv e  proc esses 

(b ) provide informat io n  to moni tor expans io n 

and j us t ify further expans ion in t erms o f  

cos t s ,  and 

( c )  estab l ish and mainta in f inancial control 

over the total operat ion 

( Interview,  June , 1 9 7 5 ) . 



The s e l ec t ion o f  th e D irector and Vocat iona l-Education Head had 

b e en a l engthy proc ess . Short-lis t ed appl icat ions had b een b rought 
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for int erviews from various plac es b o th in New Z ealand and f rom oversea s . 

The int erviews were conduct ed by the whol e  Counc il and ex t ended over 

two days . In contras t , the s el ec t ion o f  the two remaining executive 

staff invo lved a much . s impl er pro c es s ,  and for a number of specific 

r easo ns . The Council had b een favourably impress ed by one o f  the 

o ther appl icants for the D irecto r ' s  pos ition ; an individual known and 

respec t ed by the Direc to r . Wh en he a ppl ied f o r  the po s i t ion o f  

Community-Education Head , the Counc il o f f er ed i t  to him wi thout further 

ado . 

The p erson appo int ed to the pos i t ion o f  Community-Educa t ion Head 

was an ex-Hawke ' s  Bay resident and New Zealand t rained t ea cher , wi th 

a mas t ers d egree in G eo graphy . He was knowledgeable in environmental 

stud ies , formal ly qual i f ied to t ea ch speech and drama and c urrently 

held a s enio r university po sitio n  in ext ramural studies and med ia . 

The po sit ion was accepted , with an agreed appo intment date in Novemb er 

o f  1 9 7 5 . This appo intment was s een by bo th the Counc il and Director  

as  provid ing an ideal complement to the  f irs t two executive appo in tments . 

However the eupho ria was to b e  short-l ived . The appo int e e ,  having 

las t set  foo t in the Co l l ege in Apr il at S eminar ' 7 5 ,  resig ned . 

The res igna t ion was s een by the Co un cil as a maj o r  set-back for 

planned Col l ege development s and by the Direc to r  as a personal 

disappo intment . The e ff ec t  was s imply that th e position o f  Community­

Educa tion Head rema ined vacant and had to be re-advert is ed . It was 

no t f inally fil led until May , 1 9 7 6 . As it was ,  the agreed ini t ia l  

arr ival dat e  o f  Decemb er ,  1 9 7 5  had a number o f  unint ended and un­

ant ic ipated development outcomes . These out comes wer e acc entuat ed 

by the Community-Educa t ion Head ' s  non-ar riva l .  They are to b e  

d iscus s ed la ter i n  t h e  Chap ter . 

The appo intment o f  the Reg i s trar took place under similar 

conditions . The manager o f  the local branch o f  a large comput er f irm 

had , prio r  to the pos i t ion ' s  being adver t is ed ,  expressed an interest  

in coming to  work a t  the Communi t y  Co l l ege . Previously he had 

ins t al l ed computer-bas ed account ing sys t ems in business f irms and 

government o f fices throughout the Hawke ' s  Bay and was well known to 

a numb er of Counc illors . The Council of fered him the po s ition and 
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co nsented t o  a b elated s ta rt dat e  on t h e  1 5th Apr il , 1 9 7 5 ,some thr ee 

and a ha lf months a f t er the College o p ened . In the Counc il ' s  and the 

D i rector ' s  eyes , the Regi s trar was rega rded as comparab l e  in s t a t us 

wi th a Head o f  D epar tmen t . He subs equen t ly b ecame S ecretary t o  the 

Counc il and , along with the o ther three execut ive s taf f ,  a memb er o f  

th e Coll ege management t eam. Under h is management the Col l ege Regis try 

was destined to play a key role in the evolut ion of the Col l eg e . The 

e f f ec ts of the Registry a nd the int erac t ion of Regis try staf f with 

o ther College p ersonnel are to b e  explo r ed in mor e  depth in a l a t er 

Chap ter . 

The Delegation of Autho r i ty and Respo ns ibil i ty 

The agreement b y  Council to accept b ela ted appointment dat es for 

b o th the Community-Edu ca t ion Head and the Regis t rar had spec i f ic 

cons equenc es fo r int ernal d ivis io n  o f  l abour , the a llocat ion o f  

r esponsib il i t ies and the delega t ion o f  autho rity . Ultima t e  administrativ e  

authority and r espons ib il ity f o r  devis ing po l i ci es and det ermining 

p r iorities came to be ves t ed in the Direc to r .  However , the Director 

r ecognised that b o th s ta f f  morale and o rganisational effec t ivenes s 

wer e dependent on the Chie f Execu tive b eing perceived as will ing to 

c reate oppor tunities fo r s taff to sha r e  in the d e t ermina tion o f  

p r ior it ies and in po l ic y  making ( Int erview , Direc tor,  Harch,  19 7 5 ) . 

The crea t ion o f  such o ppor tunit ies by the D ir ec to r  required s ignificant 

ac t s  of delega t io n ,  b u t  no sacri f i c e  of ul t ima t e  authority o r  eva s ion 

o f  final respons ib i l i ty for the overal l o p erat ion of the Col lege . 

Autho rity and Respo ns ib i l i ty - The D irec t o r  

The unequal weight ings o f  s ta f f  appo intments , in favour o f  

Vo ca tional Educa t io n  and the lack o f a Community-Educ a t io n  Head and 

t utors resu l t ed in the Dir ec to r  ini t ially playing a dual ro l e  as 

Chief Execu t ive and Department Head . With the carrying out  of this 

dual rol e  he took responsib il ity fo r and control over : 

( i )  t h e  ini t iat ion and set t ing u p  o f  Community-Educa t ion 

programmes in the form of "one-o f f  courses get t ing 

o f f  the ground one-b y-one" ( Int erview ,  Dir ec to r ,  

June , 1 9 7 5 ) , and , 



( i i )  t he admin is t ration o f  the Col l eg e  a s  a whol e  and 

the condu c t ing o f  a varie ty o f  relat ionships with 

individual s and o rganisa t ions in the ex ternal 

environmen t ; the lat t er ranging f rom publ ic 

speaking engagement s ,  co uncil mee t ings , through 

to nego t ia t ions with the Depar tment o f  Educat io n  

on mat t ers such as  progress on b uildings and 

facilities , and the impl ementation o f  the 

Standard Tertia ry Bursary . 
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I n  broad t erms , the D irec tor ' s  ro l e  was opera t ionally def ined by him 

as mor e  a s socia t ed w i th external communic a t io n  than with internal 

developmen t .  This dominat ing preoccupa t io n  with the environment is to 

b e  d is cus s ed in Chap t er s even .  

A n  immed iat e  c onsequenc e o f  the Direc to r ' s  rol e  def init ion was 

that h is a t t ent ion was dir ec t ed away f rom wo rking with o ther s ta f f  and 

the development o f  the Co l l ege as a so c ial ly cohe s ive uni t .  This 

aspec t of o rganisat io n  build ing took s econd place at  a t ime when 

achieving effectiveness in th e fo rm o f  operational pro grammes and the 

conduct of pub l ic relat ions were given f ir s t  prio ri ty .  However,  

build ing harmonious and product ive working rela tionships did no t go 

ent irely unrecognised by the D irector as a po t ent ial development 

prob l em that requ ired at t ention and resol u t ion . He hop ed that d e­

emphas is ing s t atus d i fferences and adop t ing info rmal approaches to 

s ta f f  r elationships would enab l e  staff to work together and cope with 

any interpersonal d i f f ic u l t ies t hat might occ ur ( Interview, June , 1 9 7 5 ) . 

Taking respo ns ib il ity for interpersona l  l eadership was no t so much 

d el egated bu t assumed to b e  some thing tha t could mo re o r  les s  look 

a f t er i tsel f  -- something that o ther staff memb ers should cope with i f  

and when the occasion aro s e  ( Interview , March , 19 7 5) . As Sel znick 

( 1 9 5 7 )  po ints out however , in a new o rganisa t ion, the problem of cohes ion 

should no t be taken fo r grant ed -- espec ia l ly b efore goals , ways o f  

conduct ing programmes and t echniques o f  a dminis tration tha t presume 
I 

i t s  so lution are ins t ituted . The po int no t ful ly apprec iated at the 

t ime by the Director was that by vir tual ly o p ting-ou t o f  an int er­

persona l  leadership ro l e ,  he ran the ris k  o f  los ing to uch with and 

ther efore cont rol over the formation o f  a t t itudes , the set t ing o f  

goals and the development o f  sub-uni t  and interest-group loyal it ie s . 



The pos s ib i l ity of this out come o ccurring was no t envisaged during 

the firs t few months in which the s t af f , bo th at executive and t u to r  

l evel s , were preo ccupied with the day to d ay busines s  o f  making the 

Co l lege o p erat iona l . 

The Vo c a t io nal-Educa t io n  Head 

Co ns equent on the Direc to r ' s  taking r esponsib i l ity for bo th his 
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own Ch ief Execu t ive func t ions and mount ing non-vo ca t ional ly oriented 

Communi ty Educat io n  pro grammes , ( and contra ry to the int ent ions o f  

government planner s )  d is t inc t ion b etween voc a t ional and non-vocat ional 

execut ive ro les b egan to emerge .  The Voc ational-Educat io n  Head d e l egat ed 

the autho r ity , took o n  virtual ly full res pons ibility for set t ing up 

wha t was ,  in effec t ,  a sma l l  t echnical ins t i tute o pera t ion ( Int erview , 

Head o f  D epartment , July , 1 9 7 5 ) . In th e words o f  th e Director , the 

Vo ca t iona l  Head was to act on any mat t ers : 

tha t were specif ically rela t ed to the vocational programme , 

whe re there are departmental guidel ines on alloca t ion o f  

f inance t o  courses and where new cap i tal equipment is 

a pproved through the ( departmental ) sys t em .  That is 

to tally delegated to the Head o f  Depa rtment and then the 

administration o f  the sub s equent financ ial operation is 

to tally delega t ed , when he ar rives , to the Registrar , 

( In terview ,  Direc tor , June , 19 7 5 ) . 

Thus the Voc ational-Educ at ion Depar tment was formed . I t  compr ised 

the Head o f  Department , al l the trades and commercial t raining tutors , 

t echnic ians and s tudent s .  Within this doma in the Depar tment Head took 

respons ib ility fo r 

( i )  the coord ina t ion and control o f  t each ing and learning , 

( ii )  the pro curement and alloca t ion o f  equipmen t and 

facil i t i es , 

( ii i )  the generat io n o f  a cont inuous supply o f  s t udents , 

( iv )  the counsell ing o f  tutorial s t a f f  and s tudents , 

(v ) the carrying o ut o f  nego t ia t io ns with employers 

and various pro fes s ional o rganis at io ns ; community 

groups and assoc ia t ions , and higher contro l l ing 

au tho ri t ies , such as the Vo cat ional Training Board 

and the Education Depar tment . 



In add i t io n  the Head o f  Depar tment had a manda t e  to respond to 

expressed need s for and p erhaps even init ia t e  t rades and commerce 

o r iented Community Educ a t ion programmes . On the l a t ter po int th e 

Direc to r  and the Head o f  D epartment b oth expected they might succ eed 

in b lurring the d is t inction b etween vo ca t ional and non-vo cat iona l  

educa tion.  
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By virtu e  o f  his pos i tion within the Col lege , and the autho rity 

delegated to h im ,  the Voc a t ional-Educa tion Head also had an oppo rtuni ty , 

(almost  equ ivalent to that o f  the D irec to r ) , to influence the c reat io n  

o f  pol icy and cont ro l  the direc t ion o f  d evelo pment . Tho ugh no t expl i c i t ly 

delegated autho rity to deal with interpersona l  mat t ers ,  he c ame to 

accept this as an int egra l part o f  his ro l e  and an impor tant aspec t o f  

organisatio n  building . 

The re were l imi ts o f  course to what the Voc a tional-Educ a t io n  Head 

c o ul d  do . On o ccasions the Direc to r took over . In partic ular ,  when 

new programmes were envisaged the Director e ither part icipa t ed in 

forming the as so c iated po l icy or requ ired that f inal pro pos a ls b e  

submitted t o  him fo r approval ( Interview , Dire c to r ,  March , 1 9 7 5 ) . When 

n ew programmes o r  planned d evelopments required outside appro va l , the 

D irector some t imes exer cised his prerogat ive to carry out nego t ia t ions 

with th e Counc il , the Edu ca t ion D epa r tment , or a Na tional T ra ining 

Board . 

Sub -Execut ive Staff  

The s ta f f , by sha r ing with the D irecto r and the Head of  Department , 

in the o rganisationa l  b uild ing pro c es s  could make the Co l l eg e  an o pera t ional 

a nd going conc ern . The s ta ff could b e  instrumental in d e t ermining 

how the Co l l ege could evo lve as an unique and d is t inctive new-type o f  

educat ional o rganisat ion . The achievement o f  such an outcome might b e  

taken a s  a mea sure o f  their ef fec t iv enes s a s  a s t aff ( Int erview ,  

D irecto r ,  Jul y ,  1 9 7 5 ) . 

At the sub-execut ive l evel s ta f f  ro l es were r elat ively c l ear cu t .  

Ea ch tutor had been appo in t ed to t ea ch courses in a des igna t ed commerc ial -­

o r  trades area . Each was alloca t ed a classroom , a workshop ,  requis i t e  

t eaching aid s ,  equipment and a numbe r  o f  s tudents . Wi thin part icular 

special ities , each staf f member was given consid erable freedom 
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t o  ex erc ise his o r  her own j udgement in d e f ining a rol e .  The pro c es s  

of ro l e  defini t io n  includ ed : 

( i )  des igning and f i t t ing out wo rkshops , 

( ii )  ordering mat erials and equ ipment , 

( iii ) regul a t ing ho urs o f  work ( though within 

government prescrib ed l imits ) ,  

( iv )  init ia t ing courses and programmes , and , 

( iv )  coping with various r ela ted d emands o n  

time and energy . 

Becaus e s ta f f  appo intment dates were so clo s e  to th e Co l l ege ' s  

o pening da te there was l i t t l e  if any t ime to s et tl e  in . Al l t each ing 

s ta f f  had to b egin clas s es a lmo s t  immedia t ely . Classes had t o  b e  

conduc t ed wi th buildings and facili ties incomp l e t e  and i n  some cases 

t eaching aids and wo rkshop equipment mis s ing . At the b eginning o f  

1 9 7 5  the state o f  the buildings and f a c il i ties cons t rained the a c t ions 

of s taff and provided a phys i cal cont ext within which dis t inc t inter­

a c t ion pa t t erns and wo rk relationships b egan to emerge . In o ther wo rd s 
* 

the build ings and fac il i t ie s  influenced in a d irect way the charac ter 

of  l if e  in the Community Col l ege and provided l ess than o p t imal 

condit ions with in which the s t af f  could d evelop cours es and programmes . 

Fo r this r eason th e next s ec t ion o f  the Chapt er d escrib es the d ev elop­

ment o f  the s i t e ,  buildings and fac il i t i es and the state they were i n  

at t h e  beginning o f  1 9 7 5 . Wi th t h e  s c ene thus s et , d is cussio n  t hen 

turns to developments within th e buildings and facil i t ie s . 

Build ings and Fac ilities 

In an earl ier Chapter mentio n  was made of the manner in which the 

s i t e  was ini t ia l l y  pro cured and buildings and fac i l i ties planned for 

a t echnical ins t i tute and how , subsequently ,  a Community Col l ege b ecame 

the institute . I t  was no t until the Council was formed , tha t a determined , 

tho ugh somewha t b elat ed e f fo rt was made to adap t the buildings al ready 

* 
A detailed analys is o f  the ef fects o f  the buildings and facil ities 

o n  the evol ution of the Co ll ege is given in No l an ,  C . J . P .  The Des ign 
and Ins t i tutio nal Charac ter o f  a Community Col lege Hawke ' s  Bay 
Community Col l ege Research Proj ec t ,  Mas s ey Univers i ty , 1 9 76 . 



b egun and pro cure new b uild ings to suit the requirement s o f  

a Communi ty College . As one Council memb er commented ,  

We were very concerned with build ings and grounds . We 

had to have a b as e .  That was impo r tant . So a quit e  

def init e  aim o f  some Counci l l o rs was t o  get a good 

build ing s et up . Ther e has been a cons t ant ba t tl e  with 

the D epartment of Education and th e Minis t ry o f  Works 

and Developmen t  over wh at they think we need and what 

we th ink we need ( Interview ,  May , 1 9 7 6 ) . 
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The contribut ion that a physical s t ru c tur e can make t o  the l i f e  

o f  an o rganisat ion b ecame an issue o f  some impor tanc e t o  the Direct o r . 

The pro f es s ed aim o f  some Counc i l l o rs was to cons truc t an educa t iona l ­

o rganisatio n  ( a n  educ a t ional cathe dral , in the terms o f  t h e  Of ficer 

for Co nt inuing-Edu cation) tha t  was the c en t r e  o f  t ertiary education in 

the Hawke ' s  Bay ( Interview ,  May ,  1 9 7 8 ) . However,  the Direc to r ' s  

pro f es s ed aim was to change th e c losed t ec hnical- educa t io n  o rient a t io n  

implied by many o f  the Col lege ' s  buildings s o  they could b e  cons is t ent 

with the Community Co l l ege . He wanted phys i cal s t ructures that were : 

rela tively open and f l ex ibly adapt ive to a wid e 

rang e o f  pos s ib l e us es 

capab l e  o f  facilitat ing a s ens e of community 

within the Col l ege i t s el f ,  and 

l ikely to p roduce a s ense of al l egiance tha t  t eachers 

and student s might take and carry with them when 

they l eave the Co l l eg e  and go els ewhere.  

( Intervi ews , June and Dec emb er ,  19 75)  

Al t hough a numb er o f  Council memb ers were commit t ed to indus t r ial 

and commerc ial t rain ing they also recognised ( part ly as a cons equenc e 

o f  the Directo r ' s  influenc e ) , that the phys ical charac ter o f  the 

Col l eg e  could aff ec t  the s ta f f ' s  ab ility to reach a wid er clientel e . 

That c l ientel e might make a sub s tant ial cont ribu tion to the Coll ege ' s  

growth . The Director set out , soon a ft er his appo intment , t o  wo rk 

clos ely wi th the Counc il and the Hawke ' s  Bay Dist ric t Minis t ry o f  

Wo rks and Development architect to mo dify t he archi t ectural b r ie fs 

in o rder to produce facilities and b uild ings that might b e  suited 

to a Communi ty Co l l ege . 
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Ul t ima t ely the Ot atara s i t e  was full y  landscaped and s ea l ed roads 

and parking spaces wer e provided . The Educa t io n  Department planned s ix 

s eparat e ,  interconnec t ed b uild ings . Thes e bu i l dings were to include : 

( i )  a worksho p b lo c k  ( a  large ,  rec tangular building 

s ubdivided into five wo rkshop-cum-t eaching uni ts 

for the t ra d es ) , 

( i i )  a building barn , 

( iii ) a l ib rary , 

( iv )  a boil erhous e ,  

(v ) four-sto rey t eaching and adrn·'.nis tration b lock to 

compris e the core build ings and fac il i ties for 

a smal l  t ec hni cal ins t itut e ,  and , 

(vi ) ' reloca t ab l e '  communi ty-educatio n  b ui ldings . 

A plan o f  the site and proj ec t ed b uild ings i s  s et out in D iag ram 3 .  

The dates on wh ich cont rac t s  had b een l et for each o f  the 

build ings and site development work extended over a two and a hal f 

year p er io d .  The scheduled compl et ion dat es were:  the Wo rkshop B lo ck 

on Novemb er 2 7 t h ,  1 9 7 2 ;  Building Ba rn on February 7th ,  19 74 ;  Bo i l er­

house on Septemb er 1 9 th ,  1 9 7 4 ; L ibrary on December 5 th ,  1 9 7 3 ; 

Relocatab le Block o n  November 1 1 th ,  1 9 74 ; 4 - s t o rey Tea ch ing B l o ck o n  

April 1 8 th ,  1 9 7 5 ;  S t o rmwa ter and Ret i cula tion on Februa ry 1 4 th ,  1 9 7 4 ; 

and f inan ce approved t o  commence s it e  develo pment on October 20 th ,  

1 9 74 ( i . e .  road s ,  carparks , lands caping et c . ) .  

By January o f  1 9 7 5  buildings were in various stages o f  compl e t ion 

and corr espondingly in vario us s t at es of r ead iness to r ec eive s t af f and 

student s .  The Bui l ding and Grounds Commi t t ee reported t o  the Janua ry 

1975  Community Co l l ege Co unc il mee t ing tha t the : 

Worksho p Block was 99 % complet ed and due for 

compl etion b y  the first week of Feb ruary 

Lib rary Block was 8 9 %  compl eted and due for 

complet ion by mid Feb ruary 

Bu ilding Ba rn wa s 7 6 %  completed and due for 

complet ion by mid Feb ruary 
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Relo catab l e  (Communi ty-Educat io n) Block was then 

only 7% completed 

Boil er Hous e was 20% completed but ab l e  to 

provide " t empora ry heating " ,  by May if neces sary 

Road and C ar Parking was only 50% completed but  

due fo r compl et ion by mid April 

Fo ur-S to r ey Block was await ing autho rity from 

the D epar tment o f  Educat ion to go to tender • 
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In r eal ity none o f  the buildings was completed on t ime . In s ome 

cases there were d e l ays ranging from two to twelve months . 

Three out o f  the s ix build ings were occupiab l e  when classes b egan in 

Febuary o f  1 9 7 5 . The Wo rksho p Block and Building Barn s erved as cl ass­

rooms for various t rade-t ra ining pro grammes . A number o f  secretarial 

and commercial t raining pro grammes wer e conduct ed at  a local high s choo l  

a s  a t empo rary exp ed ient . The L ib rary Build ing served no t as a l ib rary 

but  as an int erim adminis t rat iv e  facil ity . The Direc to r , s ecretary , 

typis t s  and later on the Regis t rar wer e housed on i t s  mez zanine f loor . 

The ground floor hous ed the Vo cational -Educa tion Head , and la t er the 

first Community-Education tuto r .  The ground floor also hous ed (no isy) 

repro graphic fac il i t ies and pro vid ed a v enue for coffee and lunch 

breaks and s t af f  meetings . During the evenings and weekends the 

L ib ra ry served as  a mul tipl e-us e ,  ac t iv i t i es c ent r e  and provided 

a venue fo r Co uncil meetings , pub l ic gatherings and various educ at ional 

activit ies . Indeed th is building came to b e  known as ' the Ac t iv i t ies 

Cent r e ' .  The e f f o r t  required t o  open the Co l l ege on t ime in the 

bui l d ings and fac i l it ie s  provided , generat ed b o th cos t s  and b ene fits 

fo r th e staf f . 

The Co sts of b ecoming Operat io nal 

Delays in the completion o f  build ings , and in the arrival o f  

t eaching a ids and equipment meant ini tially that "tut o rs had to wo rk 

against the clock" to ins t al l equ ipment thems elves at very sho r t  no t ice 

b o th b efore and du ring the commenc ement of classes . In some cases 

d elays in the a rr ival o f  equ ipment and the incomple te s ta t e  o f  

wo rkshops meant tha t classes could no t b egin on t ime . 



Thus one tutor repor t ed tha t : 

I wa s appo inted on Feb ruary 1 s t , 1 9 7 5 ,  and a rrived here 

o n  that da t e  expec t ing to f ind a complete wo rkshop al l set  

up . When I walked in the door ,  al l I had was an abso lutely 

bar e  room . Not even a piece o f  cab l e  swi tch gear o r  any­

thing else  - ab so lu t ely bare . I l ooked a t  i t  and tho ugh t 

i t ' s  no t f inished , there were wires dangl ing f rom the 

c eil ing , b uilders s t i l l  wo rking , the re was muck all over 

the f l o o r ,  there were no tab l e s  o r  anything . The Head 

o f  Department suggested we d e f er class es for a fur ther 

week , even then tha t  was rid iculous - we d idn ' t  want 

c l as s e s  for three months at l eas t .  Al l I had for tools 

when I came ac ross was o ne pen knif e ,  hal f a do zen 

s crewdrivers , four pl iers , thr ee sidecut t ers , a b ig 

wood saw and a f ew hammers ; tools wh ich were comp l e tely 

ins u f f ic ient to run a course ( Interview ,  June , 19 7 5 ) . 

Ano ther t utor commen ted : 

I wasn ' t  employed as a tuto r - I was employed as a remov er 

t o  s tart with, then I had to ins tall the equipment . 

In the end they go t the s t uf f her e ,  i t  was j us t  l umped 

in the middle of the f loor - a gigant i c  p i l e  o f  

mach ines , too l s  and b i t s  and piec es - this had t o  b e  

sor t ed o u t  b ec au s e  a l o t  o f  it was j unk - I say j unk 

b ec aus e a l o t  o f  it was do nat e d  ( Int erview , June , 1 9 7 5 ) . 

A t hird quo tation illustrat es the kind o f  pressur e  under which 

tutors were wo rking a t  the b eginning o f  1 9 7 5 : 

The mo tor sho p was th e f irs t . t o  start and i t  looks l ike 

it wil l  be last to finish . I think we had a week up our 

sl e eves . . .  we wer e pretty wo rried in a l o t  o f  ways . 

I ac tually hel p ed shift  a l l  the equipment over from the 

Has tings Boys ' High wh ere i t  was al rea dy b eing used . 

I took a day o f f  work and we borrowed a truck f rom the 

Power Board and shi f t ed a lo t o f  it over . The workshop 

was ab solutely full of equipment and we had the mammo th 

t a sk of sorting it all o u t  and put t ing i t  away . I knew 

we were suppo s ed to s ta r t  our courses o n  Mo nday . 

1 5 7  



We ac t ual ly go t i t  put back to Wednesday t o  give us 

an ext ra two days to s o r t  things out . And th en once 

we go t the mo to r shop go ing , I became involved wi th 

s e t t ing up the weld ing shop and so I virtually had 

v ery l ittle  prep . time here a t  the Col l eg e . When 

I go t tha t set up I had to s t art do ing th e p r eparation 

fo r the fo rthcoming l essons in the wel ding shop . 

As I say , after  abou t  eight o r  nine weeks I was j us t  

abo u t  reduced t o  tear s ,  I really wondered whether I 

could carry o n .  For tunately the re ' s  plenty o f  

enco urag ement go ing around here , plenty o f  peo pl e  

w i ll ing to help ( Int erview ,  June , 19 7 5 ) . 

Comments s imilar to t ho s e  c i ted abov e  were made rep ea t edly by a l l  

the t u to r s . The comment s indica t e  a pr i c e  i n  terms o f  the persona l  

e f f o r t  that had to b e  paid i n  o rder that t h e  Col lege could b ecome 

opera t ional as a t ea ch ing uni t .  
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Privations and inconvenie nce were expe rienced no t j us t  by the 

tuto rs . Senior s t af f memb ers were unab l e  to achiev e  sus ta ined periods 

o f  s o l i t ude in whi ch to engage in the nec es sary thinking and wri t ing 

requ i red for pol ic y  development and adminis tration . Wo rk had f r equently 

to b e  t aken home as there was l i t t l e ,  if any , t ime l ef t  over dur ing the 

day for the mo re r ef l e c t ive act ivit ies such as formula ting goa l s  and 

ob j ec t iv es ,  devising pol icy guidel ines , ins t itut ing fo rmal proc edur es 

and des igning an int ernal communicat io n  s ys t em .  

In coping with the day-to -day affairs o f  making the Co l l eg e  

o perat ional , th ese mo re refl e c t ive ac t iv i t ies were o f t en negl ect ed . 

There were mo re pressing and immed ia t e  prob lems to be coped with . Bu t ,  

b ecause o f  the good-will o f  the tutors , everyone was 

sufficient l y  int eres t ed and concerned about gett ing 

the (Co l l ege)  go ing . . .  It was j us t  b ecause we all 

though t ,  and everyone was suf f ic i en t l y  exc i ted ab out 

the enterprise . . •  that the ( s ta f f )  c arried the load 

w ithout compla ining ( Int erview, Direc to r ,  June , 1 9 7 5 ) . 

Inde ed the goo d-will and coopera t ion that charac terised l i f e  a t  the 

Co l l ege dur ing the first hal f o f  1 9 7 5  was evid enc ed in the way "peo p l e  



hel ped each o ther b etween wo rkshops , where the carpenters have put 

in the underfloo r service fo r the mo to r mechanics , the el ectrician 
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ha s wired u p  a no ther shop - and so o n  ( Interview ,  D irec to r ,  June , 1 9 7 5 ) . 

Very ear l y  in the l if e  o f  the new Col l ege , the Direc t o r  comment ed 

o n  " the quite unique co l l ec tion o f  people on the s taff and their 

wi l l ingness t o  get on wi th the j ob ,  a t  t imes under condi t ions o f  

consid e rab l e  h ardship - and that ' s  how i t  is , r ight through to 

ancillary s taf f ,  everyo ne . The re j u s t  isn ' t  an exc eption to this rul e "  

( Int erv i ew ,  1 8 . 6 . 76 ) . Thus condit ions o f  advers i ty also generated 

a numb er o f  b enef ic ial o ut comes . 

The Benefits o f  Init ial Conditions 

The s t a f f  memb ers experienced frus tration at the exces s ive demand 

put on their t ime and e f fo rt . They opened the College and made i t  

opera t ional under l es s  than o p t imal cond it io ns . However they had 

a persona l  s t ake in the success o f  their new organisation and had come 

to the Co l l ege with a h igh degree o f  commi tment to "do ing a good j ob 

Everyone was s een to b e  pulling their weigh t ,  f rom the Director to 

the caretaker " ( Int erview ,  tuto r ,  June , 1 9 7 5 )  in a col l e c t iv e  effort 

to have the Co l l eg e  r eady to open on t ime . 

All the tutors worked in clas s rooms and wo rkshops . At o ther t imes 

they al l me t together informally as a group in the Ac t ivit ies Centr e .  

Each s itua t io n  i s  d is cus s ed in turn . 

Work Set tings 

Wi th two exc ep t ions all the t utors worke d  in pairs . There were 

four build ing trades · t utors who formed two working uni ts . One unit 

o ccupied the Build ing Ba rn and the o ther uni t o ccupied a wo rkshop in 

the Wo rksho p Block . There were two automo t ive-engine er ing tu tors , 

two mechanical �engineering tutors , two secretarial tutors , 

an e l ec t r ical -trad es tutor and a hairdress ing tutor a l l  o f  whom were 

allo ca t ed workshops and class rooms . 

In their respec t iv e  t errito ries the s ta f f  worked together .. For 

the mo s t  part each pair o f  tuto rs was well ma tched , ca pab le of sha ring 

the planning and impl ementa t ion o f  programmes and int erac t ing 

harmonious l y .  As o ne tu tor put i t ,  "we had a genu ine t eam e f for t . "  



There was only o ne case in which d if ferences b etween s ta f f  led to 

disharmony , i rr econcilable co nf l i c t  and eventually a res igna t i o n .  
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At the execu t ive level the Director and Department Head conf erred 

with each o ther whe n necessary , b ut on the whole t end ed to go s epa ra t e  

ways . Fo r bo th , the p ressure o f  work was co nt inuo us and apart f rom 

lunch a nd t ea b reaks l it tl e  t ime was found to fraternise or engage in 

j o int p l anning . In contras t ,  mos t  o f  the tutors no t only worked 

togeth e r , b ut found o ppor tuni t ies to share wo rrie s and concerns , 

develo p  work-based friendships and dis cuss ques tions tha t  rela t ed to 

their ro l e  as Communi ty Co l l e g e  (as dis t inct  from t e chnica l  ins t i tu t e) 

tutors . For exampl e  a part icul a r  task, ini t ia t ed by the Direc tor 

and d e l ega t ed for impl ementa t ion to  the Depa rtment Head was , how to 

inc lude a l ib eral-education component in vocationa l  educa t ion 

programmes . The meet ing of this requirement resul t ed in the develop­

men t ,  as  a by-produc t ,  of a numb er o f  int erest-based programmes . The 

mo st no tab l e  of the s e ,  init ia t e d  in th e mechanical -engineering uni t , 

wa s to mount a mo to r vehic l e  driver t raining programme . Enco uraged 

by the Department Head tut o rs b egan to envisage o ther c ourses such 

as f arm-weld ing and tuning o f  mo tor vehicles • Continuing­

Educ at ion was thus coming to b e  defined in t erms o f  vo ca tional 

o r ient a t ions - no doubt the r esul t o f  the ini t ia l  p rio r i ty giv en to 

Vo ca t io nal-Educa t io n .  

A s  this d evelopment o c curred , sub-gro up id en t i ficat ion and 

loya l ties emerged in varying degrees o f  explici tness and intens ity . 

This id ent ification and loyal ty was a ma t t er o f  concern to the Dir ecto r .  

He wanted the Voca tional-Education tutors to dev elop an ident ific ation 

with and a loyal ty to the Co l l ege as  a who le and no t j us t  to a par t  

o f  i t .  H e  d is cus s ed his concept ion o f  t h e  rol e  o f  a Communi ty Co l lege 

tu t o r  with the s t a f f  a t  informal gathe rings in the Ac t ivi ties Cent re . 

The Ac tiv i t ie s  Centre as a Common Meet ing Ground 

Peo p l e  from all levels within the o r ganisa t ion me t together on 

a regular basis in the Co l l ege ' s  Ac t ivity Cent re . In this set t ing 

a d is t inc t interaction pa t t ern emerged . Firs t ,  s ta f f  came to address 

eac h  o ther on f irst name t erms . Sta tus distinc t ions were igno r ed . 

In part icular the Direc tor and Head o f  D epartment took the ini t ia t ive 

to mix informa l ly wi th both the pro f ess ional tu to rial s t a f f  and 
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adminis t rative personnel , - t he s ec r et ar ies , cl erks and the caretaker . 

This intera c t io n ,  mainly during th e l unch hour and at  morning and 

a f t ernoon t ea b reaks provided oppor tunit ies to d is cuss wo rk and non­

wo rk rela ted mat t ers . They had r eady access to each o ther when s eeking 

advic e ,  consu l ta tion and d ec is ions . Second , the Act ivities C entre was 

the v enue fo r impromptu and informal s ta ff meet ings . At thes e meet ings 

the s ta f f  gained a fairly detai l ed knowledge o f  each o the r ' s  wo rk 

a c t iv i ties and the problems b eing encount ered . They discuss ed the 

af fairs of t he Col l eg e ,  were pr ivy to and o f t en par t ic ipa t ed in pol icy 

making . They thus gained a fairly d etailed knowl edge o f  each o the r ' s  

plans for and ideas abo ut the Coll ege and the thinking b ehind dec is ions . 

Fo r instance a l l  the sta f f  par t ic ipa t ed ac tively in the planning o f  the 

pub l i c  seminar to be hel d in April . Third , in this set t ing the staff 

appa r ently looked to f ind ways to "b lur the dis tinc t ion b etween depart­

mental b oundar ies . "  Fo r ins tance Voca tional-Educa t ion tutors discussed 

ways to conduc t communi ty educa t io n  courses . They were as s is t ed in 

this endeavour by the Direct o r . Rec ipro cally , the Direc to r ,  ac ting 

as  a Community-Educa t ion tuto r ,  part i c ipa t ed in a numb er o f  apprent ice 

t raining programmes . He made few exp l ic it a t t emp ts to  change staff  

at t i tudes t o  educat ion by exho rta t io n ,  and expres s ed the view tha t 

a t t emp ts t o  extingu ish o l d  a t t i tudes and inculcate new ones in this 

way s eldom wo rk ( Int ervi ew ,  Directo r ,  June , 19 7 5 ) . 

The conv ivial ity o f  the Act ivit ies Cent re s erved to reinfo rce the 

personal friendships ,  loyal t ies and generally coopera t ive relat ions 

tha t had formed in th e wo rk set tings . It also led to the Co lleg e  

s taff communicat ing wi th each o th er in a n  informal , impromp tu ra ther 

than in a formal way . This prac t ic e  was reinfo rced by the Direc tor . 

The Vocat ional-Educat ion Head shared the Director ' s  view on communic a t io n .  

His int erest ,  though , was mo re expl icitly i n  the direc tion o f  mainta in­

ing the morale of the tutors and estab l i shing a depar tment al ident ity . 

His a t t i tude was t ha t  

I don ' t  flow a l o t  o f  pap e r  around . I l ike t o  go and see 

the guys ev ery s econd day to s ee how things are go ing 

In the first year of opera tion I feel tha t  personal 

int erest i s  vital . • .  They ' ve go t t o  f eel they are 

impo rtant and they are ( Interview, Decemb er ,  1 9 7 5 ) . 

This a t t itude was genera l ly s een as appro priate and apprec ia t ed by 



the staf f .  One part icular comment summarises the general a t t i t ude : 

As well as having l" i t t l e  meetings vir tually everyday 

in the lunch hour et c . , he ' ll come down here and have 

l un ch with us , o r  mo rning t ea and we ' ll d is cuss 

po l icies , the way the place is go ing and d i f ferent 

ma t t ers tha t come up . ( In this way) we have a fair 

b i t  mor e  to do with ( th e  Head o f  D epartment )  than we 

do with ( the D irector ) .  We have a fair b i t  to do 

with h im all the t ime ( Interview, June , 1 9 7 5 ) . 
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W i th t his pat t ern in pl ac e ,  the work o f  t h e  Col l ege g o t  done no t 

so much through the management princip l es o f  autho ri ty ,  responsib il i t y  

and accountab il it y ,  as  embodied i n  a vert ical o rganisa tional hierarch y ,  

bu t through nego t ia t ions and cons ent . The resul t was that s t a f f  were 

ab l e  to get on wi th their respect ive ro l es and init iate new courses o f  

ac tion when the oppo r t unity aro se o r  the si tuation r equired i t . 

During "the panic o f  g e t t ing the Col l ege ready to o p en on t ime 

and s ta r t  cours es " ,  s t af f memb ers experienced frustra tion and anxiety . 

Somet imes conf l i ct and t ens ion resul t ed . Occ asional ly cri tic isms were 

made o f  the s t af f by outs iders . For inst anc e one tutor was c ri t i c i s ed 

by a l o ca l  high school Princ ipal when he discarded equipment that had 

b een dona t ed to the Coll ege . Ano ther was c ri t ic ised for '� ludging 

scrap metal s "  for use in prac tical cl ass es . In s uch cas es th e Direc t o r  

and Head o f  Depar tment def ended t h e  staf f f rom ext ernal c rit ic ism ,  

acce p t ed the b lame fo r oc cas ional s taf f errors and acknowledged the 

success o f  programmes by giving praise when it was due . Their ab i l ity 

and wi l lingness to do th is as s i s t ed in the management of tension and 

conf l ict s and in the es tab l ishment and maint enance of s ta f f  cohesion 

and mo ral e .  However , these outcomes were ini t ially the result o f  

a sha red organis at ional exper ience rather than a consciously planned 

at t empt a t  o rgani sat ional design and admini s t ra t ion . The effects o f  

this approach t o  des ign and adminis t ra tion o n  the development o f  th e 

Col l e g e  are to b e  discus s ed later in th e s t udy . 

In S t ructur e-Func tional terms , the o rganisa t ion b uilding activities 

tha t o c curred ini t ially resulted in : 

( i )  di fferent iat ion o f  th e Co l l ege from the env ironment 

by the enactment o f  membership rol es , 



( i i )  the del ineat ion o f  a n  ini t ial task-environment in 

t erms o f  mainly Voc ational-Educ a tion courses and 

a sma l l  numb er o f  Communi ty Education ones , 

( i i i )  t h e  consequent impl ementa t ion o f  ma tching 

Voc a t ional-Educa t io n  goals and a l imi t e d  range 

o f  Community-Educa t ion goal s , 

( iv)  the d ev elopment of s taff ident i t ies as Communi ty 

Co l l eg e  memb ers whe ther as Community Co l l ege 

tuto r s , clerks , o r  service p ersonnel, 

(v) the int egrat io n  o f  s taff into a wo rking unit as 

evidenced by cooperat ive wo rk r elat ionships , and 

the emergenc e  o f  l oyal t ies , friendships and 

a s en s e  of res p ec t  for each o t he r ' s  a t t itudes 

and d i s t inct ive contributions to the l if e  of 

the Col l ege . 
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The Co l l eg e  achieved opera t ional viab il ity mainly through i ts 

Vo cat ional-Education programme . I f  a mo re widespr ead pene tra tion o f  the 

College into the region was to o ccur then a subs tantial pub l i c  rela tions 

effo r t  was r equired . To th is end and co ncurrent wi th int erna l  develop­

ment s ,  the Director embarked on a pub l ic relat ions campa ign . Th is 

as pec t o f  o rganisatio n  b uil ding went o n  hand in hand wi th overa l l  

development . It preceded the arr ival o f  Communi ty-Educ ation tutors and 

pers isted throughout 1 9 7 5  and b eyond . The na ture and e f f ec t s  o f  pub l ic ­

r el a t ions wor k  compr ises the main top i c  f o r  discussion i n  the nex t 

Chap t er .  
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CHAPTER 7 - THE COMMUNITY COLLEGE PUBL IC RELATIONS CA}1PAIGN 

In S t ruc ture-Func t ion terms , Pub lic Relat ions is a func tion which 

b ears on the reso lu t ion of the ex t ernal l eg i t ima t ion asp ec t o f  

Adaptat io n .  In this s ense pub l ic r elatio ns entails the c rea t io n  and 

ena c tment o f  boundary-spanning rol es . Ind ivid uals taking these rol es 

represent the o rganis a t ion to the communi ty and per form the func t io n  o f  

a r t icula t ing the o r ganisation with ex t ernal groups . They thus c rea t e  

a n  image o f , and es tab l ish and d evelop a task-environment for , th e  

o rganisa t io n .  

T h e  purpo se o f  this Chapter i s  t o  document the Communi ty Co l l eg e  

Pub l i c  Rela t ions C ampa ign and t o  analyse i t  as an aspec t o f  Adaptat io n .  

Discussio n  will fo cus o n  the campaign ' s  o r igins , pro ces s  and ef f ec ts ,  

no tabl y  o n  the estab l ishment o f  a task-env ironment for the Col l ege 

and the consequent c r ea t ion o f  co urses , educ at ional ac t iv i t ies and 

programmes . 

Origins 

Events in the early days o f  the Community Co l l ege d ir ec t ly 

influenc ed bo th the nature and conduc t o f  th e pub l ic rela t ions campa ign . 

Spec if ical ly , the three local committees - the Hawke ' s  Bay Univ ers i ty 

Trust , the Po lytechnic Promo t io ns Commit t e e  and th e Jo int High 

Schoo l s  Board ' s  Commi t t ee were t rying to promo t e  educa t ional o r ganis ­

at ions that were somewhat excl usive . The s tudent and community 

in terest s to b e  s erved were both rather l imit ed . In contras t , the 

Community Coll ege as i t  came to b e  conc e ived by its ins t iga to rs wa s 

neither s e l ec t iv e  nor exclus ive .  Ra ther i t  should provide open access 

to cont inuing educa t io n .  To th is end the Feasib i l i ty S t udy served to 

do mor e  than provide a b lue-pr int for d eveloping the Communi ty Co l l ege . 

I t  wa s also int end ed to serve ac co rd ing t o  the Directo r-General o f  

Educa t ion ( Interv iew , Apr il , 19 7 5 ) , two o ther purpo ses namely : 

( i )  t o  c rea t e  public awareness o f  the government ' s  

dec is ion to provide the Hawke ' s  Bay with 

a Community Col l ege , and 

( ii )  expla in how , the Communi ty Co l l ege diffe rent in name , 

purpo se and func t ion from a university o r  t echnical 

ins t i tu t e ,  might be suppo r t ed and used by peo p l e  



f rom a l l  walks o f  l ife to me e t  their co nt inuing 

education needs . 
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The Educat ion Department hoped i n  t his way t o  overcome the images 

and concepts of t er t iary educat ion t hat ea rl ier l o c al campaigns had 

promo t ed .  Fo r ins tance , the D epartment want ed peo p l e  typical ly excluded 

f rom tertiary education o r ganisat ions to s ee the Community Col l ege as 

( i )  a plac e in which they could f eel comfo r table and 

at eas e ,  or , 

( ii)  as b eing ab l e  to provide for their educa t ional needs 

in the community . 

The Department ho ped that the Coll ege would appeal t o  and b e  used 

by the Mao r i , people f rom lower soc io-economic backgrounds ,  dis affec t ed 

you t h  who had acquired an aversion to education , married women and 

count ry peo pl e .  

The Fea s ib il ity S tudy had no do ub t ,  s t imulat ed local inter es t in 

th e Community Coll ege in that dire c t io n .  Howeve r ,  the Counc il and the 

D irec to r  were s c ept ical tha t  the S t udy had crea t ed widesprea d  pub l ic 

awareness o f  and suppo rt fo r the Co l lege . Fo r ins tanc e the S t udy 

tho ugh repo r ted in the news media , was given only l imit ed c overage . 

Unders tandab ly then , the Fea s ib il i ty S tudy fa iled to s t imulate pub l ic 

int eres t in the Community Col l ege . Two later surveys (Taylo r ,  1 9 7 5  
* 

and 1 9 7 6 )  subs tantia t ed the Counc il ' s  and the Directo r ' s  ini tial 

d ia gnos is o f  the state of pub l ic knowl edge and awareness . The first 

survey d isc los ed tha t some people were to tal ly unaware o f  the Col l eg e ' s  

exis t en ce . Inc luded among them were p eople who l ived in Tarada l e  

qui t e  c lo s e  to the Col l ege . The second survey found tha t t h e  maj o rity 

of r espondents (over 1 200 in number)  v i ewed the Community Col l ege 

primarily as  a "vo cat ional t raining c entre" .  Also bec aus e they 

sub scribed to the t raditional id ea tha t  educ a t io n  and training 

terminated with the award o f  a qua l if ica t io n ,  they t ended no t to s ee 

either t ra ining o r  educa t ion as cont inuous , l if e-long pro c es s es . 

* 
Taylo r ,  J .  Perc ept ions o f  the H . B . C . C .  - H . B . C . C .  Res ea rch Projec t .  

Int erim Repo rt No . 2 . , 1 9 7 5 ,  and Po t ential Cl ients ' Views of the 
H . B . C . C .  - H . B . C . C . Res earch Projec t .  Int erim Repo rt No . 3 .  1 9 76 . 
Mas s ey Univers ity . 
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The l o cation o f  the s i t e  and the buildings provided o n  i t  were 

unl ikely to count erac t such impres sions and a t t i tudes he ld by l o cal 

peo pl e .  The Co l l ege was c ent rally loca ted in the district b e tween the 

two main c it ies , but  was at  the same t ime s et apart from the communit ies 

which the ins tigators o f  the Co l l ege int end ed i t  to serve . Fur thermo r e  

some Counc illors expressed t h e  view, tha t  t h e  Community Col l ege 

buildings thems elves were "o f f  put t ing to po t ential s tudents . "  Tha t  

is t o  say as one Counc il lo r put i t ,  there was a dis t inct pos s ib il i ty 

tha t  the very isola t io n  and the educatio na l  cathed ral aspect migh t , 

contrary to int ent ions , "convey an image o f  the Community Co l l eg e  as  

a mid d l e  c l ass ins t itu t ion . "  

The Campa ign Proper 

D ur ing 1 9 74  the Community Col l ege Co unc il ( fo llowing the adv i c e  

of t he O fficer fo r Cont inuing Educa tion) u s e d  the media to keep p eo p l e  

in to uch with Community developments . Intermit t ent press and radio 

sta t ement s  were made tha t :  

( i )  reminded peo pl e that a Communi t y  Coll ege ra ther than 

a t echnical ins t i tute was being provided at Taradale , 

( i i) provided repo rts o f  progress , and somet imes the lack 

of it , with the b uild ing programme and staff appo intments , 

and , 

( ii i )  ind icat ed t h e  kind o f  t ertiary-edu ca t io n  oppor tunit ies 

to be o f f ered by the Col l ege . 

At this stag e ,  b efore the Co llege o p ened , the Counc il mainly 

kept a l ow pro f i l e  and d id no t pursue a par t icularly vigorous pub l ic 

r el a t io ns campa ign fo r three main reasons . Firs t ,  the Counc illo rs 

had no t yet de fined in spec ific terms the Co l l ege ' s  purpo s e  and role  

t o  the extent tha t  they could s peak with confidence o f  them in t h e  

communi t y .  Second , they saw t h e  ar t icul a t ion o f  purpos e  and ro l e  as  

primar ily the prero gat ive and the respons ib il ity o f  the Direc to r .  

Thi rd , over and above these cons iderat ions , the Co unc il was preo c cupied 

in its meet ing s with the bus ine ss o f  the building pro gramme , s i t e  

d evelopment and s t a f f  recru i tment . They had l i ttle  t ime for pub l ic 

rela t ions work.  
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With the appo intment o f  t he Direc to r  however , the pub l ic rela t ions 

aspec t came mo r e  into prominence . Jus t  a f t er he had accepted the chie f 

execut ive po s i t ion and whi l e  s till in the Hawke ' s  Bay, the newly 

appo in ted D irec tor issued his first press statement about the C o l l ege 

at that t ime : 

The two mo s t  impo r tant themes in the development of the 

Community Co l l ege should be communi ty invo lvement and t h e  

idea tha t educa tion i s  a l ife-long pro c es s  • • •  W e  should 

have peopl e who are s t il l  at schoo l ,  in mid-career and 

ret ired to break down the idea that education is only s tudy 

in a classro om ,  rewarded with a c e r t if ic a t e . I want to 

push out into the Community , no t s u ck everyone into a set  

o f  build ings • .  t his is  particularly important with groups 

such as Mao r is and Po lynesians • • •  Many of the drop outs 

from educa t ion left  b ec ause they coul d no t get on within 

a fo rmal s t ructure . The last thing I want is to impo s e  yet 

ano ther s t ruc ture on them • .  ( therefo re) the qual ity we 

wi l l  be looking for in the Community Col l ege s t aff is 

f lexib i l i t y  • • •  We do no t want peo p l e  who are in rut s , and 

who think o f  their own part icular subj ect  as a l i t t l e  

isolat ed pocket . We need people who can see relevancy to 

o ther things in the i r  sub j ec t  (Hawke ' s  Bay Daily 

Telegr aph , Augus t 3 0 th , 1 9 7 4 ) . 

Like t he Counc il members b efore him , the Director had mad e  a po int 

of r ead ing the Feasib il ity S tudy . Furthermo r e , he was int ima tely 

famil iar with Labour Pa r ty Pol icy o n  Ter t iary Education and had s tudied 

ar t ic les on Cont inuing-Educa tion and Community Col leges wri t t en by the 

Direc to r-General of Educa t io n  and the O f ficer for Cont inuing Educ at io n .  

The Augus t 1 9 7 4  pres s s t a t ement refl ect ing a s  i t  d id the Directo r ' s  

agreement with Education Department views , a l so provided an indica t io n  

o f  the goals he subscrib ed to and the qua l i ties h e  expec t ed a Community 

Co l l ege sta f f  to pos sess . 

During th e period f rom Augus t 1 9 74 · to January 19 75  very l it t l e  el s e  

wa s done i n  the way o f  specific Pub l ic Rel a t ions work . However , the 

Co uncil expec t ed tha t ,  upon his arrival , the Direc tor would promo t e  

a pub l ic ima ge o f  the Community Co ll ege along the lines o f  the Augus t 

19 7 4  pr ess releas e .  While the Co l l ege was s t i l l  in its infancy the 
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Direc tor should , they considered , o rches t ra t e  and conduc t a publ ic 

relat ions c ampa ign . The Director was in agreement . However the 

Co ll ege s ta f f  fo r their part were fully engaged at this t ime in s e t t ing 

up the Co l l eg e  and in t eaching courses . They were no t expec t ed to play 

more than a suppo rt ing public  rela t ions rol e .  

During Decemb er and January , 1 9 7 5  the D irector became the chie f 

spokesman for and pro tagonist o f  the Community Coll ege . The Pub l ic 

Relat ions Campaign he developed was conduc t ed through the use o f  the 

na tio nal pres s ,  the l o cal med ia and by wo rd of mouth at meet ings around 

the d is t r ic t . In January , 1 9 7 5  two s ta t ement s  appeared in the local 

press but  it was a L i s t ener artic l e  tha t gave the College na tional 

coverage for the first t ime . That ar t ic l e  ent i t l ed '�each ing Unl imi t ed 11 

(McC racken , March , 1 9 7 5 )  repo rted an int e rview with the Direc t o r  in 

which he gave his mo s t  d efinit ive view to da t e  o f  the nat ure and ro l e  

o f  the Community Co ll ege in the Hawke ' s  Bay . 

The L is t ener int e rview highl igh t ed the D irec to r 's  int ention to 

"giv e  to the Connnunit y  Co llege a shape and a purpose . "  He was po rt rayed 

a s  an intel l ectual , an innova to r and a champion of the educat ional 

underdo g .  The Direc t o r  was repo r t ed as s eeing his j ob as "a  b i t  s ca ry" ; 

b ecause "at t i tudes o n  how the Community Co l l ege migh t d evelop wer e no t 

t ied down . " The government had given no d e f init e d irec t io n  fo r d evelop­

ment and there was no pro spectus fo r th e Co l l eg e . Within this contex t  o f  

uncer tainty t he Direc tor emphasis ed three maj o r  po ints tha t were c entral 

to his concept of the Community Co llege and its rol e .  The s e  are given 

in p r ecis form b elow : 

( i )  The Co l l ege was t o  b e  a n  o pen doo r  o rganis ation 

wi th,  at l east in princ ipl e ,  no l imit on what i t  

could do . 

( ii)  The ro l e  of  the Co l l eg e  s ta f f  was to ident ify and 

understand communi ty educa tion wants and needs and 

to s t imula t e ,  and mob il i s e  int erest in and then 

conduct and coordina t e  a ppropria t e  educat ional 

a c t ivities . 

( ii i )  The peopl e i n  the community sho uld come to s e e  

t h e  Community Co l l ege a s  their plac e .  



''Teaching Unl imited " ou tl ined an agenda fo r future development .  

Fo llowing its  pub l icat ion there was a sma l l  numb er o f  reques ts fo r 

courses . In the l ight o f  th e init ial small numb e r  o f  reques t s  a much 

mo re s ys temat ic pub l ic rela t ions campaign was s een to b e  requ ired to 

s t imula t e  a pos i t iv e ,  wide-spread and sus tained pub l ic respons e to the 

Co l l ege . A pub l ic ' happening ' was to cons titute the f irst  s tep . 

S eminar ' 7 5 
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T h e  D irec to r o rganised a pub l i c  seminar to enab le memb ers o f  the 

community to par t i c ipa t e  in the planning proces s  t o  help crea t e  

o ppo rtunit ies to d evelop courses with cont ents and s tyles o f  pres ent a t io n  

which grow o u t  o f  t h e  special needs o f  th e communi ty ( Counc i l  Chairman,  

in S eminar ' 7 5 ,  1 9 75) . This meet ing , given the name S eminar ' 7 5 ,  was 

the Co unc il and the Directo r ' s  way o f  d emo nstrating the s eriousness o f  

their in tentio ns t o  meet community educat ion needs . 

The D irec to r ' s  aim was to canvass the widest possib l e  range o f  

educat iona l  needs . In addit ion the Co unc i l  wanted the Seminar to b e  

seen i n  the community as the "uno f f ic ial o pening " o f  the Co l l ege . In 

o rd er to highl ight the impo r tance they a t t ached to it , the Counc il 

inv i t ed to the Seminar the Minis t er of Educat ion , s enio r Educatio n  

Department o ff ic ials and prominent Hawke ' s  Bay peo ple . 

The S eminar was held at  the Community Co llege on Sa turday the 

19th April , 1 9 7 5 . There were two sessions - mo rning and af t ernoo n .  

In the morning s es s ion there were speeches by the Counc il Chairman, 

the Minis t er of Educatio n  and the D irecto r . The a f t ernoon s es s io n  

compr ised wo rks ho ps and a p l enary . Each s ession is dis cussed i n  tur n  

b elow i n  l ight o f  the Adapta t ion funct ion . 

The Mo rn ing Sess ion 

Each o f  the three speeches in the morning s ess ion served a d if f erent 

but related purpo s e .  The Cha irman o p ened the seminar and ind ic a t ed its 

main aim . The Minister made declara t io ns o f  suppo r t  fo r ,  and co nf idenc e 

in the Co l l ege as a new and significant educa t iona l  ent erprise .  He 

also explic itly recognised the work o f  community o rganisa t ions and the 

Counc il and staff in making the Col l ege o p erat io nal . He reit era t ed 

pub l ic l y  the Community Co ll ege ' s  miss ion o f  Cont inu ing Education and 



rea f f irmed the Counc il ' s  mandat e to develop the Coll ege in ways that 

refl ected regio nal-communi ty b ased needs . In the Minis t er ' s  j udgement 

the Hawke ' s  Bay Community Co l l eg e  shoul d 

dev el o p  its own unique cha rac t eristic s , its  own format 

and its own rang e o f  studies ; ( fea tures tha t )  probably 

(wo u ld ) no t b e  dupl i ca t ed anywhere else  in New Zeal and 

(Amo s ,  1 9 7 5 ,  p . 5 ) .  

The Director articula t ed the mis s ion o f  the Co l l eg e  in b o th general 
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and spe c i f i c  t erms and with the rhetoric o f  uplift  and idealism . His 

opening address was an impor tant s t ep to c rea t e  and promo t e  in the 

commun i t y  an open-doo r  image for t he Col l ege . He expla ined and as s er t ed 

the ident ity o f  this o r ganisat ion as a Communi ty Co llege - ano the r 

aspec t o f  image crea t io n .  His comments were also int ended to reinfo rce 

harmonious relations and esprit  d e  corps within the Col l eg e .  The 

Direct o r  expl ic itly recognised the signif icance of the t rade t raining 

programmes al ready o pera t ing in the Co l l ege . Th e addr ess also focus s ed 

on Continu ing Educa tion and community invo lvement and the assoc iat ed 

no t ions o f  two way communication, communi ty needs , evolut ionary 

devel o pment and service to the communi ty (Harre , 1 9 7 5) . 

The Af t ernoon Ses s ion 

In the a f ternoon ses s io n ,  fourteen wo rks hop groups were formed . 

The Direc tor asked ea ch group t o  produc e a pos it ion paper and make 

recommenda tions tha t could , wi thin the general framewo rk outl ined by 

the Minis t er and Director , become an integra l par t  o f  an overa l l  

Communi ty Co ll ege D evelopment Plan . Co l l ec t ively the fourt een wo rkshops 

recommended tha t t he Co l l ege mount pro grammes and cours es and arrange 

educat iona l  ac t iv i t ies tha t included the fo l l owing : 

Ar t and Cra f t  

Communic at ion and Crea tive writ ing 

The Community and its  Wel fare 

Danc e and D rama 

Environmenta l S tud ies 

Heal th S c ienc e 

Indus try ,  Bus ines s and Commerce 

Mao r i  Need s 

Mus ic 



Pre-School Children , Parents and the Home 

Rec rea tion and Spo rt 

Rural and Agricult ural Needs 

Women ' s  Needs 

Themes and S tyl es in Community Educa t io n  
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Acc o rd ing to tutors who were int erv iewed a f t er the S eminar , the 

D irecto r -Gen eral o f  Educa t ion,  the O f f ic er for Continuing Educa t io n  and 

t h e  Co l l eg e  D ir ec to r  l i s t ened to what o thers had to say and ma de 

contribut ions of their own . Spec i f ic al ly , the O f ficer for Cont inuing 

Educat io n  d r ew a t t ention to the Co l l ege ' s  emerging image as a place t o  

which peopl e must come . H e  expres sed t h e  departmental o pinion tha t t he 

Co l l eg e  sho ul d  b e  v iewed as a concept tha t  is no t rigidly t ied to the 

traditi ona l concept of a t ertiary educat ion o rganisa tio n .  The Direct o r  

d eclared h i s  hand by comment ing tha t  t h e  Col l ege might c a t e r  for the 

educat ional needs o f  schools ' and soc ieti ' s  drop-outs . That is 

tho s e  memb ers o f  soc i ety for whom th e exist ing fo rmal 

educat ion sys t em had not b een r el evant . They were 

probably very nega t iv ely orient ed towards anything 

tha t  smacked o f  fo rmal educa tion ; but nonetheless 

should be s een as a possib l e  c l ient gro up (Directo r ,  

in S emina r ' 75 repor t ) . 

The D irec tor-General comment ed o n  the innovative rol e o f  the Co l l eg e  

and i t s  capabi l ity with a staff o f  four Community Educa t io n  tutors to b e  

r ec ept ive t o  and ini t ia t e  new types o f  educat ional programmes . For 

ins tanc e ,  he  r esponded pos it ively to the idea of the mo to r veh ic l e  

d r iver training programme moo ted f o r  t h e  f irs t t ime a t  t h e  Seminar . 

The D irector had ho ped that the S eminar would a t t ra c t  a repres enta t ive 

c ross s ec t io n  of Hawke ' s  Bay peopl e .  A survey undertaken a t  the t ime 

however had this to say : 

( i )  The par t ic ipants a t  S emina r ' 75 were no t ful ly 

r epresenta t ive of the community as  a whole,  b e ing 

a typical in t e rms o f  socia l  s ta tus , o c cupat ion and 

in their rec rea tional and cul tural interests . 

( ii )  Par t ic ipant s '  a t t itudes seemed largely altru i s t i c  -

they were t here princ ipal ly to b ene f i t  o thers rather 

than thems elves . 



( ii i )  I f  the influence o f  tho s e  pres ent at S eminar ' 7 5 

was t o  b e  f el t  in the po l icy making o f  the Col l eg e ,  

then part icular no t e  should b e  taken o f  those who 

were no t there . No t ab l e  amongs t tho s e  mis sing 

were the under 20 year o lds , the elderl y ,  the rural 

and t ho s e  from the lowes t s o c io -economic group . 

There was also an under-repr esenta t ion o f  sport ing 

int ere s t s  ITaylor and Adams , 1 9 75 ) . 

The Director had for eshadowed such conclus io ns in his address to 

t h e  Seminar . In i t  he pub l ic l y  acknowled ged tha t ,  

I t  is unfo rtunat e ,  b u t  p robably inevitab l e ,  that o n  

occasio ns such a s  t his the group we' draw to gether i s  

res t rict ed to the mo s t  a rt icula t e  memb ers o f  t h e  

community • • •  The Col l eg e  mus t g o  further than th is 

seminar i f  ( it is) t o  s erve thos e  who are either 

no t ab l e  to c l early exp r ess their needs o r  p erhaps 

do no t ful ly realise wha t  their n eeds are . • •  It is 

our task to serve such individual s in ways tha t are 

rel evant t o  their interests ( Harr e ' ,  19 75 , p . 7 -8 ) . 
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Even a t  the S eminar itself a numb er o f  Maoris in a t t endanc e delib erat ely 

ref ra ined from expressing th eir int eres t s  and concerns 

Counci l  Memb er , April , 19 7 5 ) . 

( Int erview ,  

As the Director sub sequently commented ( Interview, June , 1 9 75) , 

there was as much to b e  l earned f rom tho s e  who were either silent o r  

ab s ent a s  there was from tho s e  who were pr esent and spoke out . The 

wan t s  and needs o f  silen t  and abs ent groups should , as he and o thers saw 

it , f ind express ion and sat is factidn thro ugh par t i c ipat ion with the 

Co l l ege . 

The S eminar then was b u t  a f irst  s t ep in the direc tion o f  getting 

a wide cross-s ec t ion of the popula t ion t o  use the Co lleg e .  Mo re was to 

o ccur . 

The Fo llow-up to Seminar ' 7 5 

The Seminar was a b eginning point for further pub l ic relat ions 

ac t iv ity . A f t er it the D ir ector  spent a cons iderable amoun t o f  t ime 
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both during the day and i n  the evenings , address ing meet ings thro ughout 

the Hawke ' s  Bay . In order t o  cop e  with this wo rk and carry it out 

effectively , h e  ado p t ed a par t icular s t ra t egy which invo lved taking 

the key concepts of the S em inar ' 7 5 address and using them as main 

po int s  to emphasis e in his meetings . By operat ing in this way the 

D ir ec to r was ab le to talk ful l y  and inc is ively ab out the Community 

Col l ege . The fol lowing ext ra c t  o u t l ines the s t ra t egy he ado p ted when 

speaking o u t s ide the Co l l ege : 

I b egin by del ineat ing the bas ic id ea o f  cont inuing educa t ion 

and the evolut io na ry idea . Tha t gives a reason for b eing 

there and b rings the audience in s t raigh t  away . By intro­

ducing the idea of an evolut ionary ins t i t u t ion,  then the 

ques t ion is in wha t  context are we evolving . The answer 

is , in the context that , they are the communit y .  So they 

are immediately then part of the who l e  situa t ion righ t 

from the b eginning . Then I d ivide up and discuss the 

two s ides - the vo cational s ide and the community 

educat ion side . B r eaking down the vo ca t ional side to 

these various ca t ego ries : a l l -pro f essional or t rade 

courses ; sub-pro f ess ional co urs es ;  topp ing up cou rses 

and then new types of  d evel o pments , the drivers ' one 

fo r exampl e ,  and then merge into the ones that ar e 

sort o f  vocationa l  b ut no t p ro f es s ional ; in a sens e 

the l eadership courses , youth l eadership tra ining 

courses and so on . They merge over into communi ty 

educat io n . By do ing that I t ry and c reat a situa t io n  

where they ' re no t seeing t h e  two s id es a s  rigidly 

divid ed .  Then I divide community educa t io n  into the 

general community o r ientat ed cour ses and the crea t iv e  

cour s es and then sub-divide each of th es e into the 

long courses which wi ll b e  e s t ab l ished as r egula r ,  and 

sho r t  spontaneous courses - a l l  the t ime t rying to 

b r ing in the bas i c  idea o f  f l exib il i ty ,  d i f ferent 

types o f  modul es and so on ( Interview,  Directo r ,  

July , 1 9 7 5 ) . 
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As part of his pub l i c-relat ions strategy the Director t ended t o  

respond t o  reques t s  rath er than to ini t ia t e  courses o f  ac t io n .  In this 

way he ho ped to avo id al ienating people by imput ing need s to them . 

He wan t ed especial l y  to avo id making j ud gements that might unwitt ingly 

denigra te a perso n by implying a def icit and therefore inf eriority . 

Accord ing to the D ir ecto r ,  b o th he and the s taff mus t no t patronis e 

po ten t ial cl ient s . 

The involvement o f  the D irecto r  with community groups in the s e  ways 

had two main int ernal consequences . Firs t ,  the D irector had to channel 

resou rces into s e t t ing up and running o ne-o f f  and short-t erm cour s es . 

This had to b e  do ne ini t ially in a fl exib l e  way , in order to l eave room 

. to red eploy �eso urc es for the new cours es . If the Community Col l ege was 

to ho nour the promise (made at S eminar ' 7 5 and els ewher e) , to meet 

expressed wants and needs , then some ir reversib l e  commi tments had to 

be mad e .  These irrevers ibl e  commi tments were made through the appoint­

men t of s taff , th e empl oyment of part-t ime tutors to run sho r t  dura t io n  

cou rs es enabling t h e  Co l l ege t o :  ( i )  honour i t s  promi ses t o  mount cours es , 

( ii )  retain programme fl exib il ity and ( i i i )  fo res tall the appo intment 

o f  full-time s t a f f  unt il a f t er S eminar ' 75 .  The second consequenc e was 

that the Col l ege s t af f  had to exerc is e r es t rain t  in the ini tia t io n  and 

set t ing up of co urses . They mus t ,  as the Director commen ted ( In terview,  

July , 1 9 7 5 ) t i t i l l a t e  the educ a t io nal pala t e  o f  po t ential Community 

Co l lege cus tomers by c rea ting a congenial and appeal ing image o f  the 

Community Co lleg e .  

The fac t tha t over two thousand p eo pl e ,  comprising five hundred 

invo l ved in fo rmal voca tio nal programmes and ano ther one thousand and 

five hund red who have undert aken some so r t  of ac t ivity in the Co l l ege 

ei ther through enro lment and a t t endanc e a t  a cours e ,  or a t tendanc e a t  

a s emina r or a g eneral meeting that the C o l lege has b een invo lved in 

spo nso r ing ( Intentiew , D irec to r ,  -O c tob e r ,  19 7 5 ) , is partial evidence 

o f  the effec t ivenes s  of the Director ' s  pub l ic relatio ns campaign . 

In Structure- Func tion terms , the Co l lege ' s  Public Relat ions 

Campa ign s erved to expand the o rganisa tion ' s  task environment . This 

expans ion o f  the task-env ironment and the fo rmula t ion of new goa l s  

provided bo th real and symbolic evid ence o f  the effort  b eing made by 

the Col lege Counc il and the staff to  d evelop the Community Co l le g e  as 

a new-type of educat ional o rganisa tion and to give to it an ident i ty 

and character d if f erent from that o f  t echnical ins t i tut e .  
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CHAPTER 8 - THE REDIRECTION OF D EV ELOPMENT 

The singl e mo s t  exc iting el ement in the Community Co l l ege 

movement is ( i t s )  open-ended charac t er ,  the fac t  tha t  

there i s  no b l u e  p r int describ ing precisely,  and in 

detail , wha t any pa rt icular Community Col l ege shoul d  

b e  • • .  It i s  an ins titution which i s  d es igned to evo lve 

in r ea c t ion and adaptation to the community 

(Therefore) it i s  very important that as an ins t itut ion 

we c reat e  a relaxed and open ima ge .  (However ) a relaxed 

and o p en ins t itut ion is no t n ec essarily o ne without 

dir ec t ion ( Har re, Seminar ' 7 5 ,  D ir ec to r ' s  Address ) .  
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The Community C o l l ege had b een formed t o  accomplish a mis s io n  o f  

cont inuing educa t io n .  Yet th ere was a c ertain vaguenes s  inherent in 

the cont inuing educ a t io n  concept that precluded the Direc t o r  from us ing 

it to formulate spec i f i c  goals and a definite  direc t ion fo r dev el o pment . 

Acco rd ing to the O f f ic er fo r Continu ing Educa t io n ,  a prime task for 

the Col l ege was the s e t t ing of r eal ist ic obj ec t ives for i ts el f, which 

recognised the sco p e  and the l imits of what it co uld do and where its  

prio ri t ie s  lay within a very wide ranging s et o f  po t ential dev elopments 

( Prec is , Educa t ion Department do cument on Aims and Obj ec t ives , April , 

197 5 ) . Init ia lly t h e  dominant developmental t rend was to meet the 

man-power t raining needs o f  commerce and industry . As t h e  Director 

comment ed ,  the fac t that the Co l l ege was 

founded on the basis o f  a s eries o f  t rade-training 

courses • . .  (was ) of great value in ensuring tha t 

our feet are kep t firmly o n  the ground as  we devel o p  

a c o l l ege (Ha rr e ,  19 7 5 ) . 

S eminar ' 75 ,  however , provided a diff erent set o f  direct ions that 

sub sequent development might take . Th eir import was tha t an a t t empt 

should b e  made to redress the ini t ial imba lance between vocat ional 

educa t ion and non-vocational educa t ion . Fol l owing Semina r ' 7 5 ,  the 

Council and Director  took def init e  s t eps t o  r ecru i t  and appo int 

personnel who , by r es ponding to a diverse range of need s and imp l ement­

ing a b road spect rum of goal s ,  could develop the Community Co l lege in 

this s econd way . Acco rdingl y ,  the recrui tment and appo intment o f  

personnel in the pos t -opera tional s tage i s  the main topic for discussion 



in Chapt er eight . In th eo r e t ic al terms , the ma in theme is aga in 

Adapt atio n .  But unl j ke Chapt er s even , the emphas is here is o n  the 

procuremen t and al locative aspect of the Adaptation prob l em .  

The Selec t ion o f  Community Educatio n  Tut o rs 
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Even though a decision had b een t ak en b y  the D irec tor and Council 

no t to proc eed with the appo intment of Community Educatio n  tutors 
'
unt il 

a f t er Seminar ' 7 5 ,  a Communi ty-Educa t io n  Advisory Commi t t ee was s e t  

up by the Council j us t  p r ior t o  the Seminar to cons ider a pol ic y  frame­

work within which appo intments mi ght b e  made . I t  compr is ed four 

Counc il members ( three represent ing community and cultural groups and 

t h e  o ne t rades-counc il ) and the Direc t o r . (Hawke ' s  Bay Community 

C o l l ege Co unc i l  mee ting , Minutes , Ma r ch 24 th , 1 9 7 5 ) . Th is Commi t t e e  

had l ittle dif f ic ul ty i n  adopting t h e  v i ew that i t  was 

essential to the concep t o f  a Community Col l ege tha t 

i ts non-voc a t ional t eaching respons ib i l i t ie s  and 

community serv ices b e  promo ted as v igo rously as its 

vocat iona l  ( Renwick, 1 9 73 ,  p . 1 7 ) . 

As a first s t ep towards the appointment o f  ful l-t ime Community 

Educa t ion tutors , the Direc tor articul a t ed what he call ed a "needs 

paradigm" which includ ed the educat iona l  needs of the Mao ri , of women , 

o f  rural peo p l e  and o f  d rop-outs . The D irector was then abl e  t o  

spec ify criter ia for the selec t ion o f  Community Educatio n  tutors ; 

a s p ecificatio n  though that was somewhat in violat ion o f  the non­

pat ro nis ing image that he conveyed a t  S emina r ' 7 5 .  In the f ir s t  

instance and , 

In prac t ic al terms , th e chances o f  making e f f ective 

conta c t  with the Mao ri people a r e  pretty s l im if you 

don ' t a c t ua l ly have a Maori on the staff . The fac t 

tha t we appo int a Mao r i  is also symb o l ic evidence 

of our des ire to recognise ethni c mino ri t ies as pa rt 

o f  the sys t em .  The pract ical (issue)  is l ess 

signi ficant in t erms of women ' s  needs . The symbolic  

issue is p erhaps mo re important g iven th e s tate of  

play . • .  in terms of  women ' s  organisat ions . Our 

credib i l i t y  as a Co l l ege , claiming to s erve the 

needs o f  women as a majo r objec t iv e  wo uld b e  very 

much l ess if we went through the ro und o f  first 



appo intment s wi thout a woman o n  the s ta f f . No t at 

al l costs , and we agreed upon this in Council . 

A s t ro ng case was pu t for a c erta in rep r es entation 

of mino rity groups on the s t a f f , but only in the 

context of having a good app l i cant ( Int erview ,  

Direc t o r ,  June , 1 9 7 5 ) . 
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This extract d emo ns t rates the inf luence o f  the Dir ec to r ,  ac t ing a s  

o rganisa tional leader , to c rea t e  b asic po l icy and es tab l ish a pro c edur e  

for i t s  implementatio n .  It  is wo rth no t ing , however , that whi l e  p o l icy 

was s ta ted in the language o f  "ob j ec t ives " ,  the organi sa tional goals 

from wh ich these obj e c t ives were derived remained unstat ed . The 

quest ion o f  why thes e needs should be purs ued rather than s ome o ther was 

avo ided an indic a t io n  o f  the s tate o f  amb iguity that exi s t ed with 

respect to the o rgani s at io n ' s  mis s ion at  this t ime . 

The recruitment and s el ec t io n  s t rat egy reflected no t j us t  the 

Community Educatio n  Commi t tee ' s  and the Directo r ' s  asses sment o f  

staffing r equirement s . I t  als o  refl ec ted the f indings o f  the Feasib i l i ty 

Study in a t  l east two ways : -

( i )  The f indings o f  the Fea s ibil ity S tudy gave f irm 

i ndicat io ns o f  the t eaching expert i s e  that was 

r equired b y  ident ifying specific cat ego ries o f  

non-voca t iona l ,  community-educ a t io n  needs . 

( i i )  However , b y  omi t t ing to  ident i fy t h e  value 

assumpt io ns upon whi ch such needs res t ed ,  the 

s tudy a l so omi t t ed to ar t iculat e  the rationale 

for select ing spe cific organisa t io nal goals 

and the o rder in which to impl ement them .  

The Feasibility S tudy ' s  recommenda t io ns were us ed in conj unct ion 

with the Directo r ' s  "needs paradigm" as  the basis from whi ch to r ec ru i t  

and s el ec t staff . I n  p ar t ic ular , Community Educat ion tutors were 

sel ec t ed to organi se and conduct cours es and programmes in the 

fol lowing areas : 

Ar t and Craft 

Env ironmental S tudies 

Music 



Child-Development and Pr e-Scho ol Educat ion 

Human-Rela tions 

L iteracy , L anguage and L i tera ture , and , 

Engl ish and C reat ive Wri t ing , 
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The selec t io n  process i ts el f  had two main f ea tures b o th r el a t ing 

to the ac tivity o f  the sel e c t io n  commit t ee .  In its  modus operand i it : 

( i )  favoured appl icants who pos s es sed mul t ip l e  

talents and could the refo re perform mul t ipl e 

funct ions , and th en , 

( i i )  used a s imple process o f  el imina tion to appo int 

individuals to spec i f ic pos i t io ns . 

What happened in fac t  has b een describ ed by the D irec tor 

( Int erview,  June , 19 7 5 ) . The firs t appl icant int ervi ewed had 

( i )  d emons t rab l e a dministra t iv e  ab i l i t y ,  and , ( ii )  s trengths in two 

t eaching areas . He was appo inted . The next s t ep was then to 

look at ano ther cat ego ry . Yo u might start o ff 

with Mao r i  educa tional needs • . •  and then s e e  who 

there is • • .  and find ing tha t o ne o f  the Mao r i  

appl icants i s  clearly t h e  b es t  perso n  also i n  

such and s uch t eaching a reas • • •  we appo int ed him 

wi thou t a s econd decis io n  having to b e  made . The re 

were some areas that had to b e  covered e . g .  pre-

schoo l  educa tion tha t put cons id erab le pres sure 

o n  the po s it ions relat ed to pre-s choo l  and human­

rela tio ns b eing a woman - as none o f  the o t he r  

positions had b een fil l e d  by women - I couldn ' t  

have s een our firs t round o f . appo intments in 

the area o f  Community Educat ion f inishing up 

wi th either no Mao r i , o r  no woman ( Interview , 

D irec tor ,  June , 1 9 7 5 ) . 

By mid June o f  19 7 5  four Communi ty Educa t ion appo intmen ts had b een 

mad e :  in Engl i sh and Crea t ive writ ing , Mus ic , Ar t and Cra f t  - a Mao ri , 

and in Human Rel a t ions and Parent Educa tion . Even so , addit ional 

s ta ff were also appointed in spec i f ic Vo cat ional Education areas . 
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I n  pa rtic ular two appo intments were made in the fields o f  Financial 

Management ,  Commerc ial Law,  Office Management and Secretarial training . 

The appo intment o f  s ta f f  confronted the Counc il and mo re par t i cularly 

the Direc t o r  with a d il emma who s e  r esolut ion was to have s igni f icant 

c ons equenc es for the dev elopment of cooperat ion and harmonious r elat �ons 

within the staff  la t er o n .  

The S taf f ing Dilemma 

Ini t ially s t a f f  wer e  appo int ed at the tutor 1 and 2 l evel s , with 

no appo intments made a t  the senio r t utor 3 l evel . In the selection o f  

new tuto r s , for b o th o f  th e Col lege ' s  departments the Direc tor was 

confronted by the d i l emma of whether to cont inue with the existing 

pol icy o f  appo int ing new s taff at  the t uto r 1 and 2 l evels or , change 

exis ting pol icy and recruit at  the tuto r 2 l evel and higher . 

The firs t o p t io n  meant that i t  migh t no t b e  possib l e  to acquire 

staff wi t h  the pro f es s ional skil l and demons t ra ted comp e t enc e t o  und er­

take th e tasks pecu l iar to the new Col l ege . An inexperienced tutor 

might no t be abl e  to cope with the "pioneering situat ion . "  The s econd 

optio n ,  i f  taken , could resul t in the appointment of exp erienced and 

d emons t rabl y  compet ent personnel . But i t  could also l ead t o  s tatus 

dis crepanc ies b etween the two departments a nd consequent d isquiet 

among s ta f f . 

In o rd er to find a solutio n  to the dil emma the Director made 

a proj e c t ion of  the hierarchical distribution o f  po sitions wi thin the 

Co l l ege and the l ikely tutor l evels at which a ppo intments might be 

made . He pro j ected a d ispropo r t ionat ely high numb er o f  appo intment s 

a t  high l evels in C ommuni ty Educ a t ion and a dispropor t io nat ely high 

numb er o f  appo intments at  low l evels in Vo ca t ional Educa t ion.  There 

were a lways l ikely t o  be more trade-t raining p eople at the tuto r 1 and 2 

level s and relativel y great er co nc entrat ions o f  Communi ty Educa t ion 

tutors in tutor 2 and 3 posit ions . Ther efo r e ,  

a s  the operation gets bigger on the t rade side 

and the s truc ture buil ds up , the re will be mo re 

pos it ions of r esponsib i l ity a t  higher l evel s ,  and 

as the Community Educa tion s ide develops , it wil l 

t end to grow down . In that s ens e we ' ll spread ou t 

to more peo ple at  the lower l evel s . In proc ess 



terms , the t echnical s id e  started on a b road low l evel 

and as it expands wil l  c reat e  s enior pos itioC�s in 

a sort o f  pyramidical form . The community education s id e ,  

b ecause i t s  basic j ob init ially,  was to o rgani s e  the 

programme , s t arted off with the tip o f  the pyramid and 

wil l  gradual ly expand out to pro duce i t s  base . I 

suspect the b ase wil l  never go as far down as o n  the 

t rad e s id e  and probab ly the trade s id e  will narrow of f .  

I would expec t the two pyramids to b ecome c l o s er to one 

ano ther . Wha t we ' ve go t a t  the moment on the t rade 

s id e  effect ively,  is the base o f  a pyramid and a peak . 

Now gradual l y ,  as t ime g o es o n ,  this will tend to get 

f il l ed in . (Of course )  a l o t  of people ( in bo th) 

pyramids are go ing to b e  part-time . A l o t  o f  the part­

t imers will t end to come in higher up • • • b ecause they ' l l 

b e ,  say , p eople in specialis ed areas o f  accounting , 

bus iness s tudies and so o n .  The ( Community Edu cation) 

part-timers will provide our basic b acklog . So the re­

fore the actual permanent appo intments to s ta f f  will 

always t end to be mo re s enior on the Community 

Educat ion s id e  ( Interv i ew ,  D irec to r ,  June , 1 9 7 5 ) . 
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Consistent with this proj ection o f  th e Col l ege ' s  s taf fing requir e­

ments ,  the D irec to r made a po l icy decision in favour of the s ec ond 

a l t ernat ive of the dil emma . He was co gnisant , however , that appo int ing 

p eo p l e  at a h igh l evel in Community Educa tion could advers ely a f f ect 

r ela tionsh ips within the Co l l eg e :  

One o f  the realities o f  ins t it u tional l i fe , that one 

can ' t  afford to igno r e ,  pa rtly b ecaus e each Community 

Education tutor . . •  is virtually a Head o f  Department 

• • •  with respons ibil ity for opening up a compl ete 

f ield ; whe reas th e t rade tu to rs are in fac t wo rking 

within a c lo s ely defined system . While I ' m a l it t l e  

unha ppy about this d i f ferent ia t ion , we have j ust  go t 

to see it through if we ' r e  go ing to get good peop l e  

on th e Community Educat ion s ide ( Int erview , Direc to r ,  

June , 1 9 7 5 ) . 



The Directo r ' s  j us t if ication for th e ado p t io n  o f  a pol icy o f  

d i f f er ential a ppo intments was also rel a t ed t o  the "missionary" aspec t  

o f  a Community Col lege . He a rgued tha t miss ionary z eal was required 

in the new s t a f f  and the c o s t  had to b e  paid . Co s t ,  howeve r ,  has two 

aspec t s . In a very l imit ed s ense cost  can b e  thought o f  in monet ary 

t erms as the p ric e to b e  paid fo r a highly valued human r esource . 

Cos t  can as S el z nick ( 1 9 5 7 )  po ints out , a lso b e  equated with los s o f  

o rganisatio nal fl exib il ity . 

The appo intment o f  perso nnel in the pos t-operat ional s t age was 
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a fur ther s t ep i n  the d ir ec t ions o ut l ined i n  t h e  Feasib il i ty S tudy and 

mo re rec ent ly S eminar ' 7 5 .  Ther e were s pecific impl ica t ions fo r the 

s e t t ing of goa l s . This was b ecaus e the newly appo inted s t a f f  ha d 

a t t i tudes and goals o f  their own tha t would in t ime come to b e  

impl emented i n  the College . They would devise and conduct c ertain types 

o f  activit ies , c ourses and programmes t hat ref l e c t ed their pa r t icula r 

educa tional int erests and subj ec t areas . A direc t ion for development 

was t hus es tabl ished , with however , a consequent loss  of f l ex ib il ity 

to develo p the College in a l t erna t ive ways . 

Tab le 7 shows the d i s tribution o f  po sitio ns filled by th e end o f  

the f irs t yea r ,  roughly s ix months p rio r t o  the Community Education 

Head taking up his appo in tment . 

From Tab l e  7 , it c an r eadily b e  s een tha t , with twenty-one ful l ­

t ime tuto rs , the ''Vocationa l  Educ a t ion wing " o f  the Col l e ge remained 

dominant , but  with only one person at t utor-three l evel and four out 

of the twenty-one s t af f at tutor-two l evel . Community Educa t io n  had 

four staff , two at  tuto r-three and two at tutor-two level . In add i t io n ,  

pa r t- t ime t u to rs (varying from bet�een 5-6 t o  1 5- 1 6  i n  number depending 

on the t ime of year) were extens ively us ed to mount sho r t -auration 

Community Educa t ion cours es and ac tivi tie s . O f  the total o f  thirty­

seven peo pl e employ ed full-time a t  the Co llege,  j us t  under one-quarter 

occupied Reg i s t ry po s it ions . Th is l a t ter f igur e  refl ects the extent 

to which suppo rt s e rvic es were j udged neces sary to adminis t er the 

Communi ty Co l l ege . It also indica t es tha t the Registry was b eginning 

to emerge as an o rganisational-uni t in its  own right with an int ernal 

d ivision of  labour and a s izeab l e  b ud getary al location . 



Tabl,e 7 

I 
Vocat ional Educa tion 

Department 

I [_H .� . D . and Secreta�yj 

Hawke ' s  Bay Community Col l ege Organisat ional Chart 

End of First Year . 

I Director and Secretary J 

I Regis trar and Secr-etary J 
Tu tor 3 Account ancy and Bus ines s 1 Cl erk-typist 3 

Manag emen t 

Tutor 2 Bu ild ing Trades 2 Senio r cl erk 1 
Mechanical Engineer ing 1 Ca retaker 1 
Automo t ive Engineering 1 Cl eaners 2 

4 
Gardner 1 

Tu tor 1 Build ing Trades ground sman 
Mechanical Engineering 2 
Au tomo t ive Engineering 2 
El ec trical 1 
Secretarial 3 N = 1 0  
Ha irdres s ing 1 

Suppor t  
staff �fu intenanc e Off icers 1 

N = 21  

To tal Co llege Staff N = 37 

l 
Community-Educa t ion 

Depar tmen t 

Tutor 3 Art and Cra f t  

Music 

Tutor 2 Preschool 
Educa t ion and 
Human Relat ions 

Creat ive wr it ing 
and Language 
Stud ies 

N = 4 

1 

1 

1 

1 

...... 
00 
w 
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Dur ing the twel ve months following S eminar ' 7 5 ,  the Direc tor 

c arried o n  with publ ic relat ions wo rk. In part icular he hel d  fr equent 

d iscuss ions with key f igures who repr esented the interes t s  o f  specific 

you th groups and the Maori . The ident i f icat io n  o f  spe c i f ic po s s ib i l i t ies 

for you th-educa tion aro se out o f  the Co l lege ' s  (particularly t he 

D irec tor ' s ) asso ciat ion with the Nap ier Y . }f . C .A .  and the Down-Town 

Y-Dro p-in C entre . This asso c ia t io n ,  a ided and ab etted by the 

Y . M . C .A .  pres ident in h is ro le as  Counc il memb er ,  l ed to enduring 

c ontac ts b eing made with secondary school t eachers and Mao r i  Youth and 

Soc ial Welfare workers ac tive in yo uth programmes elsewhere in the 

Hawke 1 s Bay . 

The tert iary education o f  the Mao ri was s een to b e  int erdependent 

wi th the cont inuing educatio n  o f  youth . This interdependency aro s e  out 

o f  the f ac t  that many youth whom the Col lege might wo rk with wer e 

Maori . Furthermore , l o cal Mao ri elders had expressed an interes t in 

working with the Co l lege to int egrate you th with the Mao r i  community 

and in so do ing crea t e  oppo rtuni t ies for them t o  mix with a b road 

spec trum of people and no t j us t  with their peers . By wor king in 

co llabo ration with r epresentat ives f rom var ious Hawke ' s  Bay Mao r i  

communit i es , the Director ma d e  plans t o  ins t itute the Whare Wananga 

no Nga te Kahung unu - a pro gramme fo r the revitalisa tion o f  t radi t iona l  

Mao ri educat ion . Three spe cific b ene f ic ia l  out comes were envisaged : 

( i )  I n  the con t ex t  o f  an educ a t io n  sys t em wh ich places 

mos t  emphas is on the l ea rning o f  European cul ture 

as a basis for l i f e ,  the Wha re Wananga was to 

provide for the Maori community a legitimat e  and 

o f f ic ial l y  recognised mea ns whe r eby Maori c ul t ural 

needs could be suppo r t ed· . 

( i i )  I n  a s ituation ( part icularly t h e  c i t ies o f  Nap ier 

and Ha s t ings ) where th e t ransgr ess ions and 

rebell ion o f  youth (pa r t icularly Mao ri youth)  

were caus ing growing conc ern , a Whare Wananga could 

provid e a means whereby , on the b as is of knowledge 

and t rad i t io nal skil l s , the yo uth of the community 

could feel more co nfident to part ic ipate in the 

activit ies o f  the Mara e ,  with the result tha t they 

remained mo r e  effec t ive ly under the guidance and 

supervis ion of commun ity elders . 



( iii) At a t ime when employment was d i f f icult ,  the 

development s of t rad itiona l  Hao ri craft skills 

could provid e a means of earning bas ed on 

co t tage indus t ry produc t ion . The Co l l ege was 

in a po s i tion to provid e various fo rms of suppor t  

a s  such developments progress ed . 

(Hawke ' s  Bay Community Co l l ege Council meeting , 

minutes , May , 1 9 7 6 ) 
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By way o f  a brief d igression it i s  wor th no t ing that t h e  Direc t o r ,  

while wishing t o  comm i t  t h e  Col l ege t o  a n  invo lvement i n  various social 

wel f are and youth o rient ed pro grammes ,  had first  to jus t i fy such 

an invo lvement in educa t ional ra ther than j us t  s o c ial welfare t erms . 

This was b ecaus e some Counc illo rs and people in the community had 

init ially oppo s ed the inc lus ion of soc ial wel fare p rogrammes within 

t h e  College . They argued th at the Communi ty Counc i l  was s e t  up as 

a n  educa t ional not a cus todial , rehab il i ta t io n  type of o r ganisa t io n .  

The Direc tor and social wel fare o rient ed Counc il members had t o  f ind 

a way to overcome the prob l em o f  j us t i f ica t ion with which they were 

conf ronted . The Direc to r eventually found a so l u t ion by sugges t ing 

t ha t  while welfare o rganisa tions are predominant ly conc erned with 

cure , the Co l l eg e ,  as an educat io n  o rganisa t io n ,  might have a legitima t e  

ro l e  in t erms o f  the prevention of soc ial problems . The making o f  

t h i s  cure-prevention dis t inction assis t ed th e Direc tor to make a cas e  

f o r  new s t af f .  Wi th the Co unc il ' s  cons ent h e  sough t permis s io n  f rom 

the Government Departments of Educa t io n  and Soc ial Wel fare to appo int 

tuto rs to ini t ia t e  and coo rdinat e youth leadership training programmes , 

youth work re-entry courses , pro f es s io nal t ra ining pro grammes rel a t ed 

to welfare s ervic es and Mao ri Educa t io n  programmes . 

In June 1 9 7 6  Min i s t erial approval was given t o  appo in t three 

add itional tutors to conduc t . three types of pro gramme : 

( i )  yo uth r e-entry t o  educ a t io n  and t h e  wo rkforc e ,  

(ii )  the t raining o f  various kind s o f  community wo rkers 

inc luding youth l eadership , and vo lunt eer social 

wo rkers , and , 

(iii) the Whare Wananga no Nga t e  Kahungunu . 



Thes e autho risat ions were the r esul t  o f  a qui t e  delib e ra t e  

s t ra t egy b y  t h e  Direc t o r  and a sma l l  group o f  wel fa re-o rient ed 

Counc il lors to ensure the Col lege evo lved in ways o ther than might 
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have occurred had t echni cal - education pers pec tives rema ined as c endant . 

The strat egy entailed tha t indiv idua l s  appo int ed to the newly c rea t ed 

pos itions wer e r equired to work with bo th Community and Vocational 

Educat ion t ut o rs , predominantly within the Co llege but also in the 

c ommunity . 

The D irec tor real ised that the tutors might no t always b e  easily 

abl e to "bl end in with each o ther" and "b lur the d istinc t ion b etween 

the vocat ional and non-vo ca tional aspec t s  of the Co llege . "  Both h e  

and the staff should wo rk towards this end but , 

ther e would inev i t ab l y  b e  people who a re primarily 

concerned with training peo p l e  for an occupat ion and 

people who are primar ily concerned wi th b roadening 

peopl e ' s  educat ional horizons . . •  You ' ve go t to build 

your o r ganisation in such a way t hat yo u can co pe 

wi th this • • •  I j u s t  can ' t igno re this d i s t inct ion 

One reco gnis es it and then tries to build b r idges 

between two aspec t s  o f  educat ion wh ich are c ompl ement a ry 

and o verlapping ( Int erviews O c tob er , 1 9 7 5  and February , 1 9 7 6 ) . 

The Appo in tment o f  a Community Edu ca t io n  Head 

Some s emblanc e of b alance in the Co l lege division o f  l abour and 

i ts emerg ing social s t ruc ture was finally achieved with the a ppo intment 

o f  the s econd Community Education Head . In the making o f  this latter  

day appo intment , i t  was the Directo r ' s  op inion that the  s el ec t ion 

c r it er ia s pec if ied ear l ier were s·t il l  appropr iat e . Howev er , he 

speci fied that the suc cessful cand ida t e  should be someone with 

"a developed capac ity to get out into the gras s roo ts a rea " and b e  

ab le t o  ·�a rk with o ther senio r s taf f t o  blur the d i s t inction b etween 

voca tional and no n-vo c a t iona l " ; and in so do ing hel p d evelo p wi thin 

the Col l ege shared pe rspe ct ives and coopera t ive working relationships . 

General l y ,  Counc il memb ers accep t ed the Directo r ' s  asses sment o f  the 

s itua t ion b ut dur ing the selec t io n  process incipient t ensio ns and 

conf l ic t s  surfac ed . Th ey resu l t ed in divisions within the Co uncil 

and open d i sagreement between some Counc il lors and the Direc to r . 



The disagreement had to do wi th the issue o f  whether the whol e  

Counc il o r  a Counci l  Commit t ee and the Director should appo int 

an execu t ive s taf f memb e r .  
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As a r esul t o f  wo rking clo sely with t h e  Directo r ,  a pro-Community 

Educa tion group o f  Councillors exp ressed confidenc e in his j udgemen t . 

They recognised h is r ight , as th e College ' s  chief executive t o  accept 

resigna t ions , place adver t is ements and make final decis ions r egarding 

s taff appo intments . D isagreement and conf l i c t  o ccurred when the 

Direc to r ,  working with the Community-Educa t io n  Commi ttee  of Counc i l , 

b egan a c t ively to as sume respons ib il ity for the selec t ion o f  th e 

Head o f  Department . 

A sma l l , somewh a t  conservat iv e ,  technical-educatio n  o riented g ro up 

o f  Counc illors expressed concern tha t the Community Education Commi t t ee 

might refl ec t  a mino rity view .  They urged t h e  Cha irman to curb the 

a t t empt a t  autonomous dec ision making . The Chairman po int ed out in 

a Council meet ing tha t the Communi ty-Educ a t io n  Commi t t e e  had only 

adviso ry no t exec u t ive powers and reins t i tu t ed the pro c edur e that 

execu t ive-level appo intments be the r espons ibil ity of the whol e  Counc il . 

On Fr iday , March 1 2th,  19 7 6 ,  put t ing a s ide previous d i f f erences o f  

opinio n ,  the Counc i l  and the D irector and Regist rar , int erviewed s even 

applicant s . A f inal decis ion was made by t he Council (wi th one Counc illor ' 

ab s ta ining on the grounds tha t insuf fic ient t ime had b een given) to 

appo int to the po s i tion o f  Community Educ a t ion Head an Engl ish bo rn , 

Phys ical-Education t rained t eacher with qual ifica t ions in Sport and 

Rec rea t io n .  He cu rrently hel d  a pos i t ion o f  res pons ib il ity in one o f  

Auckla nd ' s  large c ommunity o rient ed secondary schoo ls . The fac t that 

he had d evis ed and o p erat ed an ex tensive c ommuni ty-l ea rning netwo rk was 

seen by the Counc i l  and Direc tor as the �ind o f  exper ienc e and knowl edg e 

tha t could be used to : 

( i )  build o n  and ex t end exis ting communi ty-educ ation 

programmes , and genera t e  new programmes and thereb y ,  

( ii)  estab l ish Community-Education mo r e  secur ely within 

the Co l l ege ' s  emerging goa l-s t ructure . 

With the appo intment o f  the Communi ty Education Head having b een 

made , th e Communi ty college had at las t gained a ful l complement o f  



execut ive s taf f members . By the t ime he arrived a t  the Col l ege , j us t  

one month b efo r e  the compl et ion o f  f i eld wo rk,  the numb er and 

d i s t r ibution o f  personnel had changed yet again . The fo l lowing tab l e  

shows the s taf f ing estab l i shment o f  t h e  Co l l ege a t  eigh teen months . 

1 8 8  

Within a to tal o f  for ty-two ful l -t ime s taf f ,  twenty-three were in 

the Vocationa l  Educat ion Department , ten filled Regis try pos itions and 

s ix were in Community Educ a t ion.  ( See Table 8 ) .  There were up to 

38 part-t ime s taff in al l .  S ix to eight were to Ac countancy , Commercial 

Law and Bus iness Management . As wel l up to thirty part-t ime tutors 

wer e  employed to teach in a wid e  var iety o f  Community Educ ation 

a c t iv it ies , cours es and programmes . Thr ee tuto rs were employed part­

t ime and paid hal f-salaries , pend ing the appointment o f  ful l - t ime s taf f ,  

t o  conduc t "Co mmunity Development " a c t iv ities . 

The compo s i t ion o f  the staff had changed sub s tant ially since the 

init ial intake of full-time Vo cat ional Education tu tors . They had come 

from technic a l  inst itutes and various kinds of commerc ial and indus t rial 

enterpris e .  Wi thin the Voc a t ional Educa tion Depar tment there was 

a wid e varie t y  o f  experienc e and exper t is e ,  though general ly speaking1 

s imilar a t t i t udes towards educa t io n .  I n  cont ras t , Communi ty Educatio n  

t u t o r s  were a much mo re cosmopol it an group . They had b e en recruited 

f rom Teachers ' Col leges , The Educa t ion Department Adviso ry Serv ic e ,  

Secondary S choo l s ,  Univer s i t ie s  (bo th i n  New Zea land and overseas ) ,  

the So c ial Welfare Depar tment and a New Zealand penal ins t it u t ion . 

Qual ificat ions were equal l y  diverse and in one cas e cons is t ed o f  no 

formally r ec o gn ised schoo l qua l if icat ions . Others were Trained 

T ea cher c er t i f icates , Bachelors , Honours and Mas t ers degr ees and 

pro fessional qual ificat ions . Spec ific indiv idua ls had a l so b ecome 

establ ished w i th regional and nat io nal reputat io ns in s everal 

a r t is t ic domains . 

Such then was the c ompo sitio n  o f  the Hawke ' s  Bay Community Co ll ege 

s ta f f  when f iel d-wo rk fo r the present study came to an end some 

e ight een months after the College had opened . The pro curement o f  

a rela t iv ely large numb er o f  individuals , divers e  in at t i tude and 

background , wa s but a firs t s t ep in building wha t Sel znick ( 19 5 7 )  

ref ers t o  a s  a commi tted po l ity ; a po l ity in which the Direc to r ho ped 

ther e  would be "unity and strength in diversity . "  



Tab le 8 

f Vocat ional Educat ion I Depar tment 
I I H . O . D .  and Secretary I 

Tutor 3 Ac count ing and Bu siness 
Management 

Tutor 2 Build ing Trades 
Mechanical Eng ineering 
Automo t ive Eng ineer ing 

Tut or 1 Bu ild ing Trades 
Mechanical Engineer ing 
Au tomo t ive Engineer ing 
El ectrical 

Support 
S taff 

Sec retarial 
Ha ird res s ing 

Maint enanc e O f f ic er 
Technic al Offic er 
el ectric al 

Hawke ' s  Bay Community Co l l ege OrgaRisational Cha rt 

First Eighteen MOnths of  Operat ion 

1 

2 
1 
1 

4 
2 
2 
1 
3 
1 

1 
1 

(Direc tor and Sec retary] 
I 

1 R•grry 1 
I Regis trar and Sec retarY] 

cl erk - typis ts 
senior c l erk 
caretaker 
cl eaners 
Gardner 
groundsman 

N = 1 0  

3 
1 
1 
2 
1 

I L ibrarian I 

Technical o f ficer - 1 
engineering 

N = 23  
Total Co l l ege Sta f f  N = 4 2  

' Community-Educa t ion 
Depar tment 

_j_ I H . O . D . I 
Tutor 3 Art and Craft 

Mus ic 

Tutor 2 Pre-schoo l 
Educa tion and 
Human Rela t ions 

1 
1 

1 

Crea t ive writ ing 1 
and 
Language S tudy 

Tu tor 1 Yo uth l eader- 1 
ship and 
Soc ial wo rk 

N 6 

....... 00 1.0 
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Wi thin the Hawke ' s  Bay Co l lege dur ing the po s t-operat ional s tage , 

there were two factors that affec t ed the l evel o f  unity and organis ­

at ional effec t iveness ac tually achieved . One factor was the manner 

in wh ich the s t af f defined the s ituation they were in , impl ement ed 

their own at t i tudes a nd goals and int era c t ed wi th each o the r .  The 

o ther fac tor was the crea tion and inst i tu t io n ,  by the Co l l ege 

adminis trato rs , of a sys t em of a dministra t io n  wi th whi ch to manage 

the Col l ege ' s  o peration, coordinat e  the work of the s t a f f  and contro l  

the d irect ion o f  evo l ution . Whi l e  these two fac tors were interac t iv e ,  

they a r e  trea ted s eparat ely i n  t h e  fo llowing two Chap ters . 
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CHAPTER 9 - TUTORS ' DEFINITIONS O F  THE S ITUATION AND THEIR EFFECT S 

Chap t er 9 d es c r ib es and . analys es the manner in which the tutors 

def ined the si tua tion they wer e  in and car ried out their r es p ec t ive 

ro l es dur ing the Col l eg e ' s  po s t-operat ional s ta ge . In S t ruc ture­

Function t e rms , the t utors had the tas ks of s e t t ing and imp l ementing 

goals and the estab l ishment of harmonious working rela tionships . Once 

fo rmed , such r elationships might s erve to unify the s taf f and hel p  

minimise the po ssib i l i t y  o f  t ension and conf l i c t . In the words o f  

Bakke and Argyris ( 1 9 54 ) , the prob l em was 

how to t ake an aggrega t e  o f  varied individual peopl e ,  

with varied capac i ties and p r ed ispo s i t ions , and get 

them invo lved in cooperat ive a c t ivity which adds up 

to s ucc ess for 'the organisation ( i ts e f f ectivenes s )  

and satis f ac t ion for the individual s  concerned . In 

sho r t , the pro b l em (was) to integrat e  the individual 

par t ic ipants with the o rganisat io n .  

Acco rdingly three func t iona l  prob l ems fea tur e a s  themes i n  the 

present Chapter namel y , Goal A t tainmen t ,  Integra t ion and La t enc y .  As 

has b een the case in prec eding Chapt ers , the narra t ive r eflects  the o rder 

in which a c t ions and events actually o ccurred . 

Vo ca tional Educatio n  Tutors ' Definitions o f  the S ituation 

Fo l lowing Seminar ' 75 the D irector encouraged Vo ca tional Educat ion 

tutors to define their ro les in an o pen-ended way .  Such a defin i t ion 

o f  t uto r rol es was , he  b el iev ed , "a requirement of ac cep t ing empl oyment 

in a Community Col lege rather than say a t echnical ins t itut e . "  In o ther 

words tutors were to try to avo id the t endency to conf ine their t eaching 

activ i ty wit hin narrow, s ingl e-purpos e  and exclus iv e ca t egories . The 

Direct o r  admi t t ed that "b eing 'o pen-ended " could prove d i f f icult for 

some tutors . 

The main prob l em is the degree to which trade tuto rs in 

particular can s ee their po s i tion in rela tion to the 

Community Co l l ege as an o rganisat ion different from 

a t echnic al inst i tute . . .  to b ecome involved with the 

non-t echnic al s ide . . .  By and large the percep t ion o f  

t he trade s t af f o f  their ro l es is pret ty much trade-



t raining . Some will always remain that way . No t 

everyone can have mul t iple funct ions . Some tutors 

are go ing to have to ke ep their funct ions narrow 

( Int erview , Direc tor , Oc tob er , 1 9 7 5 ) . 
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Fo r ins tanc e t h e  elec t r ical trad es tutor was l imited by government 

regulation to teach only d irec ted t rades apprent ices and again , b ecaus e 

of the high l evel o f  skil l r equired to  use prec ision too l s  and machine ry , 

tuto rs in the mo tor and mechanical engineer ing f i el d s  could b e  precluded 

from offering co urs es in Community Educ a t io n .  The D irec tor thought 

that of al l the tutors , the Build ing Trad es and Weld ing tu tors were best 

p l ac ed to o f fer Community Educat ion cours es . No t surprisingly the� the 

way the tutors t hems elves defined the s i tua tion came to de t ermine wha t  

coul d  b e  o f f er ed in the way o f  courses and l earning ac tivities . 

The discuss ion that follows examines the ways in which Vo cat iona l  

E ducation tuto rs defined their rol es dur ing t h e  post-operational s tage 

of the Communi t y  C o l l ege pr ior to the a rrival of Community Edu cation 

tuto rs . During that period al l o f  the Vocationa l  Educa t ion tutors took 

"trade-training" as their pr imary goa l .  This goal was real i s t i c ,  

specific and capab l e  o f  b eing operat iona l is ed b y  them .  In cont ras t 

t h e  official goal o f  Cont inuing Edu ca tion was s een as genera l , ab s t rac t 

a nd diffus e . Nonethel ess , some tuto rs recognised that the genera t ion 

of t rades-o r iented Communi ty-Educa t ion courses was a tangib l e  way in 

whi ch to b egin to impl ement the Co l l eg e ' s  o f f ic ial goal . The r e  was 

then the po t ent ial for crea t ive revis ion . The following extracts f rom 

int erviews conduc t ed in June and July of 1 9 7 5  exemplify the d ivergent 

at t i tudes and goals o f  t he Vocational Educat ion s taff . 

About hal f  o f  the Vocational Edu ca t ion tuto rs def ined their roles 

nar rowly as exemplif ied in the following comments : 

To my s id e  o f  i t  here , Communi ty Col l ege do esn ' t  

mean any mo re than what we were doing a t  h igh school 

- j us t  the apprent ice type t raining . 

Becau s e  we ( teach) apprentices we have a fai rly 

clearly d e f ined ro l e  and we are in wa ter- t ight 

compa rtments .  At the moment I am a t rades-tuto r  

fo r appr ent ices , full stop . 



You some t imes get the f eel ing ; wel l which is the 

mo st impor tant , the o r ganisa t ion th is (Vocat io nal 

Education) s ide,  or t eaching the guys over the 

o ther side ( Community Educa t ion) . Bas ically we ' re 

employed as t rades-tut o rs . So l e t ' s  get on with 

that tutoring j ob . 

Other tutors acknowl edged the b roader organisational con t ex t  in 

wh ich they wor ked : 

Bas ically I ' m a t rade-training tuto r . But we ' re on 

t his campus site which is class ed as a Community 

College which in i t s  broader aspe c t  should inc lude 

me as a Community Col l ege tuto r .  Therefor e  I should 

be involved no t only in trade t raining but b a s ically 

my dut i es are towards the t raining of appr ent i ces . 

Mine is a ' c losed ' t rade and it ' s very difficult to 

spread t o  t he Communi t y  in general . 
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Here , t h e  impl ementat ion o f  a b roader view o f  Community Educat ion 

wo rk was inhib i t ed by the nature of the t rade . In ano ther case the 

question at is sue was mental set ; 

At this s tage I b a s ic a l ly consid er mys elf to be 

a t echnical tuto r .  I f  I am landed wi th taking 

a tu to r ial or anything els e  as  a Communi ty Co llege 

tutor ra ther than s t r i c t ly as a t echnical tuto r ,  

ther e ' d  probably b e  qui t e  a f lap - mental ly - becaus e  

I s imply haven ' t  thought ab out it . Bu t I ' m v ery 

pleased to be her e  as  a member o f  sta f f  o f  the 

Communi ty Coll ege - I think i t ' s  quite something . 

The fo llowing two ex t rac t s  il lus trate an even s t ronger degree o f  

commitment t o  b ecoming a Community Co l lege rather than j us t  a t rade 

t raining tuto r ;  a commi tment that was no t quite so evid ent amongs t 

o thers : 

I see mys elf as a t r adesman . I ' m a t radesman who 

teaches . • .  In the Chris tmas ho l idays I get a j ob 

fix ing trucks , do ing brakes and t railers . I go back 

to the trade every now and then to keep my hand in . 



The way I s ee my j ob is t o  he lp the t ra de • . •  But 

i t ' s  no t who l l y  a t rad e p l ac e .  I want ed to come 

here and I knew that if I s tayed at the Boys ' High 

School, tha t when this p l a c e  opened I had a r ight 

t o  trans fer . I could s e e  that i f  I go t in here 

p e rhaps I could make some of the things I wanted 

t o  do come t rue . Becau s e  o f  my interes t in the 

prac t ical s id e  of things we were abl e  to get the 

mo tor vehic l e  driver t raining programme going . • •  

The s econd ex t rac t r ef l e c t s  a s imilar a t t it ud e :  

I ' m employed t o  t each appr entices , bu t we can g e t  

invo lved i n  community s tud i es too . I ' m a l l  for it . 

I think tha t i f  the re a r e  courses to b e  run tha t ' s  

good - For ins tance I ' v e  j us t  f inished wo rking with 

a group of t ruck drivers . I t ' s  no t t rade-training 

. . .  This I believe is coming in on the community 

studies s ide . 

194  

Both o f  the tuto rs c i t ed in the las t two ext ra cts , def ined their 

rol es broadly rather than s imply in t erms of apprentice t raining . They 

want ed to d evelop th eir s p ec ial ist  interests and ab i l i t ies by conduc t ing 

Community Educa t ion programmes .  

While a numb er o f  tutors were keen to define their rol es in 

an "open-ended way" the Education Department impos ed cons t rain t s  on 

the ext ent to wh ich tutors could b ec ome involved with Community Educatio n .  

As the Voc a t iona l  Educat io n  Head commented,  

Trades tutors are to  a degr ee· s t ra ight j acket ed by 

Education D epar tment r egulations which spec i fy that 

twenty- four hours a week b e  spent in class contact 

wi th regular s tudents • • • ( In addit ion) it takes 

longer to develop a sho rt Communi t y  Educa t io n  cours e 

fo r say one day than i t  do es for doing two four-hour 

s essions with appren t ic es which is an ongo ing thing 

So , running addit ional courses is dif f icul t to 

accompl ish and s t i l l  keep up wi th a load o f  appren t ice 

tea.ching ( Int erview , Vocational Educa t ion Head , June,  19 7 5 ) . 
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I t  i s  wo rth not ing i n  pass ing that la t er o n  the same cons t raints did 

no t apply t o  Community Education tutors . They were in a pos i t ion t o  

d e t ermine themselves when , how and where they should work b oth on and 

o f f  campus . 

The Vocational Educat ion Head suppor t ed ini t iatives by t rades­

t u to rs to impl ement Community Educ a t io n  ventures , but i t  was a qua l i f i ed 

support . He was the f ir s t  to admit tha t  

every o ne o f  our t rades tutors could cont ribute 

something to the Community Educat ion side • • •  

they ' ve go t expert is e  tha t flows over into this 

ca tegory . 

But he also took the v i ew tha t ,  

the needs and r equirements o f  their commerce-indus t r ia l  

appl ica t io n  is a l l ·  important and mus t  b e  done righ t . 

Ext en s ion into Community Educat ion is peripheral 

and s econdary ( In t erview ,  June , 1 9 7 5 ) . 

In cont ras t with the Vocat ional Education Head ' s  ini t ia l  pol icy 

o f  res traint , the D irector was enthus ias t ic about the invo lvement o f  

t rades-commerc ial t ra ining tutors in Community Educat ion programmes . 

In response to th e D ir ec tor ' s  enthus iasm a number of tutors b egan t o  

l ook f o r  ways i n  which t hey could apply their sp ecial i s t  s k i l l s  in 

the Communi t y  Educa t io n  doma in .  Ther e was , however , a prob lem . Who 

should they a pproach in o rder "to  t ry out an idea and get  i t  o f f  the 

ground . "  

The Ef fec t s  o f  Emerging Rol e  Def init io ns 

When a Voca t iona l  Educa tion tutor wan ted t o  discus s ma t t ers 

r ela t ed t o  ongo ing t rade-training pro grammes the appropria t e  person to 

go to was the Head o f  D epar tment . However when seeking c o nsul ta t ion 

about Community-Educa t ion vent ures they were confront ed with a cho ice . 

They coul d approach ei ther the Head o f  Depa rtment or the Direc to r .  

This had part icular significance when the propo sed prog ramme involved 

the crea tion of new pol icy . New po l icy was a ma tter tha t ,  by conventio n ,  

should b e  r efer red t o  the Director fo r d ec ision and act ion . Yet th e 

same tuto r , in ano ther capacity had expl icit  t rade-t raining commi t ments 
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which might have been compromis ed by t h e  taking on o f  ex tra commi tments 

For exampl e ,  the Vocational Education Head was init ially by-passed by 

the tutor who init ia t ed the Driver Training Programme . This caus ed the 

Depar tment Head to r ea c t  nega t ively and , a t  l east  in the b eginning to 

o ppo se the sugges ted pro gramme . In the abs ence of clearly unders tood 

procedur es and channels o f  communication , this kind o f  s i tua tio n  t end ed 

to  crea te t ension when co rrec t or a c cept ab l e  channel s  of communic at io n  

remained unspec ified . 

The Director did r ecognis e the nec ess ity for setting up c l ea r  and 

o pen channel s  of communication . Howeve� the informal ity that general ly 

charac teris ed relat ionships in the Community Co llege some t imes led to  

the genera tion o f  confl ict and t ens ion when o r ganisational j uris d i c t io ns 

remained unc lear o r  wer e  thought t o  b e  v io l a t ed . Tutors who were 

sensit ive to  the pos s ib ilit ies o f  j o int par t ic ipat ion in bo th Community 

Educa t io n  and trade training programmes , somet imes experienced a conf l ict  

of  loya l ty and int e res t when at t emp ting to reconcil e comp e ting demands 

o n  their t ime and energy . This was perhaps an inevitab l e  out come 

when ind iv iduals were confronted by a variant of the class ical approach 

- approach dil emma , tha t pos its two alt erna t ives as equally appeal ing . 

The p rob l em wa s one o f  organisat ion development and occurred throughou t  

the pos t -o pera t iona l  s tage .  I t  result ed from the D irector ' s  and staf f ' s  

o rganisational r esponse to the compo s i t e  requirement o f  s imultaneous ly 

s et t ing up clo sed and open sys t ems within the same organisational 

sett ing - a problem that was unant ic ipa t ed in the ini tial o rganisa tional 

blue-pr int . 

The prob l em came to be cop ed with and reso lved . However it  took 

time and required mutual adj us tment on the part o f  all staff  memb ers , 

but espec ial ly senio r staf f . The D�rec t o r  c ame to the r ec o gnit io n  tha t  

suc cessfu l  execut ion o f  this ro l e  required that oppos ing interes t s  and 

influenc es be brought int o a s t a t e  o f  balanc e .  That r ecogni t ion was 

curtail ed b ecause o f  his preoc cupat ion with the initia t ion and the 

development of Community Educa t i o n .  Fo r his part , the Head of D epa r tment 

also had to adapt h is technical ins t itute o ri enta tion to meet the 

demand s o f  a much wid er organis a t ional mis s io n  than s impl y t rade-t raining , 

though trade-t ra ining was to remain paramount . The wid e  range o f  

Community Educat io n  pro grammes tha t  were eventually mount ed i s  t e s t imony 

to the adjustment s to Cont inuing Education that were made in this 

department . 



Vocatio na l  Educat io n  t utors dev eloping inter ests in Community 

Education rein forced t he value of Voc a t ional Educ ation as the basis 

o f  Communi ty Co ll ege o p erat ions . As 1 9 7 5  prog ressed and t rade and 

commerc ia l t raining pro grammes wer e es t ab l i shed , the Vo cat ional 

Educat ion Head repo r t ed a shift in a t t i tude t o  Community Educat io n :  

I began to s ee I should be b e t t er acquaint ed with the 

way o t her p eo pl e are invo lved , the hass les they ' re 

having in get t ing th ings o f f  the g ro und . I was incl ined 

to wo rk in iso l a t io n  - t rying to isol a t e  my d epartmen t 

f rom o ther go ings o n  • • •  I original ly thought iso lation 

would be a good id ea . Mind you I had b een b rainwashed 

by the Technica l Edu ca t ion Director and the Inspec to ra t e  

- ( in the sens e )  t ha t here ' s  Voc a t io na l  Educa t ion , the re ' s  

Community Educa t ion and you j us t  go your own separat e 

ways . But you can ' t  . • •  Af t er a while in the job , I came 

to realise tha t  i t s  go t to be a j o int e f fo rt wherever 

po ssib l e .  There has go t to b e  int er- rel a t io nships if 

you ' re go ing t o  make a go of the thing (Feb ruary , 1 9 7 6 ) . 
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The Depar tment Head eventually b ecame a suppor ter and a n  advo ca t e  

o f  specific t rades-o rient ed , Community Educa t ion ventures mount ed b y  

t u tors in his department . He b egan t o  ass i s t  such outs ide gro ups as 

the Agricul ture Training Counc il and the Ho r t icul tural Society - to ini t ia t e  

and conduct Community Col l ege sponso red pro grammes for such peo p l e  a s  

market gardeners , orcha rd is t s ,  vit icul tural is t s  and the l ik e . Thes e 

pro grammes "generat ed a l evel o f  bus iness tha t  hadn ' t  b een expec t ed ,  

and s erved to b road en t he Co l lege ' s  image" ( Int erview, Direc to r ,  

Feb ruary , 1 9 7 6 ) . 

Throughout the po s t -operat ional s ta ge , Vo cat ional Educa t ion t uto rs 

sought to implement the goal of Cont inuing Educat ion. They ran a dd i t iona l  

courses in res ponse t o  requests mad e  by communi ty groups . As the 

Vocat iona l  Educa t ion Head commented ; 

We became mo re than purely a vo ca t io na l  set-up 

· ·  l imit ed only to the t eaching o f  d irec t ed app rent ic es . 

Here ,  we are go ing outside the very s tric t guidel ines 

and b ranching out into activit ies tha t would be frowned 

on in a technica l ins t itut e ( Interview, Vocational 

Educa t ion Head , Feb rua ry , 19 7 6 ) . 
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This was no t t o  say , however,  that the Vocat ional Educa tion tutors 

were who l l y  commit t ed to Continuing and Community Educat ion . They had 

taken to heart the Direc to r ' s  concep t ion o f  the Col l ege as an "open­

door" o r ganisa t ion . But , having ob served , ea rly o n ,  a numb er o f  

danc e and d rama ac t iv i t i es conduc t ed by par t - t ime tuto rs ,  they b egan 

to have doub t s about j us t  how "open" the Col l ege should b e .  They 

b egan to make specula t ions about wha t the Community Educa t ion Department 

would b e  l ike and to imagine ways in which th ey differ f rom thei r 

Community Education count erparts . The specula t ions and their effec ts 

are wor thy o f  b r i ef comment . 

Speculat io ns and their Effec t s  

I n  t h e  two to thr ee months f o llowing S eminar ' 75 t he Voca t ional 

Educat io n  tutors d is cussed info rmally the cont ribut ions they thought 

tha t Community Educa t ion tutors might make to the l if e  o f  the Co ll ege . 

In the ab s ence o f  d e f init e knowledge about s pec ific appo intments , they 

vo iced a variety o f  specula tions about : 

the a iry-fairy aspect o f  the Community Co llege as 

o p po s ed to the po sitiv e  down to ear th a spect 

asso c iated with the t echnical ins t it u t e  s ide 

( Interview , t ut o r , June,  1 9 7 5 ) . 

The tuto rs exp r essed c onc ern that whereas Vo cationa l  Educat io n  

had subs t ance and d emons t rable value , Communi ty Educatio n  was 

insub s tant ial , lacked demons t rab l e  value and could contribute l i t t l e  

to the effectiveness o f  the Co l l ege . As one tutor pu t i t :  

t rade courses teach a bas ic skill so tha t  a perso n  

c a n  earn his way in l if e . C�mmunity Educat ion will b e  

mo re conc erned with l eisure a c t ivit ies - the airy­

fa iry sid e  o f  the Co l l eg e . The s er ious s ide is you r  

t rad e ,  yo ur skills . We may marry the two to gether , 

but  it won ' t  b e  easy ( Int erview,  tuto r ,  June , 1 9 7 5 ) . 

Th is "airy-fa i ry "  impres s io n  o f  Community Educat io n  had b egun wh en, 

fo llowing Seminar ' 7 5 ,  pa rt-t ime tutors were employed to conduc t  

dis t inctly non-voc a t ional "l e isure-type " courses in drama and d anc e .  

In r esponse , the Vo cat iona l  Educa tion s ta f f  c reat ed a numb er o f  

Community Education tuto r s t ereo types . Community Education tutors were , 

according to exis t ing s taf f ,  l ikely to b e  "o f f-b ea t " ,  "somewhat 



imprac t ica l " ,  "way-out " ,  "unconventional " ,  "airy-fairy "  and "ar ty- · 

c rafty . "  
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During t h e  f ir s t  few months a f t er S eminar ' 75 th e D irec tor was 

frequent ly ab sen t  from the Co l l ege and was no t par ty to s t aff room 

discus s ions that pro duc ed thes e s t ero types . In his absence and lacking 

a Community Educ a t io n  Head to provid e a contrary viewpo int , the s t ereo­

types took ho ld and became the bas is o f  predic t ions about wha t the 

Community Educat ion tutors would be l ike and the kind of courses they 

might run . The existing s t af f  ant icipa t ed that new appo intees would 

b e  different f rom rather than s imilar to them in int eres ts , expertise 

and a t t itude . However , even though the exist ing s t aff used such s tereo ­

types in a somewhat disparaging way in conv ersa t io n ,  they did no t dismiss 

out of hand the no t ion that Connnunity Educat ion could have "a l eg i t ima t e  

place in a Community Co llege . "  They wer e "prepared t o  give (Community 

Education tutors ) a fair go . "  In contra s t  with the res erva t ions o f  the 

Vo cat ional Educat ion s t af f ,  the Direc tor saw the Community Education 

Depar tment as b eing cruc ial to the development of the Co l l ege as 

an innovat ive o rganisat ion mo r e  so than Vocational Educa t ion . Th e 

Direc to r ' s  d e fin i tion o f  the situa t ion in this way was refl ected in the 

much grea ter emphas is he gave to Communi ty Education dur ing the cours e 

o f  1 9 7 5 .  His rea sons for conc ent ra t ing on Community Educat io n  aro s e  

out o f  h i s  concern to develop the Co l l eg e  i n  a b alanced way and reflected 

personal int eres t in this s ide o f  the Co l lege operation . The way the 

Direc t o r  dist rib ut ed his t ime , interest and energy to the two as pec ts 

o f  the Col lege was observed b y  the s t af f  and had cons equences fo r inter­

depar tmental rela t ions that a re to b e  dis cussed lat er in this Chapt er . 

In the meant ime , Community Educat ion tu tors were appo inted and b egan to 

arrive . 

The Advent o f  Community Educa t ion 

In July , 19 7 5  the Direc tor pu t an end to speculat ion about new staf f .  

He d id this by s end ing to staff  memb ers a memo randum which l is t ed the 

appo intment s mad e  in Communi ty Educa t ion and two new appo intments made 

to Vo cat ional Educa tio n .  The o rder in wh ich the newly appo inted tutors 

wer e to arrive at  the Co llege had consequenc es fo r s ta f f  rela t ionsh ips . 

The Human Rela t ions tutor was due to arrive on July the 7 th to b e  followed 

by the Account ing and Bus ines s S t ud ies tutor on August 4th ,  the 

S ec re ta rial tu t o r  o n  Sep t emb er 8 th ,  the Mus ic tu to r on Sep t emb er 1 5 th , 



The Creat ive Writ ing and Engl ish tutor on S ep t emb er 20th , t he Art and 

Craft tutor on Oc tob er 1 3 th , and the Community Education Head in late  

Novemb er .  

There were two immed iat e  rea c t ions to the informat ion conta ined 

in the memo randum . The individuals appo inted to  po s itions in Mus ic 

and Accountancy and Bus iness Stud i es wer e l o cal people "we l l  known in 

the communi ty and res p ec t ed . "  The s ta f f  generally and in part icular 
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the Vocat iona l  Educa t io n  s taff r ea c t ed favourab l y  to thes e two 

appo intment s .  However , the Human Rela t io ns appo int ee was seen as f i t t ing 

the stereo type of the Community Educator . She was married but l iving 

apart from her husband , (unknown to  them ,  fo r academic reasons ) 

cur rently employed as a university tutor and wel l qualif ied academical l y .  

Her main respons ib i l i t y  as a Community Educat ion tutor was to develop 

programmes in pre-scho o l , early ch i l dhood and pa rent educ a t ion and human 

relations . In add ition the Director saw her as "deal ing with human 

r elations s i t uations ( p roblems ) that might arise" wi thin t he Co l l eg e . 

In the l ight o f  this knowledge about the f irst Community Educa t ion 

tuto r ,  the s ta f f  memb ers either withheld making a j udgement o r  vo iced 

concern about the value o f  the cont rib ut ions they b el ieved Community 

Educa t ion tutors could make to the l i f e  o f  the Co llege and its ro l e  in 

t he community . Despi t e  their advers e reac t ions and initial reserva t ions , 

t he sta f f  welcomed the new Community Education tutor and made an e f fo r t  

t o  help h e r  s et t l e  i n  as  a sta f f  memb er .  They did this by includ ing 

her in informal conversations and in socia l  a c t ivit ies . As the tutor 

in po int c ommen t ed : 

I couldn ' t  have had a b et t er recep t io n ,  they 've really 

gone o u t  o f  their way to  help me f it -in . Everybody has , 

so far ( Interv iew , Oc tob er 1 9 7 5 ) . 

To b eg in with she o ccupied an o f f ic e  in the Ac tivi ties Cent re , and , 

in cons equ ence , came in frequent contact with o the r sta f f  memb ers . 

"Some o f  them did no t a pprec ia t e  the cours es in human r elat ions and 

early childhood educat ion" ( Int erview ,  tutor , July,  19 7 5 ) . However , 

b ecause o f  the locat ion of her o f fice and i t s  o penness , the tutor wa s 

vis ib l e  to o ther s ta f f  and was s een to b e  "pul l ing he r weight and pu t t ing 

in the hours on the j ob "  ( Int erview , Vocat iona l  Educa tion Head , Augus t ,  

1 9 7 5 ) . She met with s taff regularl y ,  and disc ussed and expla ined the 

work she was do ing w i t h  them . One out come was tha t a numb er of the 
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s t a f f  memb ers who had young children, c ame t o  s e e  that ther e was a need 

for courses in Parent Educa t io n . In this way the Human Relations tutor 

b egan to win acceptance o f  her role among the exis t ing staff and 

d emo ns t rat e sub t l y  her ab i l i ty to estab l ish harmonious relat ionships . 

The Human Rela tions tutor ' s  definit ion o f  the situation is d is cussed 

in mo re detail l a t e r  in the Chapter . Early in August when she was the 

only full-t ime Community Educat ion tuto r at the Co lleg e ,  the new 

Community Educ a t ion build ing was comp l e t ed . The occupancy o f  this 

buil d ing led to a change in the pat t erns o f  int erac tion and wor k  

rela t io nships among the s taf f .  Now the t r end b ecame the 

segmentation o f  s t a f f  into s eparate o rganisa tional sub-uni ts . D is c us s­

ion o f  thes e d evelopments a t  this stage in the Chapter is cons is t ent 

with the sequence of event s in the Col l ege . More importantly it s e t s  

the s cene fo r t h e  discus s io n ,  later in t h e  Chapter , of the new tuto r s ' 

d e f initions o f  the s ituat ion .  

Changes and Developments Wi thin 

Consequent on the comp l e t ion of  the Community Educat ion building, 

the D irector wo rked out new accommodat io n  arrangements .  He mad e  

a decision to vac a t e  the Ac t ivities Cent re and t o  develop i t  a s  the 

L ib rary . The new Community Education b uilding was used fo r a variety 

o f  purposes . The b uild ing itself cons i s t ed o f  some of fices and large 

rooms arranged in a square around a c en t ra l  courtyard . ( S ee the 

d iagram on page 1 55) .  One s ide , the southern , was d ivided into two 

pa rt s . One part provided o ff ic e  accommo da t ion fo r the Direc to r , 

Vocational Educa t io n  Hea d , th e Regis t ry and the recept ionis t .  The o ther 

part served as the S t af f Common Room. The Eas t ern wing provided a set  

o f  int erlocked o f f i ces for the Community Educa t ion Department and the 

Accountancy and Bus ines s S t ud i es tutor , a classroom and the Art and 

Craft S tud io . The pre-school unit was housed in the No rthern wing 

and o pened outwards onto a children ' s  play area . Becaus·e o f  i t s  

loca tion at one ext reme end of  the Col l ege near the ma in highway , the 

play area was surrounded with a subs t ant ia l  log fence . The Wes t ern wing 

hous ed the Co l l ege print ery , o f fices and c lassrooms fo r the sec r etaria l  

and hairdress ing tutors (previously ac commoda t ed o f f  campus a t  a local 

high school )  and the Col l ege ca feteria . The only sta f f  members no t 

hou s ed in the new build ing were the Vo cational Education tutors , the 

ma intenanc e o f f icer , groundsman and care taker . 
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In their new accommo da t io n  the adminis t ra t ive s taf f r emained c lo s e  

to gether . However the Community and Vocationa l  Educa t io n  Departments 

were separated from each o ther and the Vocatio nal Education Head was 

s eparat ed f rom his s ta f f .  Whi l e  the Community Education tutors wer e 

nex t doo r to the s t a f f  common room the Vocat ional Educat io n  tutors 

were now two to three minutes walking d is t ance away from this new 

c entral meet ing plac e .  

There were immediate outcomes . The phy s i cal separa t io n  o f  the 

staff was accompanied b y  the fo rmat ion of sub - groups . In the Community 

Educa t io n  block there were the Regis t ry s ta f f , the adminis trato rs , the 

Community Educat ion group (which until mid Sep t emb er compris ed o nl y  

one memb er - the Human Relat ions tuto r) and the S ecretar ia l  and 

Hairdress ing tuto rs . The Voca t io nal Ed uc a t io n  staff remained in th eir 

original o ff ices , but even among them ,  s ub-gro ups were b eginning to 

form - e . g . ,  the builders , the engineers and the mo tor t rades tutors . 

In the four months between August and November the recently 

appo int ed tuto rs and additional Regis t ry s t af f  took up their po s i t ions . 

Each new appo int ee b ecame a memb er o f  a s ta f f  sub-group . The Community 

Education group , (which initia l l y  included the Accounting and Bus iness 

Stud ies tuto r )  inc rea s ed its memb ersh ip to five ful l - t ime staff and 

b etween two to four part-t ime t u to rs . The la t t er includ ed the Soc ia l  

Wel fare , You th Leadership and Work Re-en t ry tutors . They were o f ten 

present in the Department for up to  two to  three days a week . 

Wi thin the var ious groupings do t t ed a ro und the Col lege, the s t a f f  

d iscus sed wo rk rela t ed ma t ters and i n  the pro c ess o f  int erac tion 

develop ed group-b as ed friendships and loya l t ies . They cont inued to 

meet in the S t a f f  Common Room .  Previously when the Common Room had 

been in the Act ivi t ie s  Cent r e , the staff met as a more o r  l ess und i f f er­

ent iated group and discussed b o t h  work and non-work rela t ed ma t ters . 

In the new Common Room,  they t ended to congregate with wo rk ma t es who 

shared s imila r a tt i tudes and value o rient a t io ns , thus reinfo rc ing the 

wo rk-group id ent i t ies , friendships and loyal t ies that were emerging in 

wo rk s e t t ings . 

When staff memb ers f rom d i ffe rent groups did mix , t he conversa t ion 

general l y  c ent red o n  non-wo rk relat ed t o p ic s  and seldom on topics to do 

with courses , pro grammes and t ea ching metho d s . In this way , the s t a f f  
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were ab l e  t o  avo id issues tha t  could have highl igh t ed d i f f er ences o f  

opin-ion and serv ed as a source o f  confl i c t .  There were two outcomes . 

Firs t , l ittle o pportunity was found in the Common Room to share id eas 

and a t t i tudes abou t  Co l l ege work or develop professional relat ionships 

acro s s  departmental boundar i es . Second , the Staf f Common Room was 

a congenial s et t ing within which s ta f f  could relax and enj oy harmonious 

r ela t ionships wi th o thers . There were , o f  course , occas ions on which 

t ens ion and confl ict  did surface .  Th is was ma inly the out come of  s t a f f  

f rom d if ferent groups expr ess ing contra ry o pinions . There were some 

occas ions on which a staff memb er might a t t empt to "one-up " or  discredit 

in some way the wo rk o r  opinion of ano ther . 

One such o cc a s ion oc curred just  a f t e r  the completion o f  the Child 

Care Cen tre . A small numb er of  Voca tiona l  Educa t ion t utors mad e  this 

new facil ity an ob j ect o f  bant er . Whe n  the log f ence was comp l e t ed the 

Cent r e  was ref err ed to deris ively as " th e  S tockade • . :  Such references 

wer e at t imes s een by the Human Rela t ions tutor to reflect a nega t ive 

j udgement about her wo rk and he r ro l e .  Because of the good-wil l that 

exis t ed amongs t s t a f f  memb ers such banter and one upmanship was never 

allowed to a c t  as an overt and d irec t  threat to s ta ff relat ionships . 

Nonethel ess , an e l ement o f  d ivisiveness entered into rela t ionships . 

Fo r ins tanc e some t rades tutors who \vere int eres t ed in the ear ly 

chil dhood developments tha t were taking place obj ec ted , though no t in 

an o u t spoken way , to the expression o f  negat ive a t t itudes towards thes e 

developments . Such obj ect ions (or as  some put i t , "d iff erences o f  

opinion" ) were no t a n  out come o f  personal dis l ikes . Rather they wer e 

an ind ication o f  d isquie t .  And tha t d is quiet seemed to b e  due to ; 

( i )  dif ferenc es over t he relative value o f  co nt ributions 

to the educationa l  l i f e  o f  the Co l l eg e ,  

( ii )  lack o f  knowl edge or unders t and ing of what o thers 

were do ing , and , 

( i i i )  concern about the ques tion o f  overal l direc t ion 

and purpo s e .  

The prob lem stemmed from th e organisational structure o f  the College 

itself and the s omewhat uncomfo rt abl e f i t  b e tween the pa ramount 

goal of Cont inu ing Ed uca t ion and the s t ruc tural dis t inc tion between 

Voca t ional and Community Educa tion . 
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During the lat ter months o f  1 9 7 5  the D irecto r gave mo s t  of his 

at t ention to eithe r  adminis t rat ive work , or  publ ic relat ions . The 

lat ter was ma inl y concerned with the promo t ion and development o f  

Community Educa t ion . Meanwhile ins ide t he Co l l eg e  a large mino rity o f  

Vocat iona l  Educa tion tutors b ecame crit i cal of  the emphas is b eing g iven 

by the Direc tor to Community Educa t ion . They compa red the work o f  the 

two t eaching departments and came to f eel the value of their own wo rk 

was b eing diminished -- a feel ing reinfo rced by compar isons o f  the 

appo in tment l evels and salaries o f  the s t a f f  in the two t eaching 

d epa r tments . As one tutor comment ed with some feel ing : 

whe re are your values ? Where do es one s tar t and where 

do es one f inish - I mean a music t eacher - a tuto r three . 

Is he that valuab l e  to the Communi t y  • • .  The same with 

carving , arts and c ra ft s ,  s creen p r in ting , things l ike 

t h is ?  What is (more important ) someone ' s  co ntribut ion 

to the count ry ' s  produc t ivity or the count ry ' s  

u t il isation o f  free t ime ( Int erview , Octob e r ,  1 9 7 5 ) . 

Dur ing the forma tion o f  the Col l ege , the Vo cat ional Educat ion sta f f  

had r eadily ac cepted and approved o f  the Director ' s  efforts to  promo te 

the Col l ege and build-up Community Educ a t io n .  However , wi th the passage 

of tim e ,  they expec t ed him to look to the wel fare and devel o pment of 

bo th Vo ca tional and Community Edu ca t ion . The Vocat ional Educa t ion Head 

summed up his own a t t i tud e and the a t t i tud e o f  t utors tha t : 

I would prefer that ( th e  Director ) overs ees the to tal 

p i c ture ; that he giv e  an unb iased proport ioning of his 

t ime to both Vocat ional and Community Education 

( Interview,  O c tobe r ,  19 7 5 ) . 

The Voca t ional Head was conf ident in his own ab il i ty to adminis t e r  and 

develop the Voc a t io na l  Educat ion Department . However , l ike the Direc t o r ,  

he  wanted t o  develop "cro s s  r elat ions b e tween the two depar tment s "  and 

t o  minimise the incidenc e o f  division and conf l ic t . 

The Direc t o r  b el ieved , mis takenly as it turned ou t ,  tha t 

a l l  the gro up on the central campus are very solid 

and even though Communi ty Educ at ion people have 

been here a sho rt t ime , they ' l l build bridges in 



t erms o f  p ersonal l inkages between the Community 

Educa t ion s id e  and the Vocat ional Education s id e  

( Int erview, Oc tober , 1 9 7 5 ) . 
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Wh il e a numb er o f  "personal l inka ges " did form ,  there was a general 

h es itancy amo ng th e staff to ini t ia t e  or b ecome invo lved in a serio us 

way with j o int d epa rtmental ventures . I t  was one thing to get o n  wel l 

socia l l y  wi th each o ther in t h e  common room but qui te ano ther thing to 
' 

wo rk together . The occurrenc e o f  such incident s as the "sto ckade 

bus ines s "  and an emerg ing feel ing o f  r iva l ry b etween tutors (between 

and o c cas ional ly wi thin depar tment s ) , f ur th er inhib i ted the development 

o f  int erdepartmental and int e rgroup coopera t ion . 

The Direc t o r  was aware o f  the occasio nal d if f er enc es o f  o p inion 

tha t o ccurred b e tween staff memb ers . However , he thought that these 

d i f ferenc es were mainly superficial in nat ure and could be put aside in 

the interests o f  the development o f  the Col lege .  He thus expect ed the 

ex is t ing staff to work with the new tuto rs to develop new types o f  

pro grammes and courses . He hoped tha t  a s  s taff from the two t eaching 

d epartments b egan to work to gether , the arb i trary dis t inction between 

Vocatio nal and Community Edu ca t ion woul d b egin to b reak down . The two 

department organisa tion was unl ikely t o  completely dis appear . However , 

the D irector ho ped that compo s i t e  wo rk groups might b ecome a f ea t ure 

of the l ife o f  this Community Coll ege . He had in mind two ideas with 

which to ini t ia t e  a pat t ern of coo pera t ive ventures . First , the 

Buil ding t rades and Welding tu tors could work with the Ar t and Cra f t  

t u t o r  to devel o p  c ompo s i t e  t rades o riented craft proj ects and 

ac tivit ies both on campus and in the community . Second , Vocat ional 

Educat ion tutor s  could work wi th the Youth Leadersh ip and Wo rk Re-entry 

t u t o rs to devis e appropr iat e  programmes and proj ec t s . They could for 

ins tanc e , help s t ud ents acquire prac t ical t rades skil ls , l earn how to 

set up wo rk coo peratives and l earn how to cope with wo rking for 

an employer . 

As it t ransp ired , ther e were three factors which mil ita t ed agains t 

the real isa t ion o f  th e Direc to r ' s  aims . Firs t ,  the Direc to r  as sumed 

that the staff understood and agreed with his defini t ion o f  the 

si t ua tion . He d id no t exp la in to the s ta f f  what his aims wer e and how 

he expec ted them to part icipa t e  in the i r  imp lement a t io n .  S econd , the 

D irector himsel f was an ind ividual ist and tend ed to keep his own couns e l  
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ra ther than consult and work with the staff . He encouraged the s ta f f ,  

bo th b y  word and examp l e ,  to enac t the ir ro l es in an individual is t ic 

rather than a coo perat ive way . Third , the absenc e of a Community 

Education Head l ed the Director to regard each of the Community Educat ion 

tutors and t he Accountancy and Bus ines s S tud ies tutor as 

a Head of Departm ent ; each o pening up and having 

responsib il ity fo r a to tal l y  s epara t e  and unique 

area ( Int erview , Octob er , 1 9 7 5 ) . 

Each Community Education tutor had to es t ab l ish a ro l e  within the 

Co l l eg e ,  int erac t  with ex ternal agenc ies , identify a cl ient el e ,  d evelop 

and teach cours es ,  select  part-t ime tuto rs to teach in specia l is t  a reas 

and arrange and conduct wo rkshops , s eminars and meet ings b o th at the 

Co l l ege and in the community . The tutors wo rked alongs id e but independ ently 

of each o ther in the east ern wing o f f ic es o f  the Community Education 

Bu ilding . Here they s ettled into Community Co l l ege lif e ,  f irst a s s es s-

ing and ul t ima tely def ining to their own ends their respective s it ua t ions . 

They had aims o f  their own and their d ef init ions o f  the s i tuat ion 

det ermined how they co uld fit into and d evelo p  the College . 

New Tuto rs ' Aims and D ef ini tions o f  the S itua tion 

This f ina l sec tion o f  the Chapter des c r ib es and comments on th e 

new tuto rs ' defin i t ions o f  the si tua t ion - their attitudes , goals and 

expectations - and the manner in which they b egan individua lly to c reat e  

an opera t ional doma in and a ro l e .  

In the two months fo l lowing her arr ival a t  the Coll ege the Human 

Re lat ions tutor spent the bulk of her t ime dur ing the day wo rking on 

campus . The o f f-campus meet ings she did att end o ccurred mainly in the 

evening or at weekend s . From Augus t  onwards she began " to wo rk mo r e  with 

groups in th e community on week days . "  For exampl e  she b egan to conduc t 

Pa rent Educ ation cours es with mo thers in a nearby Napier suburb . This 

community-based ac tivity refl ec t ed the tuto r ' s  desire to wo rk with : 

( i )  parents to provide pract ical knowl edge about 

childrear ing , 

(ii )  i l l i tera t e  adu l t s  t o  he lp them learn t o  read , 

and a t  a somewha t different l evel , 



( i i i )  Play Cent re and Kindergar t en superv is o rs to ass is t 

them d evelop their own pro grammes - with the emphas is 

b eing on the educat ion o f  pa rents , no t taking ov er 

the educat io n  o f  the children f rom the parents . 
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While the Coll ege ' s  Chil d Care Centre was ava ilab l e  t o  b e  used by 

parents, it  al so s erved as a t raining and res earch c ent re .  The us e o f  

t h e  C entre in th is way aro s e  out o f  a concern t o  estab l ish " the root 

causes of prob l ems in the community" and to provide pro grammes and 

ac t iv i ties that were d i rect ed at finding solutio ns and prevent ion . 

Within the Col l ege th e Human Rela t io ns tutor hoped also to  work 

with Vocat ional Educa tion tutors to run Human Relations courses f o r  the 

a pp r entic es and o ther full-time s t ud ents .  In this way she hoped to 

o vercome the t endency among s t af f to "d iv ide the Coll ege up in to 

Vo ca tional and Community Education with a s p l i t  down the midd l e "  

( Interview, Sep t ember , 1 9 75 ) . The achiev ement o f  this goal required 

t ha t  two ob s t ac les be removed . First the mal e  tuto rs "had to  l earn to 

a c c ep t  a woman as a co l l eague . "  Second , they had to s t ep outside 

t heir convent ional teacher ro l e  defin i t io ns and come to regard the 

s t udents no t merely as s ec onda ry scho o l  pupils who had to be co erced 

to  learn but as adul ts . She recognis ed that the removal o f  thes e two 

o b s tacles was probably a long-t erm prospect and wo uld involve convert ing 

mo s t  o f  the exis t ing staff  to new ways o f  th inking about educa t io n .  

The Art and Craft  t u t o r  shared with the Human Relacions t u to r  

a common att itude t o  adu l t  educatio n .  L ike he r ,  h e  bel ieved tha t 

adul t s  were capabl e  o f  dec iding wha t they wanted o r  ought to l earn . 

His paramount aim was th e implementation o f  an interes t-bas ed approach 

to t ea ching and l earning . He wanted to  

arrange a sys t em ( o f  l earning and t eaching) where 

peopl e feel free and easy coming and go ing • . •  to 

base the (on-campus )  C o l l ege ac tivity on individual 

interes t .  I want to b e  quite l it eral ab out that , 

so tha t each person who comes in is a t t end ed to 

personal ly - want s ,  need s and reques ts , a l l  on 

an ind ividua l basis ra ther than o n  that c lass basis . 

If you set up .a course everybody c omes to i t  en-masse . 

Then you ' ve go t a class and I don ' t  want that . I know 

that ' s  no t the r ight way ( Int erv iew , Feb rua ry , 1 9 7 6 ) . 
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The impl em entation of an int eres t -b a s ed Art and Cra f t  programme 

resu l t ed in the tutor ' s  s e t t ing up a s tud io in the Community Educa tion 

Buil ding and conduc ting a c t ivities b etween 9 a . m .  and 7 p . m .  on three 

days a week . For exampl e : 

o n  Mondays there is pa int ing and d rawing a c t ivity 

- oil paint in g ,  wa ter colour , charcoal drawing , 

chalk drawing , c rayo n ,  pencil depending o n  individual 

int erest . Some come and say " I  don 1 t know , but 

I want to do something . "  Tha t ' s  a prob l em . So 

we try to iro n it o u t  individually ( Int erview ,  

F ebruary , 1 9 7 6 ) . 

By pro ceeding in this way it  was possib l e  to 

ca tch peo p l e  during the day and on the way home from 

work and then avo id ( the student s )  having to come out 

to night classes ( Int erview,  Feb ruary , 1 9 7 6 ) . 

The remaining two days o f  the week were sp ent wo rking in the 

community . Prio r to the Art and Craf t  tutor ' s  arrival , the D ir ec to r  

had in it iated t h e  He Whare Wananga No Nga t e  Kahungnu programmes . 

St emming from the Col l ege ' s  invo lvement in this d i s tinc tly Mao ri­

Education venture ,  the Art and Craft tuto r was invited to  a s s i s t  in 

the res toration of the local Kohu Pat iki Marae . Here the emphas is 

was o n  

working w i t h  peo p l e  according to th eir expressed 

needs - their pl an . I think in t erms o f  b as ing things 

on community activit i es , where there ' s  in t e rnal 

o rganisa tio n .  I ' m talking about Community Educa tion , 

but where there i s  control by tha t c ommunity over 

their own af fairs ( Int erview ,  Tuto r ,  February , 1 9 7 6 ) . 

Her e then , was an a t t empt by a Col le g e  tuto r ,  build ing on th e 

in i t iatives o f  o thers , to int egra t e  the Co l l ege with a local c ommunity . 

The tutor ho pe d tha t ,  in t ime , memb ers o f  that Mao ri community might 

want to come to the Co l l ege . Sub sequent develo pment o f  the Wha r e  

Wananga pro gramme meant that fur ther invo lvement wi th the Mao r i  could 

o ccur predomina t ely in the community. 
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Later , in 1 9 7 6 ,  the additional appo intment of a par t - t ime Art 

and Cra f t  t utor enab l ed the s et t ing up o f  an ext ra Art and Craft work­

shop . Th is was loca t ed in '�the S tab l es "  a t t ached to the o l d  Ota tara 

homestead pos i tioned over the campus boundary . "The S tabl es" also 

b ecame an o n-campus bas e fo r You th Leadership and Wo rk Re-entry 

pro grammes .  While the tutors asso c ia t ed wi th these programmes and 

the Art and Cra ft t u to rs o c cas ionally vis i t ed the main S t a f f  Common 

Room , they became an independent gro up . I t  is not ewor thy tha t during 

the period of the f ie l d  research , no a t t emp t s  were made by " the S t ab l es " 

group to d evelop programmes wi th o ther Community Co ll ege tuto rs . 

A similar at t i tude to adult  educa tion and a s imilar pat t ern o f  

o n -and o ff -campus wo rk was evident amo ngs t o ther t utors . The Engl ish 

and Crea t iv e  wr iting t u to r ,  had two main aims . Firs t , he 

want ed to spend a l o t  of t ime in schools t ry ing to 

ca t ch people in about the s ixth form area who tend at 

that s t ag e ,  in t erms of c rea t ive wri t ing , to say ei ther 

we ha t e  s chool or go onto univers ity and have to 

concentra te on exams , and drop-out f rom this activity . 

I want ed them to h av e  the Col l ege as a focus po int -

a drop-in cent r e ,  i f  you l ike , for crea t iv e  writ ing , 

as much as  a cours e c entre ( Int erview ,  February , 1 97 6 ) . 

Second , he wanted to ident i fy in the community, adul ts who had 

writ ing abi l ity - "peo p l e  who are no t au fait  wi t h  say ' Yel low Isl and ' 

o r  ' Landfal l ' ; but peo p l e  who thes e l iterary magaz ines are looking 

for . "  

To begin with, he took over the coordina t io n  of a writer ' s  work­

shop tha t had its origins in S emina r  ' 75 .  

A lo t o f  time was s pent with this group o u t s ide pur e 

Co l lege t ime , or so-cal l ed regular class t ime conducting 

a wr i t er ' s  wo rkshop .  Our aim was to produc e a Hawke ' s  

Bay l i terary publ i ca t ion cal l ed " Scrip t "  ( In t erview , 

Februa ry , 1 9 7 6 ) . 

Apa r t  from the worksho p ,  the Eng l ish and C r ea t ive Wr it ing tu to r 

ha d ,  (unl ike the Art and Craft tutor) , no s t ab l e  community net-work 

within wh ich he might wo rk.  Consequently he devo t ed his a t t ent ion 
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bo th dur ing o f fice hours , at  weekends and in the evenings to conduct­

ing meet ings , and t alking wi th individua l s  in the community . He was 

no t to t al l y  free , however , to work o ff-campus . There were 

b read and but t er courses , as it wer e ,  wit h  

s ec retaries , carp enters , f i t t ers and turners . 

That ' s  the eas ier , more r ec ognised , mor e  

useful kind o f  teaching ( In t erview ,  February , 1 9 7 6 ) . 

These courses were a compul so ry component in the apprent ice and 

connnerce-t rainee progrannnes . They were r egarded as "non-essential " 

by the Vocationa l  Educa t ion t uto rs and had to b e  taken s imply to mee t  

the Trades Cert i f ic a t io n  Board requiremen t s . The English tutor 

attempted to rel a t e  the courses t o  s tudent o c cupations and int eres ts 

and to run them on a co-educat io na l  bas is . However h i s  a t t emp t s  a t  

co-edu cation came t o  no thing when t h e  "secretaries wer e  s cheduled t o  

meet i n  a c lass o f  their own a t  4 . 00 p .m .  o n  F riday a f t ernoon . "  

Scheduling decis ions l ike this s erved to dampen the Engl ish t utor ' s  

enthusia sm to wo rk in the Vocational Educa t ion Department . He found 

"the brea d  and but t er courses " unenj oyab l e  and unrewarding . Wh il e the 

compulso ry Engl ish cou rses had to be taugh t , he saw Crea t ive Wri t ing 

as the mo s t  wor thwh i l e  aspec t o f  his ro l e  and gave mo s t  o f  his ab i l i ty ,  

time and energy to i t . 

The Mus ic tut o r  was an acquaintance o f  s everal o f  the s t a f f  b efor e 

his appo intment to the Co llege . However , whil e he enj oyed amic ab l e  

rela tions and "go t o n  well with the s ta ff " ,  t h e  peopl e he worked wi th 

as a Communi ty Co l l ege tutor wer e peopl e in the Community . They wer e ,  

for exampl e ,  teachers o f  Mus ic in the local s choo ls , mus ic ians i n  the 

Hawke ' s  Bay Orches t ra ,  and the Chamb er Husic Socie ty and t eachers who 

were us ing mus ic therapy with handicapped chil dren . 

The Mus ic tutor had c l ear conc ept ion o f  h is rol e ,  namely to : 

( i) use the Community Col lege as  a base f rom wh ich to 

develo p the local o rches t ra around a nucleus o f  

pro fess ional mus ic ians , 

( i i )  prov ide s econd-chanc e mus ic educa t ion cours es . 

( ii i )  conduc t execut ive diploma level courses leading 

to the A . T . C . L .  and L . T . C . L .  qua l if ica tions , and , 



( iv)  raise the general l evel of  community 

partic ipa t ion in Mus ic by suppor t ing local 

mus ic groups and o rganis ing both orches t ral 

and "po p ' ' music concer t s . 
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Whi l e  he did no t have a spec i f ic inter es t in o r  l iking for 

"electronic " and "po pular cont emporary" music , the Music tutor took the 

view that thes e form s  o f  music were 

a valuab l e  d evelo pment for other peopl e who see mus i c  

d i ff er ently . We ' r e  here to  s erve a l l  sec tions o f  the 

community - Fo r instance a group f rom the '''Down town-Y" 

come to the C o llege and prac t ic e  her e .  Our aim i s  t o  

enco urage that so rt  o f  d evelopment . I n  April ( 1 9 7 6 )  

w e  have a pro gramme o n  elec t ronic mus ic a t  which 

peo p l e  can c ome along and perhaps compo s e  their own 

mus i c  ( Int erv iew , tutor , Feb ruary,  19 7 6 ) . 

Unl ike many o f  the Vocat iona l  Educat ion tuto rs who r egarded the 

Community Co l l ege as res emb l ing a s ec ondary schoo l , the Music tutor -

hims elf an ex-secondary schoo l  t eacher - took a somewha t d i f f erent view .  

His v iew o f  education and students was s imilar to that held b y  o ther 

Community Educat ion tutors namely tha t :  

We ' re no t t ry ing to build-up Mus ic nec essarily 

within the Co l lege i tsel f . We want to get away 

from t each ing Mus ic in the c lassroom . That ' s  the 

pract i ce in the schools . Here it' s  d i f ferent . 

We ' re trying to develop some thing within the 

Community - And o f  course people who come to us 

want to come . In the scho o l s  you have a capt ive 

aud ienc e � i t  may no t b e  an int er es ted o ne .  

Her e ,  the approach i s  r eally quit e  d i ff erent - its 

muc h  mo re per sonal and indiv idua l is ed ( Interview, 

Feb ruary , 1 9 7 6 ) . 

By ado p t ing a personal and ind ividual ised approach to teaching and 

learning , the Mu s i c  tutor ho ped to inc reas e  the level o f  p articipation in 

music in the Community . Therefo re he worked in the communi ty to achieve 

this end . 
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Two o f  the new tutors wer e in Vo cat iona l  Educa tion but ) fo r 

var ious reasons , came to have as much in common wi th the Community 

Educa t io n  t utors as they did with their Vocat iona l  Education co l l ea gue s . 

Their a ims and defini t ions are the refore incl uded for dis cus s ion along 

with the Community Educa t ion tutors ' a ims and d e f init ions . 

The ro l e  of the Ac countancy and Bus iness S tudies tutor was 

s imilar to tha t o f  o ther tutors in Vocational Education,  namely to t rain 

s tud ents fo r o ccupat ions in Accountanc y ,  Bus iness Management and the 

l ike . His main aim was , 

to g e t  vo ca t ional s tudies in account ing ( e . g .  cour s es 

in A . C .A .  subj ect s ,  th e N . Z .  Certifica t e  in Commerc e ,  

and t h e  Ins t itute  o f  Management sub j ec t s )  o ff the 

ground with a minimum o f  fuss a nd a max imum o f  

accep tance b y  local peo pl e .  

However,  his a t t i tude t o  s tud ents was d i f ferent f rom that o f  many 

Vo ca t ional Educat ion t u to rs . The lat t er t ended to view s t ud ents as  

inferior to them .  Th e s t udents were in need of  "contro l " ,  "dis cipline" 

and "should show respec t . "  The Accountancy and Bus ines s S t udies tutor 

b el i ev ed that the relat ionship b etween t uto r and s t udent had nec es sarily 

to be an h ierarchic o ne . However he also took the view tha t ,  

the c ustomer is righ t .  S tudents have a right to 

expec t top-c lass tuition . They mus t feel , at the 

end o f  a course , that they have acquired something 

o f  va lue . The s tud ent s are adul t s  and as such 

their views are d eserving of r espec t ( In terview , 

tuto r ,  Octob e r ,  1 9 7 5 ) . 

Al though by defini t ion a Vocat iona l  Educ a t ion tuto r , the ado p t io n  

o f  this v i ew hel ped iden t ify the Accountancy and Business S tudies t u to r 

as  a Community Educa to r .  In this rol e  he a imed to "asso ciate the 

Community Co llege in a maj o r  way with Account ing and Bus ines s Management 

Education in the region" by ; 

( i )  do ing promo tional work in the community wi th the 

radio , newspap ers and in person at places whe re 

people a s s emb l e ,  e . g .  in such wo rk places as the 

hos pital , t he paper mill and th e sporting clubs , 



( i i )  emphasis ing a pol i cy o f  open-entry to Accountancy 

and Bus iness Studie s ,  and 

( i i i )  hel ping p eople to feel at home in the Community 

Co l lege environment . 

In o rder to achieve his main aim, the Accountancy and Business 

Studies tutor b ecame a memb er o f  the execut iv e  o f  the Hawke ' s  Bay 
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Soc iety o f  Accountants and was appo int ed as the S choo l s ' l iaison o f f i c er . 

In this ro le he planned to r ec ruit s enior s chool s tudents to his c ourses . 

and to build up "a res ervo ir o f  account ing and management talen t  in 

the Hawke ' s  Bay" ( Int erview, F eb ruary , 1 9 76 ) . In addition he p lanned 

to conduct an array o f  cours es for such peo p l e  as c lub s ecretaries and 

t rea surer s ,  people managing smal l  business es and p eopl e want ing to 

know about such topics as the o pera t ion of banks , the share . market 

through to home management and ac count ing . 

Th e new Secreta rial tutor also def ined he r rol e in b road t erms as 

a Community Educato r .  She had , a s  a f irst  p rior i ty ,  to t rain young 

adul t s  fo r secret a rial and commercial o c cupa t ions . However , she took 

the view tha t ,  

we ' v e  go t to b e  prepared t o  travel and t o  take our 

wo rk out into the community in ord er t o  get women 

invo lved in education • . .  Knowing the v iews o f  some 

o ther (male) Voca tional Educ a t ion tutors, I t end no t 

t o  d iscuss with them wher e I po ssib ly s e e  our rol e  

f rom the community side . I do no t see the Col lege , 

as some do , as a place that s tud ent s come to , they 

l earn and then they go away again ( Int erview , tutor , 

Feb ruary , 1 9 7 6 ) . 

During 1 9 7 5  and 1 97 6  the Sec retarial tutors wer e fully pr eo ccupied 

with the s e t t ing-up and conduct of on-campus cour ses . However , during 

tha t  t ime the new tutor discussed with the Human Rela t ions tuto r  ways 

in which they migh t wo rk together to d ev el o p  community-based c ourses 

and pro grammes for women . 

The Community Educa t io n  Head 

As ment ioned ea rl ier in the case-s tudy , the Co unc i l ,  the Director 

and the s taff expec t ed the Community Ed uca t io n  Head to arrive a t  the 
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Col l ege during Nov ember 1 9 7 5 .  In his absenc e ,  the Community Educat ion 

tutors developed separat e  Communi ty Educ at ion domains within the one 

Department . When the firs t Communi ty Education Head appoint ed , r es igned 

(b efo re taking up o f f ic e ) , the Mus ic tutor b ecame the Ac ting Head of  

Department . However ,  he  was in no pos i t ion to d ev elop th e Community 

Education Department and a t t ended onl y  to rou t in e  adminis trativ e  ma t t ers . 

Consequently the tutors c o ntinued to wo rk indep endently o f  each o ther 

and as Depar tment Heads in their own right . 

When the s econd appointed Community Head arriv ed at the Coll ege 

in May 19 76 , he had to f it into an exis t ing depa rtment with c l early 

d efined t err ito r ies and a comp l ex network of r el a t ionships .  He r eal is ed 

t ha t  b efo re he could exerc i s e  any l eadership he first had to  unders t and 

no t j us t  the wo rkings o f  his own d epartment b u t  also the r el a t ionship 

b etween Community Educa tion and the o ther organisational uni t s  o f  the 

C o l l ege -- incl uding the Vocat ional Education Department , the Regis t ry 

a nd the Management t eam . Once equipped with knowl edge o f  how th e 

Coll ege wo rked , he ho ped to estab l ish his own niche within the 

organisa tion . 

By the end of  his f i r s t  month the Community Educat ion Head had 

made a numb er o f  spec i f ic observat ions about the Col lege that affec t ed 

the way he def ined the Head o f  Depar tment ro l e . First , th e Co llege was 

t ending to b ecome the centre of t ert ia ry educ a t ion in the Hawke ' s  Bay . 

A main consequenc e for t h e  Community Education Head was tha t he shou ld 

count eract this t endency . He planned to  do this by encouraging and 

ass isting his s taff to d evelop out -reach programme s  and avo id "b ecoming 

emb ro iled in t he interna l  course s t ructure . "  S econd, he obs erved tha t 

the Community College was '� eing overo rganised by the adminis t ra t ion . "  

This state o f  a f fairs l ed the Community Educat ion Head to use his 

pos ition as a memb er of the management team to  al ter exist ing admin­

istra tive arrangements and d evise new ones that could b e  us ed flexibly 

to as sist rather than inh ib it the development of Community Educa tion . 

The development o f  an appropria t e  and e f f ic ie nt adminis t ra t ive 

sys t em was a task tha t , in the la t ter months o f  19 75 , had b een of  

conc ern to the adminis t ra t ive hierarchy of  the Co l l ege . The out come 

was tha t  the Regi s t rar had developed an adminis t ra t ive sys t em to 

manage and control no t j us t  the o pe ra t ion of th e Voc at iona l Educa tion 

Department , but the opera tion of the who le Co l l ege . This sys t em had 



b ecome a c entral part o f  the Col l ege ' s  overa l l  adminis t ra t iv e  frame­

wo rk . 

The emergence o f  the adminis t ra tive framework and i ts effec t on 

t he s taf f and on the evo lution o f  the Col l ege are to b e  dis cus s ed in 

the nex t  Chapter . 
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CHAPTER 1 0  - THE ADMIN ISTRATIVE FRAMEWORK OF THE COMMUNITY COLLEGE 

The main topic to b e  d iscussed in Chapter 1 0  is the emergence o f  

the administrative framewo rk and the e f fects o f  admini s tration o n  the 

evolution of the Communi ty College . The focus o f  attent ion will b e  

on the way the College adminis t rators s ough t t o  contro l the d ir ect ion 

of C ommunity Co l l ege development through : 

( i )  t h e  d evis ing and implementat io n  o f  

a n  adminis t rat ive sys t em, 

(ii)  the meeting o f  Educat ion Depar tment rul es 

and r egulat ions , 

( iii)  memb ership in the Technical Ins t it u t es ' 

As soc iation , and , 

(iv)  the fo rmat ion of  Commi t t ees . 

The rel evant fUnc t ional prOb lem i s  Int egration and in pa r t i cular its  

so c ial contro l aspec t s . 

Adminis tration - The Ini t ia l  Situation 

During th e operat ional stage of the Col l ege ' s  evolut ion t h e  

Co l l ege admin is t rato rs made no sys t emat ic or detailed at t emp t t o  apply 

a princ iple of efficiency t o  Co l l ege opera t ions . That is th ey made no 

a t t empt to d ev is e  and apply rat ional forms o f  adminis trative contro l . 

To use Jame s D .  Thompson ' s  ( 1 9 6 7 )  analogy ,  the situation at  the Col l eg e  

was someth ing akin t o  the state o f  emer gency tha t occurs when a maj o r  

disaster st rikes a communit y .  The re were s everal reasons . At tha t 

t ime the build ings were in various s t ages o f  compl etion and the roads 

and parking a reas were uns ealed , Cons t ructio n  workers were pr esent 

o n  the campus along with their cranes , ladders , s caf fo lding pl anks o f  

t imb er and o t her building and excavat io n  equipment . As the Director 

had commented at  Seminar ' 7 5 ,  there was a f ine layer o f  dus t over 

everything and in making th eir ways around the Col l ege, the s t a f f  had 

to dodge wo rkmen ' s  ladders , nego t iate their way around scaffol ding and 

o pen drains and avo id wa t er puddles . 

In this physical s i t ua t ion, it was dif ficul t to give a t t en t ion to 

coo rdina ting the effo r t s  o f  staff and o rganis ing them to get on with 
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the j ob . The administrative headqua rters was es tabl ished in the 

Ac t ivit ies Centre . In time an o rganisat ional patt ern emerged and j ob s  

go t done - but no t always effic iently . Some resources were employed 

to their c apac ity , o thers were no t .  The pr incipal explana tion was that 

the Co l l eg e  had to be o rganised and become o pera tional s imul taneously . 

The components-personnel and the other availab l e  resources - had to b e  

assemb l ed and int er rela ted . All this had t o  b e  done without the 

b enef it o f  es tab l ished rules or commonly known channels o f  communic a t ion . 

In the inter e s t s  o f  cont ro l l ed and o rderly evo lut ion ,  the Director 

recogni sed that this "disaster "  s i tuation could no t be allowed to  

cont inue for any length of  t ime.  The Community Col l ege r equired p eo p l e  

wh o  wer e ab le to o r ganise account ing , adminis trat ive,  and repo r t ing 

systems . The Regis t rar ' s  ro l e  was thus seen as a c rucial one in s et t ing 

up such sys tems , which , when opera t ive, would : ( i )  enabl e  a measure o f  

interna l  contro l to b e  execu ted over the a l l o ca tion o f  resources and , 

( i i )  cons t i tute an important part of the o rganisat ion ' s  defence and 

procurement func t ions . 

In set ting up adminis t rat ive systems , the Direc tor hoped tha t s enior 

s taf f wou l d  comb ine and become an executive t eam tha t ,  b e cause of i t s  

na ture , would permi t ho rizontal rather hierarchical cont ro l and 

communication. He therefo re env isaged tha t ; 

the four of us , the Community Educa t ion Hea d ,  when 

he ' s  here,  the Vocationa l  Studies Head , the Regis t rar 

and mys el f , would work together no t in t erms o f  

a hierarchy . I s e e  u s  i n  terms of four people with 

complementary roles within the sys t em .  I accept t ha t  

when f inal c runches come , I have t o  take responsib il ity 

for things and make c ertain d ec isions . I know in any 

sort of issue aris ing I ' m go ing to have to carry the 

can ; and ther efo re I expect informatio n  and a certain 

amount of eo-o p era tic� Apart from tho se s ituat ions , 

I see us as b e ing compl ementary and tha t  we each have 

our own par t ic ular funct ions to perform .  And we each 

have our own styles of operat ion ( Interview , Direc to r ,  

O c tober,  1 9 7 5 ) . 



If the t eam approach could b e  mad e  to wo rk , then execu t ive s t af f 

would come t o  s ee themselves as pa rtners , would develop a common 

per spec t ive and ensur e tha t  the Direc tor ' s  infl uenc e  was no t l imit ed 
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by an unsympat he t ic s ta f f . In real ity , the achievement o f  a t eam 

a pproach proved t o  b e  mor e  o f  a prob l em than t h e  Direc tor init ially 

envisaged . As with o th er areas o f  o rganis at iona l  funct io ning , the 

achievement o f  coopera t iv e  working relationships in the executive t eam 

wa s something that had to be wo rked a t . The Director t ended to l eave 

o thers to c o p e  with th is kind of wo rk . Compl icat ing the mat t er further,  

senior staf f a l so had to adop t  new ro l es . Thi s  too was a mat t er tha t  

was l ef t  t o  individual s t o  cope with o n  their own . 

The D irec to r and Regis t ra r  were ini t ial ly a t  disadvantage in two 

ways in the c reation and l earning o f  t heir rol es . Their previous 

experience in univers i t ies and the bus iness wor ld respec t ively was qui t e  

al ien to t ha t required i n  the adminis t ra t ion o f  a Community Co l l ege . 

They had there fore to unlearn some old hab it s ,  adapt pas t experience 

to a new s itua t ion and familiar is e themselves with the requirements o f  

the paramount higher autho rity - the Education Department . Bo th had to 

adj us t their indiv idua l ac t ivit ies to the demands o f  a new situation . 

By contras4 the Voca t io nal Education Head had had many yea rs experienc e 

in the t echnical ins t it ut e  sys t em .  

The resu l t ing pat t erns o f  adj us tment r e f l ec t ed bo th the persona l i ty 

and prio r  adminis t ra t iv e  experienc e o f  each execut ive s ta f f  memb er .  

The Vo cat ional Educat io n  Head cont inued to b e  to tally immers ed in the 

set t ing up and management of his d epar tment . He communic a t ed wi th his 

execut ive co l l eagues when necessary ; fo r examp l e ,when advic e was wanted 

o n  the format o f  stud en t  regis t ers o r  when d ev is ing a pro c edure fo r the 

allocatio n  of funds to t ut ors and reco rding expenditure . As the 

Regis t rar sub s equently comment ed 

the Vo ca t iona l  Educat ion Department is very smoo th 

running . The Head o f  Depa rtment is very e f ficient . 

He ' s  got everyt hing under contro l ,  i t ' s  o rderly and 

the s taf f know i t ' s  o rderly - it j us t  runs l ike c lock­

work ( Int erview ,  February ,  1 9 7 6 ) . 



The Voc a t io nal Education Head a t tached considerable impo rtanc e  

t o  the 

day-t o -day o perations o f  ordering ma t er ial s ,  attending 

to· the needs of tutors , wo rking out t ime-t ab les , and 

plann ing cours es ( Int erview , Jul y ,  1 9 7 5 ) . 

In contra s t  the D ir ec tor saw his involvement in day-to-day admin­

i strat ive and account ing func t ions as b eing "to tal ly unproduc t ive 

and ine f f ic ient " ( In t erview, Jul y ,  1 9 7 5 ) . He cont inued to d edica t e  
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his t ime and energy t o  what Selznick ( 1 9 5 7 )  ca lls "the s t a t esman ro le" -

a concern for the evo lution o f  the o rganisa t ion as a who l e  incl ud ing 

its chang ing aims and capab il i t ies . Neverthel ess,  the Direc t o r  had 

b egun to d evelop a pol icy on long-term development and had par t ially 

committed this  po l ic y  t o  paper for  examp l e  in his  Seminar ' 75 a dd r es s  

and variou s  media relea ses . However , he mad e  l i ttle a t t emp t to 

t ranslate his po l icy into an int erna l  o rganisat ion doc t rine,  and then 

communica t e  it in a sus ta ined and sys t ema t ic way to senio r s ta f f  memb ers . 

In the abs ence o f  clear po l ic y  guidel ines the Regis t rar dr ew on 

his past experienc e in accountancy and bus iness management to es tab l ish 

a niche fo r hims e l f  wi thin the Coll ege hierarchy,  to  d e f ine a ro l e  and 

to meet his own need s for s tatus and infl uence . 1 1As the b u s ines s  manager 

of the Col lege" he saw his role p rimarily as that o f  

using m y  business exper ienc e to set  u p  a n  ef ficient 

adminis tra t ive sys t em • • •  to run the plac e as 

a commercial en t erpris e  • . •  ( and thereb y )  make 

a reasonab l e  cont ribut ion to th e l if e  o f  the 

Co l l ege ( Int e rv i ew ,  May , 19 7 6 ) . 

Within a f ew weeks a f t er his arr ival , the Regis trar set abo u t  d evis ing 

an administ rat ive s y s t em for the who l e  Co l l ege . 

Set t ing up an Administ rative Syst em 

To b eg in ,  the Reg istrar had t o  acc l ima t is e  himsel f to a new 

o rganisat ional s itua t ion ; one qu i t e  dif ferent from that o f  " the cut  

and thrus t o f  the computer busines s . "  In practice this a c c l ima t isa tion 

was as s i s t ed by hav ing , as a f irst  tas k ,  



go ing b ack through all the o ff i c e  records and 

invo ices , examining every one and finding out  j us t  

what i t  was for - a spec ial grant , a n  expens e  on 

class materials and so on . There was some 

diff icul ty because the original o f fice was (o ff­

campus ) - Then it was moved to the Coll ege - b ut 

we coul dn ' t  f ind a l l  the bits o f  paper regarding 

the f inanc ial grant s  that were o u t s ta nd ing • •  

so I went to Well ington and go t th em and then 

b egan so r t ing out the financ ial chaos we were in 

( Interv i ew ,  June , 1 9 75 ) . 
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While the task o f  put t ing t h e  f inancial af fairs o f  t h e  Co l l ege in 

order was " something of a bapt ism by f ire" , i t  provided an o ppor tunity , 

o n  the one h and , fo r him t o  begin to b ecome famil iar with the admin­

i s t rative requirements o f  the Educ a t io n  Depar tmen t , and , on the o ther , 

to  become ac qua inted with the temporary a dminis tra tive and f inanc ia l 

c ontrol proc edur es that had already b een ins t ituted in the C o l l ege . 

By the end o f  Jul y ,  1 9 75 ,  the Registrar had d evised t h e  rudiments 

of an account ing sys t em and an array o f  administrative pro c edures tha t 

h e  envisaged should enab l e  senio r s t a f f  to exerc is e 

compl e t e  c ontrol o ver , the a l lo ca t io n  and spending o f  

fund s ,  the ord ering o f  goods and equipment and the 

registration and proc essing of s t uden t s  ( In terview , 

July , 1 9 7 5 ) . 

This syst em should , a t  the same t ime , 

allow tutors to know the l imits o f  their f inancial 

alloc at ions and exercise ind iv idua l f reedom to spend 

money within pre-det ermined l imits ( Int erviews , 

Regis t rar , June a nd August , 1 9 7 5 ) . 

Fo r exampl e ,  spec ific pro c edu res inc lud ed the us e o f :  

( i )  t ime-cards f o r  record ing t eaching-hours . mileage 

c l a ims and incidental expens es , 

(ii)  requ isitio n  forms for reques t ing equipment , 

goo d s  and servic es , and . 



( ii i )  an ac companying pro cedure for cos t ing and 

approv ing purcha s es . 
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Within the Registry a manua l ,  accoun ti ng-cum- informatio n  - r et r ieval 

system was installed and us ed to proce s s  all i t ems of expenditure and 

income ranging from the cos t ing o f  spe cific courses , payment o f  salaries , 

receipt of  b lock grants and the rec eipt and payment of  account s .  

So eff ec t ive wa s the sys tem that " no staff member could place 

an order to purchase an i t em wi thout a regi s t ry authoris a t ion . "  The 
* 

Registrar controls a l l  o rders . The s t a f f  wer e told tha t i f  th ey buy 

any items without an autho r i t y ,  they pay for them ( Int e rview ,  Regi s t ra r ,  

F ebruary , 1 9 7 6 ) . 

Onc e in o pera t ion , ac count ing and administ ra t ive pro cedures were 

applied uniformly and wi tho u t  discriminat ion to both the Vocational and 

Community Educa tion depar tments . In this way the Regist rar sought to 

l imit the organisa tional dual ism tha t  exis ted and to avo id a 

compe t i t iv e  divisio n  b etween Community and Vocat iona l 

Educ a t ion tutors ( In t erview , June , 1 9 75 ) . 

As the po st-operat iona l  s tage progres sed the Registrar so ugh t to 

formal is e o ther aspec t s  o f  Coll ege opera t io n .  The demand f o r  cours es , 

s eminars , workshops , meetings and use o f  Col l ege facil i ties and s ervices 

had , of  co urse ,  inc rea s ed . So had the volume o f  correspondence in and 

out of the Co l l ege and t el ephone communica tions . While much o f  this 

correspondence and communication was t ransmi t ted through the Registry,  

s taff had fa ll en into the hab it of buil ding up and storing info rma t ion 

in their own f iles . Some ( part icula rly the Direc to r)  omi t t ed to dis­

t ribut e  ma i l  that · might h av e  b een b et t er deal t wi th by o ther s ta f f . 

In o rder to "b reak bad hab i t s "  the Reg istrar s e t  up a central ised f il ing 

sys t em .  Her e ,  the Regis t rar ' s  penchant for organisation was expres s ed 

b y  the ins t i t u t ion o f  a sys t em o f  proc edures t ha t were to resul t  in : 

* In add i t io n ,  the Regis t rar was responsib l e  fo r ma tters rela t ing to 
the ma int enanc e ,  cl eaning and secur i ty of b uildings and fac il i t ies . 
Sho rtly after  arriving he also b ecame s ec retary to the Counc il and took 
respons ib il ity fo r arranging meet ings and agendas . 



( i )  prompt responses to correspondenc e ,  

( i i )  a c l ea rly-understood rout ine o f  sort ing and 

rou t ing l et t ers and circulars per formed by 

someone with overa l l  knowledge of the Co ll ege ' s  

work,  

( iii)  a c l early agreed pat t ern as t o  who sho uld answer 

part icular types o f  l e t t ers and enquiries , with 

discretion to use ini t ia t ive or s eek higher 

approval , and 

( iv )  ways o f  re-rout ing enquiries , (and their answers ) 

t o  s ev eral o ther staff groups for informa t io n .  

Initial l y  the running o f  the adminis trat ive o f fic e  had required 

a small numb er of cler ical s ta f f . However,  with the appo intment o f  
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new tutor ing s ta f f ,  the rapid growth o f  cours es and comp l e t ion o f  

bu ildings , th ere was a co rresponding increas e  i n  t h e  numb er o f  staff 

required in t he Regist ry .  The Regis try was becoming an o rganisat ional­

unit in its own right . By the end of the res earch it had acqu ired 

a full -t ime s ta f f  o f  t en .  Among the three main o rganisat ional-units 

in the College , the Regi s try mos t  nearly approxima t ed the archtypical 

bureauc rat ic -management mo del . Its po s i t ions were hierarchical wi th 

the Reg istrar at the top and in descending o rder , a senio r c l erk , two 

c l erks , anc ill ia ry s taf f and typ is t s  and secretaries . 

The Reg istrar was commi t t ed to the development o f  an eff icien t  

adminis trat ion sys tem .  He wo rked out  a s e t  o f  specialist funct ions and 

spec ified accompanying dut ies and rout ines . Fo r example , the senio r 

c l e rk was r es ponsib l e  fo r the schedul ing of classes , mee t ings , seminars , 

ma int enanc e o f  c lass reco rd s and t ime sheets and the regis t ration o f  

s t ud ents and the record ing o f  s tudent hours . There was a clerk responsib l e  

f o r  the handl ing and plac ing o f  all advertisements and the maint enanc e 

o f  an invent o ry .  There was a n  ac counts clerk,  and so o n .  The Regis t ra r  

saw this fo rm of adminis t ra t ive organisa tion as b o th des irab l e  and 

nec es sary . I t  was his way o f  "resc uing the Co l l ege from its  s t a t e  o f  

adminis tra t ive and financ ial chaos . "  In this way h e  sought t o  develop 

th e means whereby the execu t ive s t a f f  could b egin to exerc ise admin­

is t ra t ive cont ro l  over the int ernal a f fairs o f  the Co llege . With the 

administra t ive sys t em in plac e ,  the Co l l ege adminis trators could then 

al so meet the requirement s o f  the Educa t ion Depar tment and present t o  



this h igher autho r i ty, info rma t io n  tha t could b e  us ed to suppor t the 

Co l l eg e ' s  c la ims for increas es in resources and personnel . 

Meet ing the Requirements o f  the Educat io n  Depar tment 
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Th roughout 1 9 7 5  the Registrar ' s  ma in aim in s e t t ing up t h e  admin­

is trat ive sys t em was to "get the Col lege running smoo thly int ernall y . "  

In add i t io� some a t t ent ion was g iven by h im to the meet ing o f  Educa t ion 

D epartment reques t s , fo r exampl e for returns o f  s tudent enro lmen t s ,  

r epo r t s  on the r eceipt and installa t ion o f  equipment , es t imat es o f  

student numb ers fo r the fol lowing year and the l ike . These r eque s ts 

were met on an ad-ho c bas is when the f igures on which they were bas ed 

came to hand or when someo ne found t ime to ret rieve them . Al l three 

of the a dminis trators rea l is ed tha t  this ad-ho c way of res pond ing to 

d epar tmental requirement s  could no t go o n  indefini tely . In the first  

year of  the Col l ege ' s  opera t ion they had virtual ly a free hand to  procure 

resources,  and as the D ir ec t or-General of Educa tion pu t it 

"to make s ta f f  appo intments that wou l d  keep the 

Co llege turned into the educa tiona l  needs of its 

many pub l ic s "  (Renwick , 1 9 7 6 ) . 

Ther ea f t er the Co l l ege had to go thro ugh "normal Departmental 

chann el s "  in order to inc rea s e  its budgetary alloca t ion and s t a f f ing 

ent i t l ement . The D irec to r  r ea l is ed tha t the cont inuing growth o f  the 

Coll ege depended on the s enior staff acquiring knowl edge of the 

Edu ca tion Depar tment ' s  regu l a t ions and proc edure s  for dec iding 

s ta f f ing ent it l ements , budget allocations , block gran ts and spec ial 

al lowances . 

Towa rd s the end o f  1 9 7 5  and during ea rly 1 9 7 6  the Director  b egan 

to c o l labo ra te wi t h  the Registrar "to a tt empt to mesh in with the 

Edu ca tion Depar tment ' s  adminis t ra t ive sys t em" ( Int erview , Directo r ,  

March , 1 9 7 6 ) . His purpo se was , however , no t merely to comply wi t h  

the Depar tment ' s  t ertiary educat ion rul es and proc edures . Rather he 

took the view that , 

in a new ent erpr ise yo u ' ve go t t o  try and s t retch the 

sys tem to find wher e the bo undaries are . I ' m go ing 

to do this o n  the pro fessiona l  s id e  so to speak and 

the Regis t rar is go ing to do it on the accounting 

s id e  ( Int erv iew , Directo r , March , 1 9 7 6 ) . 
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The key concept t h a t  underp inned a l l  Educ a t ion Depar tment 

r equ irements and pro c edures was the "weigh t ed student ho ur s . "  In 

order to j us t ify the appo intment o f  an add i t io na l  tutor , the Co l l ege 

had to  show , prior to the commenc ement of  a course , that there wer e  

suffic ient s tudent s to genera t e  9 , 880  weighted s tudent hours . In the 

first year of operat ion the Co l l eg e  had b een s taffed on the assump t ion 

it woul d g enerat e 200 , 000  weight ed s tud ent hours . The appo intment o f  

a dditiona l  personnel and hence the f urther growth o f  the C o l l ege 

d epended on the generation of weight ed student hours in excess of this 

numb er . 

The C o l lege adminis t ra tors came to ado p t  "growth in s tud ent numbers" 

a s  a princ ipal goal and d irec t ed t ime and energy to the a t tainmen t  o f  

this end . They accordingly encouraged tu tors in b o th o f  the Co l l eg e ' s  

d epartment s  to ini t ia t e  and conduc t new courses . The Direc to r  ins truc t ed 

the profess ional s t a f f  t o  record sys t ema t i ca l ly the numb ers o f  peop l e  

i n  a t t endance no t j us t  a t  regular o ngo ing cours es but also a t  meet ings , 

worksho ps and seminars . The Regis trar provid ed attendanc e regis t er s  

tha t ind ividual t u t o r s  were required to compl et e .  A Reg i s t ry c l e rk 

was given the j ob o f  recording the Coll ege ' s  ongo ing out-pu t  o f  weigh t ed 

student ho urs . 

Staff Reac t ions to Administrat ive Requirements 

The staff responded in a variety of ways to the a dminis trat ive 

requ irements that were introduced by the Regis t rar . Some tutors saw 

the requirements as the Regis t ra r ' s  b id for power thro ugh contro l  over 

the o rganisation ' s  · ·r eso urces . O th ers saw the d emand for the mee t ing o f  

requirements as a s l ight o n  their p ro f ess ional ism .  This was espec ially 

so with Vocationa l  Educa tion tut o rs who were required t o  fill in t ime 

cards record ing the ir hours on the j ob . Fo r their par t  the Communi ty 

Educa t io n  tutors d is l iked having to fill in a t t endance registers and 

saw them a s  an impos i t ion.  However a large minori ty o f  tutors saw 

the po int and purpo se o f  the proc edures and comp l ied wi l l ingly with 

them .  

Despit e some init ial res is tanc e  b y  tutors! admini s t ra t ive p ro c edures 

and cont ro ls came into operat ion . They were converted f rom manua l  t o  

a comput er proc edure ,  were mo d i fied and s t r eaml ined and b ecame 

an int eg ral pa rt o f  the Co llege a dminis t rat ion . Int erna l l y ,  resis tanc e  



dim inis hed , espec ially \vhen the Registrar info rmal ly expl ained the 

purpo se o f  various proc edu res and ass is t ed ind ividua l staff memb ers 

in p rac t ical ways , to pro cure equipmen t ,  sort out travel claims and 

the l ike . 

The Technical Ins t itute As so ciation - Memb ership and Effects 
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One maj o r  outcome o f  "meshing in with the Educ at ion Depar tment ' s  

r equi rements' was that the D irec tor came t o  see tha t departmental 

o f f icials regarded the Community Co l l eg e  as  a mo dified t ec hnical 

ins t itute,  ra ther than as a new kind of  t ert iary education o rganis a t io n .  

This ident ification o f  Community Coll ege with t echnic a l  ins ti tute was 

further brough t home to him by the Co l l ege tuto rial s ta f f . Mos t  o f  

them el ec ted to j o in the Assoc ia tio n  o f  Teachers in Technical Ins t itutes 

- the A . T . T . I . - rather than form a new as soc ia t ion o f  Communi t y  Coll ege 

t eac hers . This move was l a t er applauded by the D irecto r-General o f  

Educa t ion who , a t  a 1 9 7 6  adminis tra t io n  conferenc e  comment ed t ha t , 

it would have been r egret tabl e if the c urrent develop­

ment o f  Community Co l l eges had resu l t ed in a separate 

career s ervic e from the t echnical education service 

(Renwick , 1 9 7 6 ) . 

Wi th memb ership in the A .  T .  T .  I . ·, Community Co l l ege tuto rs were 

assured of comparable wo rking conditio ns and could ma intain sa lary 

rela t iv ities with o ther t eacher s in the t e r t iary educat ion servic e .  

The appropr iat e  pro f es s ional as so c iat ion for the D ir ec to r  to j o in 

thus became the Technical Ins t itutes ' As sociation - the T . I . A .  -

whos e  memb ers wer e t echnical ins titute p rinc ipa l s . Sho rtly a f t er 

j o ining in 1 9 7 6  h e  was elected t o  the T . I . A .  executive . As a memb er 

o f  the country ' s  t echnical ins t itute hierarchy he was thus in 

a po s i tion to draw conclus ions about how , as an organisation 

compa rab le in s tatus and s i z e  to o ther provinc ial ins t i tut es ,  the 

Community Col l ege f i tt ed into the wider contex t  o f  tert iary educa t io n  

i n  New Zealand . 

As a result  o f  his asso c iat ion with the princ ipal s ,  the D irector 

not surpr isingly d iscovered tha t the Community Co llege could be s een 

to have more in common with t echnic a l  ins t i tutes than h e  ini t ially 

thought . On the  o ne hand . bo th types of  o rganisat ion came under th e 
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same Department al rules and regula tions - a fac t of  life of  which he 

was becoming part icularly awa re . On the o ther hand, the Department had 

r edesigna ted the t echnical-vo cat ional education mission of the t echnical 

ins t itute as Cont inuing Educa tion . The intended outcome was "a blurring 

of the boundaries between the work o f  t echnical institutes and Community 

Colleges" (Renwick , 1 9 7 6 ) . 

The Direc tor  was therefore s t rat egically plac ed to wo rk with t he 

T . I .A .  to promo te  the growth o f  both types o f  organisation and to reap 

for the Community Colleg e  any benefits  that might accrue . His earl ier 

d ec ision to pursue a pol ic y  of organisat ional growth through the gener­

at ion of more  courses and weighted student hours ( the T . I .A .  custom) was 

reinforced by o ther Principals  and Direc tors . Within the College he 

cont inued to encourage tutors to develop new courses and programmes . 

The increase in the number o f  courses and programmes was so marked that 

in 1 9 7 6  the Direc to r  was confident that the Co llege would in "a year o r  

two be reclassif ied from a grade 1 t o  a g rade 2 t echnical ins t i t ut e . " 

In o ther wo rds he expec ted the College to generat e an annua l total o f  

400 , 000  weighted stud ent hours . The benef its to accrue from such 

an achievement inc luded an increased staf fing ent itlement , reclassification 

o f  the Direc to r ,  Regist rar and Head of Department positions to a higher 

sala ry level and the enti t l ement to appo int a Deputy Direc tor . 

The Formation o f  Committ ees 

As the Direc tor b ecame immers ed in t he adminis tration of the College , 

he was co rrespo nd ingly less  available for info rmal and impromptu meetings 

with t he staf f .  Yet he realised the impo rtance to organisational growth 

of maintaining the s t af f  interest  and par t ic ipa t ion in the a f fa irs o f  

the Co llege . The Direc to r  wanted to maintain the high l evel o f  

par tic ipa tion that was evident early in 1 9 7 5 .  As a step in this d irec t ion,  

he had inst ituted , in Augus t  1 9 7 5 ,  fo rmal sta f f  meetings . However , the 

meet ings were no t an unqual ified success as , in the Direc to r ' s  wo rds , 

" they generally turned into an  info rma t io n  giving s ession . "  They 

el icit ed little  r esponse from staff by way of l ively discussion and debat e ;  

though they served the purpo s e  o f  get t ing people together every two weeks 

wit h  specific b enefits in t erms of soc ial interac t ion before and after 

the meeting . O ther arrangements were required to achieve a more direc t 

and ac t ive pa rt ic ipation o f  the staff in the administration o f  the 

Co ll ege . 



With the consent o f  the Council , the Dire c to r  formed a network 

o f  committ ees . They includ ed , the Board of Stud ies , the S taffing 

Committee ,  the Buildings and Gro unds Committ ee (both of which existed 

already as sub-committees of the Counci l )  and the L ibrary Committee . 

The Board o f  Studies was p re-eminent . Its main function was to 

d el iberat e  and make recommendations on the College Curriculum and , to 

this end , it spawned a number of ad-hoc commi t t ees . These ad-hoc 

committees had specific aims which covered such internal mat ters as 

staff training , staff and s tudent amenit ies through to advis ing on the 

cont ent and conduct o f  spec ific pro grammes and act ivitie s .  For 

instanc e ,  commi ttees were formed to advise on the f eas ibil i ty o f  

conduc ting Co llege-based programmes which ranged from Wool Handl ing to 

Technician Education . 
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As a general rule each commit tee comprised a Counc il member , a s enior 

s taff member , a tuto r from either one o r  both o f  the Co llege department s ,  

a student representative,  and , where appropria t e ,  r epresent atives from 

relevant community groups . For instanc e ,  the Woo l  Handl ing Committee 

had representat ives from the N . Z .  Wool  Board , the Minist ry of Agriculture 

and Fisher ies , the Hawke ' s  Bay Woolb rokers Asso ciation , the Agricul tural 

Training Counc il and Federated Farmers . 

The Direc to r was the Chairman o f  the Board o f  Stud ies and an ex­

o f f ic io memb er o f  all other commit tees . In this ex-officio capacity , 

he was abl e  to participa t e  direc tly in the dec ision proces s . By 

playing an a pparent ly subordinate role he sought also to emphasise the 

importanc e  o f  the commit t ee memb ers contributio n  to the dec ision making 

proc ess and to cont inue to de-emphasise  the o rganisation ' s  in-buil t 

h ierarchy . 

It  was the Direc tor who want ed the stud ents to b e  repres ent ed on the 

Counc il , the Board o f  Studies and the commit tees . However nearly half 

of the sta f f  (mainly Vocational Educat ion tutors ) were oppos ed to this 

move and b el ieved tha t the ro le o f  committees was to make dec isions fo r 

the students .  The Registrar and Vocat ional Educat ion Head shared this 

la tter view ,  wh ile ,  in the main , the Community Education tutors sided · 

with the Direc to r .  This d if ferenc e o f  opinion d id not result i n  conflic t  

o r  d isharmony , and was never deba ted openly among the staff . However , 

i t  tended to act as a barrier to cooperation between the admin is trato rs . 
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Bo th the Vocat ional Education Head and the Registrar subscribed to 

a bureaucrat ic view o f  adminis tra tion and were unsympathet ic to the 

id ea of adminis tering the College along part icipatory l ines . One out­

come was that in Management Team meet ings there was l ittle open 

d iscussion.  The meetings , even though comprising only the four 

administra tors , were conducted , like the s taf f meeting as "informat ion 

giving sessions . "  Each memb er of the  t eam told the o t hers o f  dec is ions 

taken and mat t ers in hand . The Director made comment s and gave 

ins tru c t ions . At o ther t imes, the adminis t rative staff  cont inued to 

wor k  independently and consul t ed with each othe r  only when necessary . 

To a large ext en t  this patt ern of wo rk was repl icated throughout  the 

College with tutors in their own territories committed "to do ing their 

own thing . " 

With a pat t ern o f  individual ism es t ablished the Regis trar was abl e ,  

without difficul t y ,  to inst itut ionalise  administ rative procedures to 

monito r ,  record and "contro l  the internal wo rkings o f  the College and 

run it as a business enterpris e .  r :  From his standpo int , the Cont inuing 

Education mis s ion was best thought of in t erms o f  "part icula r courses 

o f  varying durat ion . "  Their effec t iveness was best measured in terms 

o f  the numb er o f  s tudent hours they genera t ed .  The Directo r ,  when 

provided with the "rel evant fac ts and f igures" was then well placed to 

"argue a case fo r the College" to procure addit ional resources and 

personnel . 

Over the eight een months o f  the cas e  study , o rganisa tional growth 

had b een rapid and d ivers e .  Vocational Educat ion programmes were put 

in place . New s taf f b egan to expand the t ask-environment to inc lud e 

youth work, re-ent ry and leadership t raining , an adul t l iteracy scheme , 

Maori education ( in the fo rm o f  the Whare Whananga programme) and 

neighbourhood wo rk with mo thers who were unl ikely to come to the Co lleg e .  

Firm a ssociations were b eing made with local primary and secondary 

schoo l s  and various training councils . The D irector was contemplat ing 

new s ta ff appo intments . He defined his adminis trative t ask as tha t  

o f  coping with cont inuing growth but the achievement o f  a degree o f  

conso l idat ion as well . Permanent buildings were coming near to 

comple t ion and a d egree o f  fo rmalisation had begun to be established . 

The Community Co l l ege was becoming of age and evo lving as a var iant 

o f  exist ing tert iary education organisations - the small t echnic al 

ins t itute - elsewhere in New Zealand . 
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CHAPTER 11  - SUMMARY AND CONCLUS IONS 

The main purpose of this final Chapter is two-fold to : 

( i )  summarise , interpret and explain the f indings of the Case Study , 

and , ( ii)  discuss the theoretical and methodological conclusions 

that can be drawn from t he findings . 

In o rder to set the scene appropriately some prior d iscussion 

is necessary of the theoretical foundation on which the S tudy rests 

and , in part icular ; ( i )  the prominent role given to selected 

aspec ts o f  S tructure-Fun c tionalism in its design , formulat ion and 

conduct ,  and , ( ii) the combinat ion of elements  from two ostensibly 

disparate  theories -- S t ruc ture-Funct ionalism and Symbol ic 

Interact ionism -- to create a theoretical methodology with which 

to investigate the evolutionary processes of the Communi ty College . 

Theoret ical Foundat ions 

According to the anthropologist Evans-Pritchard ( 1 9 7 6 ) , "one 

c anno t  study anything without a theory about its nature" . I t  used 

to be said , he comments  t ha t , the soc ial scienti s t  

goes into the field with preconceived ideas • . .  a s  if this 

were a vice not a v ir tue . (Every researcher does this) 

but , as Malinowski (has argued ) , whereas the layman ' s  

( pre-conceived ideas) are uninformed , usually prej udiced , 

the ( researcher ' s ) are based on a very cons iderable 

body of accumulated and sifted knowledge . If he did 

not go with preconcept ions he would not know what and 

how to observe . . . (Thus ) can i t  be too o f t en said 
' 

that in science empirical observat ion to be of value 

must be guided and inspired by some general v iew of the 

nature of the phenomenon being s tudied . The theoretical 

conclusions will then be found to be implicit  in an 

exact and detailed description ( Evans-Pritchard , 197 6 ) . 

Even such a critic . o f  the role o f  theory in social s cience 

research as Davies ( 197 3 )  concedes that , while " there can be no 

sub stitute in the s tudy of educat ional organisat ions for empirical 



work on schools , colleges and educa tional administrative bodies 

themselves • • •  the spec ification of research prob lems (res t s )  on 

the conceptual framework within which they are conceived . "  

Parsons , in developing his position on the role of theory 

and its relationship to the conduc t  of empirical research , went 
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a step furthe r .  He took the view that whether the researcher is  

aware of i t  o r  not ,  every empirical invest igation is conduct ed in 

t e rms of a conceptual scheme . Parsons (1953)  argues , not only 

ought such a scheme be logically consistent and grounded in 

experience of the real world , the main sanct ion for employing it is 

i t s  utility : that is the extent to which i t ;  "works" to facilitate 

scientific investigat ion , illuminates the real world and helps in 

the understanding of empirical problems . 

In sympathy with Parsons ' posit ion , Chapter One of the present 

s tudy put forward the argument that , in the absence of theory , 

research f indings wil l  lack point and purpose , and thus provide 

no guarantee of shedding l ight in any significant way on the nature 

of the evolut ion of an organisa tion - its processes and problematic 

f eatures . 

The S tructure - Funct ional Framework 

There  were two main reasons why Structural-Functionalism was 

chosen as the theoretical framework useful in an attempt t o  explain 

the evolutionary processes of the Community College . Firs t , 

S tructure-Functional theory enabled , in a way that o ther theories 

did not ,  the Community College ' s  evolut ion to be viewed as the produc t 

o f  human interests , purposes and goals -- a posit ion that seems to 

have a great degree o f  face validity . Second , i t  permitted the 

Community College to be viewed as a whole act ion system greater 

than the sum o f  its parts  - a posi tion which also contrasted with 

o ther organisational theories which t end to focus on specific  

aspects , for  instance ; Decision Making Theory (March and S imon , 

1958) , Scien t ific Management Theory ( Taylor , 1939 ) , Human Relations 

Theory (Roethlisberger and Dickson , 1970)  and Bureaucratic Theory 

(Weber , 1947 ) . There are two maj or theoretical positions which do 

take a wholistic  view o f  organisat ions - Funct ional Theory (Merton , 



1968 and Blau and Scot t , 1971 )  and Systems Theory ( Katz and Kahn , 

1966) . The former however , conf ines its atten tion t o  condi tions 

that lead t o  the modif icat ion of internal s tructure . The latter 
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ostensibly focusses o n  the whole organisation and its  environment ,  

but in r eality gives a disproport ionate weight ing to internal 

processes .  

S tructure-Functionalism then seemed t o  have the potential for 

providing a more comprehensive and perhaps better theoretical 

basis appropriate for the evolut.ionary , explanatory purposes of the 

s tudy . In particular , the Theory ' s  four funct ional problem scheme 

seemed especially suited for this purpose , mainly b e ca u s e  the 

scheme p rovided a means of delineat ing four specific types of 

problem -- Adaptat ion , Goal -At tainment , Integration and Latency 

that Parsons postulated will be encountered and mus t  be resolved 

if any organisation is to come into exis tenc e ,  survive , grow and 

prosper . In  Chapter One , explicit recognit ion was given that , while 

the funct ional problem scheme is but one part o f  Parsons ' complex 

·and wide ranging General Theory of Action , it  is nonetheless and 

for Parsons* himself ( 1951 , 1956 , 1964 , 196 7 )  the cornerstone of 

his who le theoretical framework . ** Moreover , in virtually all 

Parsons1 writing on social organisat ions the funct ional problems 

rather than other aspects of the theory ( e . g . , the pat tern variables)  

* 
The four funct ional problem scheme evolved from Parsons collaboration 
with Robert F .  Bales ( See Parson� T . , Bales , R . F .  and Shi l s , E . A .  
Working Papers in the The.ory of Act ion , 195 3 .  N .  Y . , The Free Press) 
in experiments  on l eadership in small groups . Parsons decided 
that Bal es ' categories for analyzing smal l  group interact ion and 
the act ivities small groups engage in could , if reconceptualized , 
be expanded to include all syst ems of action . 

** 
Systematic  exigetical treatment and critique of Parsonian theory 
has been c arried out by the author in Nolan , C . J . P .  Jalcott  
Parsons : The Genesis and Development of a Theory: From the S tructure 
of Social Action to the Social System ,  1 9 7 1 . Unpublished monograph . 
Massey Universit y ,  and Nolan , C . J . P .  and Harvey , J . C . I .  1 9 7 2 , Small Task­
Oriented Groups - A Systems Analysis . Unpublished Masters Thesi s .  
Massey University . 



232 

feature as the key descriptive and explanatory concepts . Recently , 

Boyd and Crowson ( 1 981) * have demonstrated the ongoing utility o f  

the funct ional problems a s  an appropriate conceptual framework 

within which to organize and explicate changes in concept ions 

and the practice of educational administrat ion . As with the present 

thesis , they conceptulised educational organisat ions , in S tructure­

Funct ional terms , as problematic goal-attainment endeavours . 

As Chapter one pointed out , however ,  there were two main 

difficul t ies that had to be overcome if the functional problem 

scheme was to be used to conduc t  f ield research . First the concepts  

in  it  were formulated by  Parsons , as  determinate 

theoretical construc ts . If  used in this form to conduct f ield 

research , they might determine rather than reflect a par ticular 

social model . In o ther words , research conducted using the funct ional 

problems , as Parsons formulat ed them , meant running the risk of 

begging the very quest ions that required an answer -- "what fac tors 

af fected the creation o f  the Community College and why did it 

•evolve as it did?"  Second , becuase Parsons formulated S t ructure­

Funct ional Theory in hypothet ico-deductive terms , it is best suited 

to conduc t  controlled laborat ory experiment s  (after the fashion o f  

Parsons , Bales and Shi ls ( 1953)  work on small groups)  and not 

research into exis t ing , real-life organizations which are far less 

amenable to experimental manipulat ion and control . To recapitulat e , 

the diff iculty tha t  had to be overcome then was how to adapt the 

funct ional problems so that they could be used to conduct  f ield 

research in a natural organisation sett ing , but without corrup ting 

the theoretical meaning given to them by Parsons . I t  was in the 

at tempt to find a solution to this difficulty and develop a 

methodological modus operandi for the Study that, Symbolic Interac t ion 

Theory was brought into play . 

The Study' s Theoretical Methodology 

The usefulness  o f  Symbolic Interac t i on Theory was that i t  

provided what might b e  called a set  o f  p rocedural concept s  -- the 

* 
See Boyd W . L . , and Crowson , R . L .  1981 . "The Changing Concept ion and 
Practice of Public School Administrat ion" . In Berliner D . C .  (Ed) . 
Review of Research in Educat ion - 9 .  University of Arizona , A . E . R . A .  
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exploration and inspection activities -- that , when amalgamat ed 
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with the  funct ional problems , would provide ( i) a theoret ically based 

methodology for the s tudy , and , ( ii)  a framework wi thin which t o  

select and use specific research methods in a theoretically 

syst emat ic way . Following Parsons , methodology was taken to mean 

the assumpt ions and concept s  used to construct a theory in terms 

of which decisions regarding specific research methods could be made . 

As Chapt er three sought to d emonstrate the research methods thought 

to be appropriat e  and , indeed necessary , for the s tudy included : 

i .  interviews and purposeful conversations - ranging 

from informal - unstructured to in-depth-structured , 

ii . document analysis , and 

iii . on the spot semi-part icipant observation - ranging 

from syst ematic  to anecdotal and impressionistic . 

These methods were  appropriate because ,  in Blumers (1969) terms , 

' they were capabl e  o f  being employed and in a way that o ther methods were 

no t to ; (i )  examine the Community College as a network of 

rela tions between individual actors , acting and interacting with 

each o ther and sharing in sets  of belief s ,  standards and symbols , 

( ii)  account for individual actors subj ective interpretations o f  

the Community College and their place within i t  and , thereby , 

( iii )  portray the Community College as an emergent phenomenon , 

but one which is greater than t he sum of its individual actors -

a totality . To do  this required an amalgamation between what have 

t radit ionally been regarded as opposing theoretical positions . 

Because of the alleged opposit ion and 

historic incompat ability assertions , some discussion is appropriate 

here o f  the reasoning tha t  supports the amalgamation o f  element s  

f rom the two theories t o  form a theoretical - methodology for this 

thesis . Contrary to traditional belief , the amalgamation was 

t hought to be feasible because of the exist ence in both theories o f  

common rather t han different assump tions about the nature o f  social 

l i fe and the role  that individuals play in the construction o f  i t . 



Common Assumpt ions 

Within soc iology , Structure-Functional and Symbolic­

Interact ion theories are rarely spoken of in the same context , 

and are generally held to be independent o f  one another . Some 
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sociologists even Blumer ( 1 9 7 5 ) ;  though no t Parsons (1967 , 197 5 ) r  

go so f ar a s  t o  conceive the two theories a s  mutually exclusive 

products  of separate intellectual traditions . In this f inal 

chapter no attempt will be made to  discuss at  length or p lay down 

the signi ficance of the difference between the two theories . 

Rather , discussion will centre on the view ,  adopted in the thesi s ,  

that the two theor ies had sufficient in common to produce a theoretically 

based methodology suitable to carry out a case study of the 

Communi ty College ' s  evolut ionary processes . 

The most  common analyses o f  the difference between the two 

theories centres on the different ways in which theorist s  of each 

persuasion are thought to regard the concep t s  of s tructure and 

process . Blumer , for instance ,  typically gives priority to p rocess 

in terms of the active role that individuals play in the con­

s truct ion of social l ife . I t  was because he tended to see 

cultural s truc ture and social structure  as cons traints or  ' ' s traight 

j ackets" that he choose to focus on processes in his social analyses . 

In contrast ,  Parsons is frequently por trayed as reifying structure 

and using this concept rather than individuals as the central 

causitive factor in his explanation of social phenomena . Such 

rendit ions ,  if  accepted , would give credence to claims of a prima facie 

incompat ibility between the two theories . However , there is an 

alterna t ive way o f  viewing both theories which implies a level o f  

compatibility . Here the concept s  o f  s t ructure and process are also 

central . 

* 
Blumer , H .  (1975 )  "Comments on ' Parsons as a Symbolic Interact ionist" , 
Sociological Inquiry, Vol . 45 and Parsons , T .  ( 1975 )  "The Present 
S tatus o f  Structure-Func tional Theory in Sociology" . In� Coser 
Lewis A. ( Ed )  The Idea of Social S truc ture : Papers in Honour o f  
Robert K .  Merton , N . Y .  Harcourt .  Brace Jovanovich , and Parsons , 
(1967)  earlier work with Shils in editing Towards a General Theory o f  
Action , which explicitly invoked Symbolic Interact ionist concept s  
e . g . , the defini t ion o f  the situat ion and subj ect ivity a s  i t  appl ies 
to individuals .  Both  of these notions played a central role in this 
thes is . 
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As chap ter one pointed out , according to Parsons , 

" S tructure however enduring , exists  in terms of proces s ,  and proces s , 

no matter how slowly o r  rapidly it operates , always moves through 

s tructure . S tructure and process are correla t ive not oppos ing ; 

aspect o f  ( social) phenomena" . The amalgamat ion o f  element s  from 

the two theories was c losely linked with this not ion of  the 

correlative relationship between s tructure and proces s .  And in 

Chapter two this relationship was embodied in the view expressed 

there , that s tructure is  to be found in the way the act ions of and 

interac tions between individuals come to cons titute a pat tern . This 

view of structure is  also expressed by Blurner ( 1969)  when he says ; 

common definitions ( o f  the s ituation) serve , above 

everything else , to account for the regularity , s tab il ity , 

repe t i t iveness o f  j oint act ion in vast areas of group 

life ; they are the sources o f  the established and 

regulated social behaviour that are envisioned in the con­

cept of culture . 

In sharing this view ,  both Blumer and Parsons recognise that 

s tructure is  not an ontological reality in i tsel f but refers only 

to a relative s tability of process . To use Blumers ( 1969)  words ,  

in any social situation (and as demons trated with the Community 

College) there are , before the fac t , "many poss ibilities of 

uncertainty" in the career of an enterprise that depends for its  

existence and growth on  both the individual and the j oint actions 

of many individuals . With the adopt ion of this " dynamic" v iew o f  

s t ructure , incorporat ing a s  i t  does the not ions o f  individual 

agency and the problemat ic nature of social processes as key concep t s , 

a basis was established from which to effec t  an 
.
amalgamat ion o f  

elements from the two theories . 

Consistent with the view of s truc ture outlined , Parsons ' 

" s tructural" categories came to . be used as a pragmatically c onvenient 

way of looking at phenomena in process . This useage was c onsis tent 

with a Symbolic  Interaction approach and reflected Parsons 

acceptance of process as a point of departure for analysis . For h im ,  

t o  speak o f  s tructure and func tion independent of process i s  a mistaken 

theoretical move to make . Like Blumer who took his  lead from (G . H .  Mead) 
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Parsons is a student of process but , because i t  i s  methodologically 

dif ficult to make analytic s tatements about process , he called 

his f orm of analysis ' Structure-Funct ional ' .  Blumer ' s  more d irect 

preoccupation with symbolic interaction and role-taking and his 

indirect concern wi th the social sys tem give his form of 

analysis a more dynamic quali ty than that of Parsons , who tends to 

operate  the other way around . This difference between the two 

theorists  in regard to s tructure and process thus seemed to be a 

difference of emphasis rather than kind . Accordingly , in the 

thesi s , there seemed to be suff icient grounds for combining 

element s  from the two theories in a specific  way , to produce an 

amalgamated theoretical-methodology with which to conduc t a case s tudy 

o f  the evolut ion of the Communi ty College . 

Parsons ( 1 9 51 )  case s tudy of Modern Medical Prac tice in the 

United S tates , r einforced the proposed amalgamated theoretical 

methodology of the Community College S tudy in two ways . Firs t , it 

was consistent with the decision to use the Funct ional Problems as 

sensit is ing devices . Second , it  was especially support ive of the 

decis ion to use t he functional problems to conduc t  inspection work.  

This was a j ob o f  work that B lumer ' s  not ions of sens itisat ion and 

inspec t ion , on their own , could not accomplish , mainly because the 

latter are procedural concepts and as such they lacked the 

theoretical substance required for the analysis and interpretat ion 

of the s tudy ' s  data . 

With the methodology comprising both substantive and 

procedural concepts construct ed and j us t i fi ed for use in the manner 

outl ined , the data gathering for the thesis was able to be carried 

out as a controlled inves tigation -- contro l be�ng exercised in 

two pr inc ipal ways : 

i .  in terms o f  the functional problem concept s  which , 

when used as sensi t iz ing devices , provided the 

basis for explicit research ques t ions and gave to the 

s tudy a sense of overall coherence and direct ion , 

and , 



i i .  i n  terms o f  exploration and inspect ion activity 

which , because it occurred over an extended period , 

enabled the collection of data from whi ch to 

explain the Community Colleges evolution as both 

a complex and a problematic p rocess . 
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Thereafter the incorporat ion of data into the Case Study (Chapters 

4-10)  and their interpretation in terms of a four func t ional 

problems was intended as the means by whi ch to demonstrate the S tudy ' s  

theoretical-methodology-in-act ion . Variants o f  this practice are 

fairly common elsewhere and are well illus trated for ins tance 

in such diverse studies as Evans Pritchard ' s  ( 19 7 6 )  anthropological 

s tudy of Witchcraf t ,  Oracles and Magic among the Azande ;  Smith 

and Kei ths ( 19 7 1 ) , Anatomy of Educat ional Innovat ion - An 

Elementary S choo l ;  and Selznick ' s  (1949)  now c lassic s tudy o f  

The T . V . A .  and the Grass Roots . 

Individuals definitions of the situation were  yielded in the 

form of inte rview responses (protocols) ; his torical individual ' s  

accounts o f  the genesis · o f  the organisation were gleaned from 

documents , the researchers direct observations yielded observation 

statements about the emerging Communi ty College . Interview 

responses , documentary material and observation s tatements  provided , 

in Part Two o f  the Thesis , the raw material from which theore t ically 

based descriptions of the organisation and its various parts could 

be made.  These are , in their turn , to p rovide the basis , in this 

chapter , for theoretical interpretation , evaluat ion of the 

evolut ionary condi�ion o f  the College and an explanation o f  that 

condi tion as  it changed . 

Given that the Case S tudy contained an abundance of description , 

then this description was necessary in o rder to then proceed to 

carry out higher level interpretive and explanatory work .  The 

viability of the link between theory and method i s  to be found in 

the plausibility of the interpretations and explanat ions that are 

to be forthcoming in this Chapter . . Here , it should be remembered 

that while t he S tudy employed elements  from two theories , S t ructure­

Funct ional theory was , from the outset and throughout the S tudy , 

the dominant partner . Select ed elements from Symbolic-Interaction 
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theory , t hough an integral part o f  the theoretical methodology , 

were used to provide t he means by which S t ructure Funct ion Theory 

could be employed . The former thus played a role subordinate 

to S truc ture Functionalism .  

In the Case S tudy , the College ' s  evolut ion was regarded as 

falling into two separate but interdependent s tages; 

( i )  genesis , which took account of the origins , 

context and pre-history of the Community 

College and , 

( i i )  formation and development ,  during which the 

Community College act ion-system evolved . 

The same s t ructure is to be used as a basis  for reviewing the main 

. findings below.  



Part I - Review o f  the Case S tudy' s Findings 

In the discussion that follows the principal aim is to 

answer a decep t ively simple question - "Why did the Hawke ' s  
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Bay Community College evolve as it  did . "  In  seeking the answer 

however , i t  relies on more than a chronicle of historical 

event s  and the implicit  assumpt ion of l inear causal explanat ion 

that one event leads to ano ther . Rather it starts from an a priori 

posi t ion that recognises the College as having an origin that , 

o f  i t s  nature , incorporated a prospec t of development along 

certain identifiable l ines . That prospect of development is 

enshrined in the goals perspec tives that is integral to S tructure­

Func t ionalism and can be discerned init ially in the hopes and 

intentions of those who were party to its  advent .  The question 

then should bet ter be seen as , "given the goals originally 

held for the College , why did it evolve as it did" . 

Even this reinterpretation is deceptively s imple too • . 

Goals are not d isembodied . They inhere in people . And many 

people were init ially and subsequen t ly involved in the making of 

the College . Predictably their goals differed . There arises then 

a necessity to confront the issue ; "wh ich set of goals should be 

regarded as paramount , which set should constitute the criterion 

set  against which deviation c an be measured" . For one thing 

is c lear , the future cannot be known , exigencies c annot be foreseen , 

and all events c annot be ant i c ipated -- modification of the 

original goals was therefore inevitable . I t  becomes a matter of 

some practical s ignificance then to know about the kinds of 

c ircums tances that exert  an influence and why responses took the 

f orm they did . 
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Genes is 

Throughout the Case S tudy the concept of the Communi ty College and 

i t s  goals , as enunciated by the Education Department Adminis t rators 

respons ible for implement ing the 1 9 7 2  Labour Government ' s  policy on 

Community Colleges, were implicitly taken as the s tarting point for 

descript ion and analysis . In this f inal Chapter explicit recognition 

i s  given to them as base-line criteria agains t which assessments  o f  

the extent and condition o f  the Community College ' s  evolution are t o  be  

made . To  use  Max Weber ' s  ( 194 7 )  term ,  the adminis t rato r ' s  concept and 

goals const ituted the "ideal-type" Community College . However as both 

Weber ( 1 9 4 7 )  and Parsons ( 19 5 1 )  point out , concepts  and goals are 

s eldom realis ed in the ideal terms in which they are conceived and real­

life  considerations , such as the attempt by community groups to have 

their  interes ts  represented , can intervene during the implementation 

process to influence an o rganisation in direc tions that were nei ther 

envisaged nor intended by the ins tigato r s . 

Consis ten t  with Struc ture-Functional theory, the s tudy o f  the 

Community College was to be approached with full recognition that the 

specification of goals is a process that is primarily political . Implicit 

in this posi t ion was a furthe r  recognition that the political process 

entailed bargaining , compromise ,  conf l i c t  and consensus . The campaigns 

and a ctions of the various vested interested groups - at b o th the 

regional level ( the Hawke ' s  Bay Universi ty Trus t Board , the Poly t echnic 

Promo tions ' Commit tee and the Joint High Schools Board ' s  Commit tee) 

and a t  the nati onal level ( the Educat ion Department ' s  Technical 

Directorate and Community College planners)  - provided evidence of  the 

poli t ical charac ter of the organisation building p roces s .  The actions 

and decis ions taken were political in the sense that they were the 

outcome o f  attempts by people in posi tions o f  authority and power to 

exercise power and contro l specifi cally : 

( i )  the embodiment o f  particular interests and 

purposes in the o rganisat ion and , 

( ii )  the formation o f  maj or parameters such as ; 

the goals 

the physical location 

the organisational structure 



the kinds of buildings and facilities to 

be  p rovided , and eventually , 

the recruitment and selec tion o f  personnel . 
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The principal ac tors associated wi th the foundation of the Community 

College had diffe rent , and to a degree , competing views o f  the kind of 

educational organisation tha t  was required in the Hawke ' s  Bay . But 

the exten t to whi ch any goals could be realised depended on the 

relative ability of each group to secure from government a decision to 

concur with its  p roposals . Within the Education Department ,  the actions 

of the Communi ty College planners - a small but powerful group o f  

senior o fficials - had brought the Community College (a  concept out l ined 

in Labour ' s  1 969 and 1 9 7 2  elect ion manifes tos )  to a point where i t  was 

ready and , wi th the 1 9 75 general election looming , had to be implemented . 

However, a prior decision had already been taken and plans were a lready 

in progress for the building o f  a technic al ins titute - the form o f  

education facility favoured b y  the Education Department ' s  technical 

education directorate and the Hawke ' s  Bay commerce and indus try coalition . 

Accordingly there were strong pressures , not the leas t b eing poli tical 

expediency ,  to design the Community College so as to incorporate 

conventional vocational education goals . Realis tically , the Community 

College came to be  seen by the planners in compromis e terms as 

a "technical ins t i tute writ  large with a change of name and a new lease 

of life"  (Renwick , 19 73) . 

With the Community College thus reinterpreted the spokesmen for 

commerce and indus try wi thin , (i)  the Education Department ,  

( i i )  Government ,  and , (ii i )  Hawke ' s  Bay were assured that the interes ts 

they represent ed would not only be taken up and met ,  they would be 

given p riority . In this way , even before it  opened for business ,  the 

College was directed towards becoming a convent ional tert iary education 

organisation and away from becoming the ideal initially espoused by 

the planners . Thi s  was no t to deny , however , the possibility that new 

directions could b e  taken . Within the Hawke ' s  Bay community i ts elf  

there were already signs of p ressure groups that wished they would . 

There were groups whose interests  centred bo th on non-vocational , 

expres s ive and social-welfare oriented goals . Al though no t as forceful 

and well o rganised as commerce and indus t ry ,  they saw in the Communi ty 

College the prospe c t  of developing "innovat ive and new- types o f  
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educational programmes " .  They were to find in the senior adminis trators 

of  the Department powerful allies both willing and capable o f  providing 

the resources necessary to initiate and maintain s uch programmes . 

To the extent that the various groups in the communi ty professed 

dif ferent interests and goals , they provided evidence o f  a segmented 

environment for the Communi ty College . Somewhat  inevitably then , the 

Community College was to come into exis tence reflecting divisions , 

boundaries and coalitions o f  interes t in  the community . These posed 

for the Communi ty College s taf f ,  and more part icularly the adminis t rators 

the problem o f  how t o  work co-opera t ively , reconcile diverse and 

possibly conflicting goals and co-ordinate effort . For the moment 

though , the p roblem in hand came to be the phys ical forma tion o f  the 

College -- the provis ion of plant . 

Formation o f  the Community College 

With the completion of  the planning s tage , signalled by the 

publication o f  the Feas ibility Study , respons ibi l i ty for the College 

passed out o f  the hands of  the Education Department and into the hands 

o f  the Counc i l ; the proviso being tha t  the Council form the College 

wi thin the framework specified by the Feasib i l i ty S tudy . 

The Feasibility S tudy had given primary emphas is to the attainment 

o f  vocational education goals . However the Government , by designating 

Cont inuing Education as the official goal , p rovided a legal mandate 

to implement goals much wider in scope than those  implied by the term 

vocational education . As the Director General o f  Education commented , 

the mandate for  "Cont inuing Educat ion" enab led the Council and staff , 

t o  contemplate  a range o f  educational goals "without having to find 

e laborate forms of argument that would j us ti fy certain types of courses 

o n  the basis of a somewhat dubious vocational relat ionship" (Renwick , 

1 9 7 6 ) . 

This was the Government ' s  way , somewha t lat e  in the day , o f  

ensuring that a diversity of  educat ional interes ts and goals - even 

competing ones - could be taken up and accommodated within the one 

o rganisation . Beyond this somewhat generalised expectat ion , Continuing 

Education , as the official goal , remained largely ambiguous , capable 

of diverse interpretat ions and gave r ise to the poss ibility that ; 



(i )  without further specification the direction to 

take might be  unclear , and , 

( ii )  if  not clarified the Community College might go 

off  in all direct ions and thus become either "all 

things to all men" or  nothing to any man . 
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There were two particular interpretations that  were subsequently to 

dominate development decis ions that were made - egalitarian and liberal 

reform .  Some of the effects that followed were neither anticipated 

nor intended by Education Department o fficials , the Council or  

sub sequently , the Director . 

The f indi ngs germane to the College ' s  offic ial goal are o f  

theoretical interest . As wel l  the Con t inuing Education goal , because 

of the way it was used by the Counc il and the Director to j us t ify 

development policies and decis ions , is worthy o f  b eing singled out for 

spec ial comment . The findings permit the conclusion , no twiths tanding 

disclaimers by such critics o f  the goal-paradigm as Georgiou ( 19 7 3) 

and Davies ( 19 73 )  that , in a t t empts a t  o rganisational innovation such 

as that reported in the p resent s tudy , the official goal can be a key 

fac tor influencing the evolutionary p rocess in potent and long lasting 

ways . 

The Of ficial Goal of the Community College 

According to Selznick ( 1943 ) , the creation and running of 

an o rganisation can generate problems which may have no necessary 

(and o ften an ant i thetical ) relationship to professed or  "original" 

goals . In the Community College once i t  became operational , the day 

to day actions o f  the s taff  members came to concentrate upon specific 

p rob lems and p roximate goals . The staff  members had to conduc t 

programmes and there was little time to engage in d iscussion and 

reflection of the relationship o f  individual actions and events to the 

overall mission . 

By contrast , the Council  initially and the Director subsequently 

both gave at tention to the way in which the official goal might feature 

in the development of the College . Two interpretations presented 

themselves - egali tarianism and liberal ism . Egalitarianism , with its 

view that education should be direc ted at mee ting the needs o f  individuals 
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equally , was the ideology mos t  frequently professed and apparently 

favoured by Depar tmental Officials , the Counci l  and the Director . 

Liberalism , with its view that the needs of the "educationally addicted" 

and the "educa t ionally deprived " ,  whatever their age , sex ,  occupation , 

prior education , ethnic origin and socio-economic status should be met ,  

also featured in the thinking of the p lanners , the Direc tor and a small 

but articulate group of Councillors representing minority and dis­

advantaged community interes t s . 

As events transpired , the evolutionary pattern o f  the Col lege 

reflected the dominance of the Council ' s  and the Director ' s  egalitarian 

interpretation . However , there are two aspects of the employment of 

egalitarianism which , because of thei r  potent and long las t ing effects , 

are especially wor thy of ment ion . Firs t, the egalitarian interp retation 

was used to legitimate virtually any course of s tudy , programme or 

educational ac t ivity for whi ch there was an expressed or perceived 

need . Second, i t  was used to avoid dis t inguishing b etween the relative 

potency o f  spec i f i c  needs and therefore for deciding which needs should 

be given priori ty .  The egalitarian interpretation meant that a course 

say , in needle work would have the same educational s ignificance as 

a course say , in business management .  No twithstanding , because 

resources for education are not unlimit ed ,  not all educational needs 

can be met by one organisation . Furthermore, the earlier decision that 

Vocational Education should b e  the lynch-p in of the Community College 

prov ides ample evidence that p eople do attribute different values to 

different kinds of educat ional ac tivi ties . 

In the beginning , the meeting o f  the "community ' s " need for 

vocational educa t ion , because of the demand and cos t ,  required a dis­

propor tionately large amount of the College ' s  total resource budget . 

When Continuing Education was designated the College ' s  offi cial goal 

no immediate consequences were discernible . 

That the Community Col lege did not ye t have a sense o f  balance in 

its operation was primarily because o f : -

( i )  the lack o f  a subs tantive value base that could 

provide a clear sense of direc tion 

( ii )  vagueness and ambiguity of goal definit ion,  thus 

allowing for oppor tunism, and , 



( iii ) the influence of internal ves ted interes t groups 

that sough t to further their own ends . 
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The Continuing Education goal then resided elsewhere . I t  was 

int roduced in the Feasibility Study , the document that contained the 

Education Departme nt ' s  development plan . Os tensibly i t  reflec ted the 

influence of the dominant community interes t groups . The Council , 

as representatives of a divers i ty o f  community interes t s , came to be 

influenced by the Feasibility S tudy with i ts Continuing Education goal 

in its  determination to have something more than "merely a technical 

ins titute " . As it transpired , Council ' s  ability to select and appoint 

the s taff  was an important means for at taining this end . By its  choi ce 

of Director and professional staf f ,  the Council sought to keep open 

the poss ibility of developing the College in an open-ended rather than 

a closed way . With  the ini tial s taff appointments made and the 

College ' s  buildings and facilit ies ready for use , the College came 

into existence as an a ction-system .  The Director took over from the 

Council the main responsibility for making the Communi ty College 

operational and he and the s taff  became the key actors f rom then on 

in the evolution of the College . 

Cons istent with S tructure-Functional theory ' s  main prediction , the 

first fun c tional prob lems the Director and s taff confronted in their 

organisation building endeavours were Adaptation and Goal-At tainment .  

How the s taff  members adapted to the demands o f  outside forces and 

developed goal based programmes became the essence of the operation . 

Here the Director ' s  role was c rucial . He more than any other s taff  

member came to  represent the Community College in the community . In  

undertaking this task he did no t ignore the College ' s  origins and 

his tory and the way it was influenced by political and socio-economic 

circumstances . Thes e  c ircumstances necess itated the formulation o f  

a plan that could b e  used t o  develop the College consistently wi th the 

Education Department planners ' ini tial hopes and intentions -- which 

he fortuitously shared . An embryo fo rm of that development plan was 

outl ined in early media statements . At the same time the College was 

made ready for opera tio n .  

During this process  both Adaptive and .Goal-At tainment ac tivities 

occurred . The former were ref lec ted for ins tance in the Direc tor ' s  
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oversight  o f  buildings , the appointment o f  personnel and public  

relations activity . The latter were reflected in  the Director ' s  public 

statements on organisational mission and the s taff  members ' p re­

occupation with setting up and running courses and programmes . However ,  

al though Adaptation and Goal-Attainment were the first func tional 

problems to be encountered , the integrative , pattern-maintenance and 

tens ion-management aspects were latent in the organisation building 

process . Once the College became operational , all four of the funct ional 

problems were to be encountered by the s taff  as they set  about building 

the Community College f rom the ground up . Explanation o f  the dire c t ion 

that evolution subsequently took is  to  be found both in the order and 

the manner in which the four functional p roblems were faced and resolved . 

It  is to the early development stage that attention now turns . 

Development of the Communi ty College 

In comparison with such monoliths  as the Central Inst itute o f  

Technology , the Auckland Technical Ins t itute o r  any one o f  New Zealand ' s  

universities the Hawke ' s  Bay Community College is a small o rganisation . 

However , desp i te i ts size , the College was an o rganisation that had the 

potential to b ecome complex if for no o ther reason that i t s  growth 

could be rapid and could o ccur in a number of d irections (Hamil ton , 1 9 7 3 ) . 

In the discuss ion that follows , the four func t ional prob lem concepts  

are  to be used to explain the complex and p rob lematic nature o f  the 

College ' s  evolution . 

In February o f  1 9 75 when the College opened for business ,  the task 

environment that had so far been established included , 

( i) a limited range of commercial and trade training 

programmes , 

(ii)  a l imited population of clients to be served , and 

(iii)  specific resources in the form o f  predominantly 

vocat ional education tutors and incomplete but 

vocationally s pecific facilities and equipment 

with which to begin operation . 

All j us tifiab le (espec ially in the face o f  demands for meet ing " the 

community ' s " educat ion needs) by the a rgument tha t ,  unless the wheels 

of commerce and indus t ry were kep t turning even the minimum condit ions 
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would be abs ent under which any person could pursue thei r  individual 

needs and interests . The Community College ' s  output of "trained man­

power "  was to be an important means to this end - but an end that was 

based on the view that tertiary education should concern itself with 

contributing to the conditions under which an economy can function and 

a community prosper . The Direc tor and a significant minority of 

Councillors , realising that tertiary education so cons trued tends to 

sus tain the social , economic (and political) status quo , sought  to 

b reak this part icular ins t rumentalis t view ,  and give to the Community 

College "a shape and a purpos e" that would dis t inguish it f rom other 

existing tertiary educat ion organisations . As a consequence , competing 

educational ideologies , evident wi thin the community , came to enter 

into the goal s tructure of the College and trigger processes o f  

adaptation and goal-se t t ing that were i n  marked contrast with the 

originally pervasive vocational goals . 

Mention has al ready been made o f  the way in which the Director 

employed adaptive and goal set ting s t rategies and sought , through the 

conduct o f  a pub lic relations campaign and the appointment of communi ty 

educat ion and reform -oriented tuto rs , to  promo te a pattern o f  development 

dif ferent f rom that entailed in the Community College ' s  technical 

institute or ientation . The Director expected the s taff , beyond the 

call of vocational educational duty , to conduc t courses and programmes 

to  meet the educat ional needs of people who are typically absent f rom 

tertiary education organisations in New Zealand - the Maori , disaffected 

youth , women and people in the rural communi ty . With such programmes 

and courses put in place , an impor tant step had b een taken towards 

c onverting the de facto o riginal technical ins t i tute into a Community 

College . 

The conversion was not , however , to ·be achieved quickly . For one 

thing , while resources for new-types of programmes were to be made 

available , they were no t to match in extent and abundance the resources 

p rovided for vocational education . Thus the Direc tor,  and the Department 

Officials alike realised that the Community College was no t likely to 

revolut ionise education nor act as an agent of rapid social change . 

New courses and programmes such as youth leadership training , the adult  

l iteracy scheme , work re-entry and parent education were , nonetheless ,  

a s t ep in the d irection o f  convert ing the technical ins t itute into 

a Community College . They could he lp individuals remedy educa tional 
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deficits , accommodate and fit into , and in time , even change the exis t ing 

community and o ccupational scheme of things . Through such moves , small 

though they were , the Community College began , quite early on , to b reak 

new ground and expand the scope and meaning of tertiary education in 

the Hawke ' s  Bay . 

The Direc tor ' s  response to the firs t two functional problems that 

he personally confronted and had to resolve - Adaptation and Goal 

Attainment - was cons is t ent with that of the government o f f ic ials 

respons ible for planning the College . His initial ac tions accordingly 

took on a special significance . Up to the Director ' s  appointment , the 

Community College had in a s ense no direction of i ts own and the dominant 

vocat ional educat ion sector of the Education Department determined 

de facto which way to go . Then came the Director who once delegated 

the power , was s trategically placed to embody within the College the 

Education Department planners ' concepts  and goals . The extent to which 

the planners (offic ial)  goals could be implemented depended , however ,  

as much on the s taff members as i t  did on the Director . 

The vocationally oriented staff members , appointed before the 

arrival of the Direc tor ,  understandably had positive attitudes to the 

Community College and , in response to encouragement from the Director , 

they conduc ted t rades-or ient ed community education programmes and 

courses . In this way they attempt ed to adap t their typically vocational­

education p erspectives to the "community oriented" requirements  of the 

newly conceived "Community" College . They did not , however , appreciate 

as fully as the Director did , the ideological s ignificance of the 

College ' s  official goal and the scope i t  provided for diverse and 

radically new types of approach to adul t education . 

These differing perspec tives contained the seeds o f  a d ivis ion 

tha t , despite the Director ' s  des ire to overcome it , served to inhib i t  

the development o f  co-operative arrangements between organisa tional sub­

units .  The pot entiality for divis ion had been made explic it  in the 

Feasibility S tudy in the distinctions it drew between Vocational and 

Community Educat ion . The Vocational Education tutors did come to mount 

some "communi ty "  education programmes , but these were predominantly 

vocational in na ture and were conduc ted using didactic teaching methods 

cust omary in technical ins t i tutes . Nonetheless , the bulk of the 

Vo cational Educat ion tutors ' work cont inued to be  concerned wi th the 
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running o f  convent ional , trades and commercial t raining programmes . 

Thus began the divis ion o f  the Community College staff into sub-units 

along the l ines specified in the Feasib ility S tudy . This divis ion was 

reinforced by the Direc to r ' s  preoccupation with the development o f  

conspicuously communi ty rather than vocational ly oriented p rogrammes ; 

though in both types o f  p rogramme he encouraged the staff  to implement 

novel and different approaches and a t t itudes to education . 

The s ubdivision o f  the College in this way had no immediate 

deleterious e ffects because i t  was seen as a reasonable divis ion of 

labour .  Such effects only emerged later on . Init ially the "somewhat 

less than o p t imal condi tions "  under which the Community College was 

formed had a unifying effect  on the s taff . This unity was reflec ted  in 

the way the s taff  members shared s imilar experiences and helped each 

o ther face and overcome common problems . In the process they formed 

friendships that cut across hierarchical and department l ines . 

The explanat ion may best  be made from a social psychological 

perspective . The College , with its members enj oying int erpersonal 

loyalties and f riendships , sharing common , though less than opt imal 

condit ions o f  wo rk and working to capacity to make the College 

operational , cons t i tuted a cohesive primary group . As such the s taff  

became colle c t ively conunitted to "making the College a succes s "  rather 

than individually preoccupied with the performance of individual tasks . 

This commitment by the s taff  provided a level o f  action-sys t em 

integration t ha t  created the conditions for the initiat ion o f  a new 

cycle of development . However ,  i t  did so a t  a t ime when full clarif­

ication o f  and consensus on , the goals o f  the Community College had 

yet to be achieved - a mat ter of some s igni f icance in S truc t ure­

Functional theory terms . 

The achievement o f  such clari fication and consensus was one o f  

the main aims of Seminar ' 75 to which all the s taff  members and the 

Council made contributions . The Direc tor also hoped that the Seminar 

would reinforce the sense of solidarity already evident among the 

s taff and help promote among them a commi tment to work towards the 

achievement of the mor e  widely defined range of educational goals . 

Events in the period fol lowing Seminar ' 75 showed the Director ' s  

aims for consensus and cohesion not t o  have b een a s  fully realised as 

he initially hoped they might . Differences o f  opinion refle c t ing 
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different educational goals and attitudes began to surface . The work 

rout ines es tablished during the operational s tage were found to be 

inappropriate by staff memb ers want ing to conduc t programmes in the 

community rather than in the College . Further , the phys ical reo rganis­

a t ion of the College into spacially dis tant sub-units, in the months 

following Seminar ' 75 , coincided wi th the emergence of sub-unit identities . 

These  identities , developing along community versus vocational educat ion 

l ines , accentua ted differences between the s taff  members and rendered 

mor e  problema t ic than before the attainment of goal consensus and 

solidarity . With the passage of time the trend towards segmentation 

increased , co-ordination became a problem adding to rather than diminish­

ing the complexity of the College ' s  operation . 

Whereas initially the staff  members , in the main , experienced and 

coped wi th the four Funct ional Problems in the ·predicted orde r ,  they 

began following Seminar ' 75 to experi ence no t j us t  one functional problem 

at  a t ime , but combinations o f  them simultaneously . This was b rought 

about primarily by the persistence o f  Adaptation as a problem .  Adap tive 

ac t ivity did no t cease once the Communi ty College was opera tional but , i f  

anything , actually intensified . This i s  b est exemplified i n  the 

Direc tor ' s  cons tant preoccupa tion wi th ; 

( i )  public  relations work , 

( ii )  the p rocurement and oversight  o f  buildings 

and facilities , 

( ii i )  the s e lection o f  new personnel , and , 

( iv )  the init iation o f  new courses and programmes . 

Wi thin the College , demands for courses and programmes from the 

outs ide and the arrival of new s taff members necess i tated tha t the College 

adminis trators reassess the changed internal situation o f  the Co llege . 

Three specif ic prob lems had emerged and required attention i f  the 

Communi ty College were to continue to develop in the direc t ion intended 

by the government planners and espoused by the Director . The College 

adminis trators , indeed the College s taff  as a whole was confronted , 

following Seminar ' 75 ,  by the problems o f ;  

( i )  the clarification and explanat ion both o f  the Direc tor ' s  

goals and the goals of the staff  members so that staff  

members could at least  understand what othe rs were trying 

to achieve and why , 



( ii )  goal reconc iliation among a diverse group o f  men and 

women with a view to finding ways for staff members to 

work together co-operatively , and , 

( ii i )  the ins t i tut ionalisation o f  norms or , in Parsons ' 

terms , a common value sys tem with which to manage 

emergent conflicts and tensions . 
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These were respectively the problems o f  Goal Attainment , Integration and 

Latency . 

As the Case S tudy demonstrated , the D irector ' s  goals did no t become 

clear to the s taff  - despite at temp t s  made initially for example a t  

impromptu meet ings while the Activit ies Centre was s till i n  use a s  the 

staff  common room . Furthermo re , the Direc tor ' s  preoccupation mainly with 

the p er formance of the adapt ive functions cited above meant that there 

was l i ttle opportunity for g iving attention to building harmonious working 

relationships o r  to helping the staff  memb ers explain to each o ther the 

nature of and the purposes b ehind their goals . As Chapter Nine - on 

the Tutor ' s  Definit ions o f  the Situation - showed , these aspects o f  

organisation building were , a s  the s ta f f  p erceived i t ,  left t o  them . 

The effects on Integration of the resul ting s tate o f  affairs did no t 

become evident unti l  after the College b ecame operational and new tutors 

began to take up their appointments . Then , in the cont inued abs ence o f  

clarification and redefinit ion o f  the internal s ituation and the establish­

ment of a normative order acceptable to all (or mos t )  of the s taff , 

sub-units formed and departmental boundaries developed . They had the 

effect of precluding co-ope ration between individuals within the four 

main sub-units -- the Vocational Education and Communi ty Education 

Depar tments , the Registry and the Admini s t ration . 

This is no t to say the Community College failed , in the Structure­

Funct ional sense of the term , to become integrated . There were , as the 

Case-Study showed , marked differences among the s taff  in educational 

atti tudes and goals , but these dif ferences never intens ified to the point 

where there was , in Hobbesian terms , "a war of all agains t all " .  Rather ,  

differences o f  opinion and confl ict over ways o f  doing things became , 

as Baldridge ( 19 7 1 )  puts i t ,  "s trategic" in na ture . In the main the 

members of sub-units  gave first priority to their own interes ts but 

differences were never so great tha t any one group sought to bring down 

or dis credit ano the r . At a t ime when there were plentiful resources 
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and mos t s taff  were abl e  to  gain a t  least an amount necessary for them 

t o  implement their  goals , different interes t groups were able to co­

exis t within the same organisational sett ing and , as it  were , "do their 

own thing " .  

Peaceful o r  relatively peaceful coexis tence ensued . Howeve r, one 

apparent e ffect of the s taff members confining themselves increas ingly 

within their  respect ive sub-units , was that diverse attitudes and 

educational ideologies came to be reinforced . S taff members were not in 

any s imple s ense cap t ives of thei r  given roles , j ust as they were no t 

captives o f  the official purpose or the organisational s t ru cture . By 

c reating roles of their own and through their somewhat circumsc ribed 

relationships they , in effec t , formed and developed thei r  part of the 

Community College in accord with their  own conceptions of i t s  purpose . 

In this way diversi ty ra ther than communality  o f  goals became the central 

charac teris t i c  of the College - in - ac tion , and the evolutionary path 

b ecame set accordingly . 

As events transpired , the Director was able to turn goal diversi ty 

t o  good effec t  when he wanted the College to b reak new educational 

g round ; as indeed it did in the form courses and programmes that were 

based on the educational ideology of liberalism. As Chapter  Nine showed , 

however , other factors came into play to influence the College ' s  

evolutionary pattern . In particular , following the Director ' s  election 

to  the executive of the Technical Ins t itute Association , l iberal-reform 
� 

goals were de-emphasised in favour of pursuing the goal o f  "organisational 

growth" ;  tha t  is , how to increase the number of s tudents in attendance 

to the poin t where the College could be desi gnated a "grade two 

Technical ins t itute" ,  wi th a consequent increased staffing enti tlement 

and reclassification of s enior adminis tra tive posi tions into a higher 

category . In subservience to the newly established adminis t rative 

"organisational growth" goal , tutors were encouraged to mount courses 

and programmes in response to popular demand . An element of opportunism 

came to prevail as the administration used increases in weighted student 

hours rather than qual ity and type of programme as an index of organis­

a tional effectiveness . 

This way o f  measuring organisational ef fec tiveness helped the 

adminis trators overcome the problem of not having any obj e c t ive measures 

of having satis fied interests or needs . It  might thus be said that 
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goal attainment occurred but it  was attainment of a surrogate goal rather 

than the satis faction of students ' subs tantive interes ts and needs . 

The adminis t rators argued that in the f irst few years o f  operat ion , the 

College would lack proof pos itive that its s tudents ' needs and interes ts 

had been adequately satis f ied . Educational proof is notoriously elusive 

and perhaps can only be gauged years hence when o thers have also exerted 

complementary o r  count ervailing influences . But in the number of 

s t udents enrolled a quick index is readily availabl e .  The teaching 

p erformance of a tutor is difficult to j udge , but the College Admin­

i s t ration could point to the accumulation of teacher-pupil contact hours 

and increases in student enrolments as evidence of popularity and ipso 

facto , success . In this sense there is little doub t that the College 

met many of the expec tations that were h eld for i t . The policy of 

"meet ing the Community ' s  education needs"  thus defined , worked and was 

seen to b e  effec tive . Running courses was recognised by College admin­

istrators as a means of generating student hours and satisfying the 

requirement that the College produce concrete results as a measure o f  i ts 

success . Fact s  and figures also counted more than subj ec t ive j udgements 

and impressions did when arguing a case at government level , for the 

allocation o f  funds and s taffing entitlements . 

The Communi ty College s taff therefore became deeply involved in 

mounting p rogrammes and presenting courses . There was little  t ime for 

examining why one type of programme should operate  rather than another . 

The question o f  j us tification was answered in terms of satisfying felt 

or expressed needs , but without sys t ema tic consideration of the values 

they presupposed . Such was the out come of the egalitarian view of 

Continuing Education espoused in the Feasibility Study , subscribed to 

by the Director in the interes ts of organisational growth and contained 

in the "development" goal . 

One unanticipated consequence was that the extent and the longevity 

of the College ' s  innovat ive proj ects became placed in j eopardy . Rest ing 

as they did wi th individuals rather than in estab lished organisational 

s ub-units , they lacked a secure organisational base . The s taff  running 

such proj ects were capab le , imbued with a kind o f  miss ionary zeal and 

therefore prepared to make special effo rts "over and above the call of 

duty" to implement the Col lege ' s  various new-types of programme . If , for 

some reason (perhaps fatigue) miss ionary zeal were to diminish then , 

programmes could founder for want o f  the key human fac tor required to 
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maintain them .  In o ther words the p ersistence of an innovat ion 

required more  than the efforts of individuals working on their own ; i t  

required , a s  Parsons ( 19 5 1 )  points out , a n  ongoing supply o f  resources 

in  the form of equipment and faci l i t ies , a secure organisational base 

and a co-operative and support ive team effor t -- in other words , 

an integrated ac tion system .  

The fut ure development o f  the Community College has always depended 

on the College adminis trators and the staff  working together .  And there 

is litt le doubt  in the Hawke ' s  Bay Community College that virtually any 

s taff member was free to  init iate p rogrammes and courses that could 

eventually turn out to either consolidate or change the evolutionary 

pattern of the College . However ,  it was the administrators who , because 

of their position were in the bes t position to a rticulate  a clear 

concept ion of the educational character of the College and to facilitate 

co-operative work relationships . They could exercise what Prebble and 

Stewart ( 19 8 1 )  refer to as ins truct ional leadership -- internal leader­

ship which accepts respons ibility for exercising control over the 

direction of an organisation . The exercise of such leadership might 

in the futu re produce the means for coping wi th and reso lving more 

e f fectively the four functional problems confronted during the course 

of organisational forma tion and development . More specifically , wi th 

such a leadership pattern in place the College adminis t rators could 

s till attemp t , as the D irector put i t ,  to work with the staff  to s top 

the Communi ty College "from slipping into the same shape that formal 

education sys tems have today . "  

Part  I I  - Theoretical and Methodological Conc lusions 

It is the purpose of Part II to dis cuss theo retical and metholological 

conclusions that can be drawn f rom the study under four main headings 

which include , limitat ions of the theory , generalisation to s imilar 

organisations , pract ical applications and the relationship between 

theory and method . 

Limitations o f  the Theory 

Comment has al ready been made earlier in the present Chap ter and in 

Chapter One of the reasons for the choice of S t ructure-Func t ionalism as 

the theoretical framewo rk of the study . Two s tood out as b eing of 

cen tral impo rtance . Firs t , the theory has the capacity to deal wi th 



255  

the contributions that individuals make in the  c reation and develop­

ment of an organisat ion - the ideographic  d imens ion . Second , i t  could 

also deal with the evolut ion o f  the Community College as an entity  

greater than the sum o f  its individual parts - the nomo thetic dimens ion . 

However , while S t ructure-Funct ional theory served to yield 

an explana t ion of the evolution of the Community College in both wholis t ic 

and individual - nomo thetic and ideographic  terms , it could not account 

for all asp ects of the organisation .  In  particular , it  could no t account 

for underlying social-psychological processes that may also have b een 

at work to influence the College ' s  evolution . For ins tance co-operative 

staff relations did no t emerge . According to S t ruc ture-Functional theory , 

one o f  the functions o f  leadership is to produce co-operation . Thus 

in the absence of leadership , the likelihood o f  co-operation is diminished . 

On this topic the Study showed tha t no systematic attempt was made by 

individuals occupying senior positions to exercise leadership by develop­

ing , in Parsons ' ( 19 5 1 )  terms , a "central value system" within which to 

legitimate both shared and d iverse educational att itudes and values , 

exercise control by conscious consent and facilitate co-operation wi thin 

the College ' s  social s t ructure . However , the theory precluded the 

possibility of investigating why , in terms o f  underlying reasons , 

leadership was lacking . This was because S truc ture-Funct ional theory , 

with its  focus predominantly on system properties and effects , does no t 

contain wi thin it explanatory concepts capab le o f  dealing with such sub­

system factors as mo t ivation , personality and a ttitudes that can 

direc tly influence the enactment of leadership roles . 

To the extent that underlying social-psychological processes were 

in reality the root  cause of the College ' s  leadership malaise then , 

perhaps an al ternative theoretical perspect ive such as Human Relations , 

Exchange or Compliance theory , with its main emphasis on basic social 

psychological processes might have yielded more insightful explanations 

than Struc ture-Function theory was able to provide . In support o f  this 

argument, Exchange theory (Blau , 1 9 7 1 )  ass erts both, the importance of 

"leadership " as a key variable in the development o f  an organisation and 

the capacity to lead as dependent on such basic psychological processes 

as those underlying the feelings of at traction and aversion between 

individuals and their desires for various kinds of rewards -- such as 

s tatus , affect or util ity . In S t ruc ture-Function theory , such processes 



256 -

are taken as given , their main signif icance being tha t they give rise 

to the observable ac tions and interac t ion among individuals that make 

up a funct ioning organisation . It  is these emergent properties rather 

than underlying ones wi th which Structure-Funct ional theory is and hence 

the Case Study was primarily concerned . 

Despite the limitat ions imposed on the Study by the adopt ion of 

a S t ructure-Functional framewo rk , i t  is worth no ting , that o ther theories 

are not without limi tation in the explanat ion they can offer of such 

organisational phenomena as leadership . In this regard Baldridge ( 1 9 7 1 )  

points out that a fter decades of (Exchange , Complianc e ,  Human Relations 

and various other kinds of theory based)  research on leadership in 

organisations , the l iterature is confusing and contradic to ry .  Research 

based on one or o ther of the available alternative theories of o rganis­

ation , would no less than S tructure-Functional theory , be beset by the 

requirement at some poin t  of maj or caveat and qualification . 

On the i ssue of leadership , Structure-Functional theory , while 

not focussing on  so-cal led "basic processes " ,  a t  leas t recognises that 

the development of an organisation is dependent on the personal skills 

and qualities of i ts members . They are a resource that mus t and in 

the p resent ins tance did f eature prominent ly in the Case S tudy inves t ig­

at ion . Indeed , the S tudy ' s  S t ructure-Functionally based f indings are 

insightful in tha t  they confirmed that leadership is a poli tical ac t ivity 

as much perhaps as i t  is a personali ty dependent one . As such individuals 

occupying leadership roles , had to act variously as mediators , nego tiators 

o r  as individuals j ockeying between power blocs , t rying to carve out 

features of the o rganisation . To enac t a leadership role in this way , 

individuals had to be skilled ( though not all were)  in the art  o f  
* 

polit ical manoeuvre . Here , Robert Dahl ' s  ( 19 6 1 )  portrait o f  the 

po litical manoeuvres of the Mayor of New Haven is apt and has the po tential 

for general isation : 

The Mayor was no t at the peak of a pyramid but rather a t  

the centre o f  intersec ting circles . He rarely commanded . 

He negotiated , caj oled , exhorted , b eguiled , charmed , 

pressured , appealed , reasoned , promised , insisted , demanded , 

* Robert Dahl , 1 96 1 ; Who Governs ? Yale Press , New Haven . 



even threatene d ,  but he mos t  needed support and 

acquiescience f rom other l eaders who simply could not 

be commanded . Because the Mayor could no t command , 

he had to bargain . 
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This political interpretation of leadership is  consistent with 

Struc ture-Funct iona l  theory .  It recognises the necess ity for the 

exercise of leadership in the development of an organisation , and con­

ceptualises this  phenomenon in sociologically appropriate terms as 

involving the exercise of power - a power based on the control o f  

information and the manipulation o f  expertise rather than o n  the force 

of personality alone . To the extent that such skills are required and 

must be learned , then theories o ther than S truc ture-Functionalism ought 

presumably to be b rought into play to provide appropriate social­

psychological rather than sys t em level explanations and generate 

principles to guide leadership education and training . 

Even though S t ruc ture-Func t ional theory precluded inves tigation of 

some specific aspec t s  of the organisational development p rocess , it  

enabled the Study ' s  main aim to be realised namely , the documentation , 

analys is and explanation of the creation and evolution of a type o f  

educat ional organisa tion new t o  New Zealand - the Communi ty Col lege . To 

the extent that the s t udy ' s  main aim was realised there are implications 

for the creation and development of similar organisa tions elsewhere . 

That is , in so far as the study provides confirmation o f  the theory , its 

general findings permi t  a measure of qualified generalisat ion to 

organisations similar in kind . 

Generalis ing from the Case Study 

Throughout the Study , Structure-Func tional theory was used p rimarily 

in two ways ; 

( i )  a s  a framework within which t o  organise and 

conduct the research , and , 

( i i )  a s  a source o f  sens itising concep ts with which t o  

formula te  explicit research ques t ions . 

However ,  in the final analysis a maj or purpos e of research is to go 

beyond observation , description and int erpretation and generate theoret ical 

general isations ; these from time to time taking the logical form o f  

' if-then ' propositions . While theore tical generalisation was not the 
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main purpose of the Study , two general theoretical propositions were 

formulated in Chap ter One namely , that an o rganisation will evolve i f  

and only if ; 

( i )  everyone o f  the four functional p roblems , a s  outlined 

by Parsons , a re coped with and resolved , and , 

( i i )  only i f  they are resolved in the theoretically 

specified o rder of Adaptation , Goal-Attainment , 

Integrat ion and Latency . 

The Case Study genera ted evidence whi ch serves to confirm rather 

than falsify , though in a somewhat limited way the S tudy ' s  two main 

theoret ical proposit ions . However , such confirmat ion is not immediately 

obvious , especially in the case of the second propositions where , a t  

leas t o n  the face o f  i t , confirmation could b e  taken as equivocal . Some 

clarifi cation of the si tuation is therefo re necessary . 

From the Case S tudy ' s  findings it  is clear that all four o f  the 

funct ional problems were encoun tered and to some extent coped with , 

but only partially resolved during the period o f  the field research . 

With the College ' s  evolution being problematic  in this way , nega t ive 

confi rma tion of the theory ' s  main proposition was thus ob tained . The 

findings that relat e  to proposi tion two admit at least two interpretations 

becaus e , although ini tially the four funct ional problems were encountered 

in the theo retical ly specif ied order , subsequently they were encountered 

simultaneously . 

If  taken at face value , the s imultaneous occurrence of the four 

problems , because i t  appears to run contra ry to theoretical predict ion , 

could b e  taken as a partial falsification o f  the second propos i t io n ,  thus 

limiting the predic t ive value of the theory . The s econd interpretat ion 

enables a dif ferent conclusion to be drawn . During the research1 both 

Adaptation and Goal-At tainment were encount ered as problems but definitive 

solut ions were no t fo rthcoming . Then , with ongoing growth and development 

giving rise to Integration and Latency becoming problematic , all four o f  

the functional prob lems were encountered s imul taneously . O n  this inter­

pretation the ini tial order in which the functional problems occurred is 

the decid ing fac to r .  Thereafter , due to lack of success in arriving a t  

an enduring solution to any one p roblem , a ll four of them persis ted . The 

effect overall was tha t while the Co llege grew - wi th continued exis tence 

assured by the ongoing , indeed expanding requirement for vocational 
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education , the direct ion o f  evolution became p roblema tic and was l ikely 

to remain s o . 

Given the correctness of this second interp retat ion , then the S tudy ' s  

f indings can be taken a s  providing provisional confirmation , though in 

a negative way ,  of the theory ' s  second proposition and thus the theo ry as 

a whole . Furthermore ,  because the Study is theory based and because 

the evidence supports the theory , it  is possible to go beyond this 

specif ic Case-Study and fore-shadow the generic types of prob lems that 

will likely be encount ered , and have to be coped with and resolved in the 

formation and development of s imilar types of educational organisa tion . 

In so far as the ini t ial condi tions for any given organisation are different 

f rom those o f  the Hawke ' s  Bay College then , the order in which the 

funct ional problems are actually encountered is also likely to differ . 

The main proviso is tha t  while an organisation can , at  its  beginning 

point , be confronted by any one o f  the four functional prob lems , i t s  

evolut ion a s  a particular type o f  organisat ion will depend thereafter on  

each p rob lem being coped wi th and resolved in turn . To  this extent , the 

f indings o f  the Hawke ' s  Bay Community College Study have an applicat ion 

beyond the specific organisa t ion f rom which they were derived . In 

part icular , they provide an empirical founda t ion for a Structure-Functional 

theory of the evolution of educational organisations and imply a practical 

use to which it might be  put . 

Practical Applications 

There are two par t i cular aspects  of the general research s ituat ion 

tha t have limited the application of Structure-Func t ion based research to 

real-life s i tuations . First , as Parsons ( 19 6 7 )  points out , the level o f  

both the theory and i t s  derivative research f indings has been too general 

and abs t rac t .  Theoris t s  and researchers have neglec ted to demons t rate 

how the theo ry and the research f indings can be  applied to real- life 

s itua t ions . This is a serious mat ter  for in the final analysis one maj or  

j us t ification for theory and research is  the  way i t  might be used as  

a basis for  informed decision and ac tion . 

From the present s tudy, there are two ways  in which S tructure-Func t ion 

theory and the Study ' s  findings might be emp loyed to assist  prac t i tioners 

form and develop a new educat ional organisation . First , j us t  as the 

functional problem concep ts were used as sens it ising devices in the 

research , they can serve also to sensi tise o rganisation founders and the 
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developers to the kinds of prob lems they are l ikely to encounter and be 

ob liged t o  cope wi th and resolve in the course of their  endeavours . 

Second ,  the theory and its  research findings can be expressed as 

princ iples o f  procedure to guide the foundation and development p rocess . 

In l ight o f  the empirical f indings reported here and to the extent 

that theoretical predictions were confirmed , S t ructure-Function theory 

provides one set o f  cri teria agains t which assessment of organisational 

growth and development can be  made eithe� by independent researchers o r  

the personnel themselves . Such assessment might serve t o  induce control 

over an organisat ion ' s  formation and development ,  and , further theoretical 

unders tanding . Accordingly , this section of the Chapter concludes by 

discussing in a somewha t programma t ic way , empirical-theoretical consid­

erations that might , when taken into account , ass is t in the c reation and 

development of s imilar organisations . 

Sens it ised by S t ructure-Func tion theory to the l ikely political 

character o f  the organisation founding process , both the planners and 

those r espons ible for  the creation of an organisa tion ought , if thei r  

goals a re to b e  real is ed , es tab lish the limit s  within which development 

can occur , by ; 

( i )  identifying conditions and circums tances in the 

community that might either ass is t or constrain 

development ,  

( i i )  identify ing community interest groups from whom support  

can be expected and to whom concess ions must be made , 

( ii i )  devis ing appropriate strategies - with which t o  

negotiate  the basis o n  which a new venture can come 

into exis tence , be supported , developed and 

maintained . 

Al though in hindsight  these points may seem somewhat self-evident, 

they are nonetheless important for as Sel znick ( 1 9 5 7 )  points out , when 

the founders of an o rganisation begin to be aware of the dependence o f  

the i r  enterpris e o n  support  f rom outs ide fo rces , their concep tion o f  the 

enterprise may change , wi th consequences for personnel rec rui tment , policy 

and administrat ion at many levels . To the extent that the founders can 

adapt and make appropria te compromises , they are more like ly to incorporate 

community values into the ir o rganisat ion and thereby establish some 
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"claim on the community to avoid liquidat ion or  t rans fo rma tion on purely 

economic grounds" ( Selznick , 195 7 ) . I f  there is a lesson to be  learned 

from the Hawke ' s  Bay Community Col lege it is tha t , compromis e  cannot be  

j us t  left  to happen . I f  an innovation is to achieve acceptance within 

a given community then , the compromise  process has to be managed . 

According to Adams and Chen ( 1 98 1 ) , the initial acceptability o f  

an innovation is a function o f : 

( i )  the relevant power that can be  marshalled in suppo r t . 

The g reater the r e levant power , the greater the 

likelihood of accep tabil i ty . 

( ii )  the extent to which , as a change , it  is seen to 

threat en the power of exis t ing groups . The less 

the p erceived threat , the greater the acceptability . 

(iii )  the exten t  to whi ch the benefits  expec ted to resul t 

are thought to be in excess  o f  the cos ts entailed . 

The greater the benefits ( relat ive to cos t ) , the 

greater the likelihood of acceptance (and vice versa ) . 

( iv)  nego t iation protocol . The grea ter the violat ion o f  

protoco l ,  the les s  the likelihood of acceptance . 

(v) the rhetoric used . The more the rhetoric conveys the 

impress ion of difference between the innovation and 

the s ta tus quo , the greater the likelihood of 

rej ection . 

To the extent that these  f ive p ropo s i tions are interactive and 

who listic in nature , they can be seen to be cons is tent with S t ruc ture­

Functional theory and a useful pragmatic  complement to i t .  As Adams and 

Chen ( 19 8 1 )  po int out ;  "Collectively the five propos itions cover some o f  

the maj or issues involved in the initial es tablishment of an innovation . 

Necessarily , no one proposit ion can be regarded as taking precedence over 

another . Depending on the s ituation , one may prove more crit ical than 

ano the r . More than l ikely , however ,  they wi ll interact wi th each o ther , 

thus proving to be  mutually supportive or mutally des tructive . "  

There were doub t less many factors that precluded the poss ib i li ty of 

each p roposition ' s  requirement s  being fully met during the planning and 

es tab l ishment o f  the Community College no t the leas t being ; 



(i )  insufficient t ime , 

( ii )  lack o f  the required expertise in  the 

Education Department , 

( i ii)  unawareness o f  the need to manage the initiat ion o f  

innovation i n  the manner outlined , and , 

( iv) the pre-empt ing effects o f  immediate needs . 
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Given the p roceeding analysis , the founders o f  an  organisation might , 

by a self-cons c ious at temp t to manage the accep tance process , seek to 

control the di re c t ion o f  an organisation ' s  evolution . 

Perhaps mor e  than other types of organisations , educational organis­

a t ions are particularly susceptible to external manipulation, a t  least in 

New Zealand ' s  centralised sys tem .  If , once founded , the new o rganisation 

is to evolve and if appropriate adapt ions to community int erest groups 

are to be made , then execut ive personnel will be required who are : 

( i )  able t o  adap t and have their adaptat ions accepted , 

( ii) capab le of leadership of the political kind 

earlier outlined , 

( iii)  capab le , as Selznick ( 19 5 7 )  put s it , o f  t rans forming 

a diverse group of men and women - the s taff - into 

a commi t ted poli ty , and , 

( iv) able to trans lat e  the organisat ion ' s  miss ion into 

policy and a plan for ac tion , and , following this , 

interpret the mission to o thers both wi thin and 

outs id e  the organisation , so as to secure commitment 

to and support for i t .  

Consequent o n  these  r equirements being met ,  the direction i n  which 

an organisation evolves thereafter depend s  on both the order and the way 

in whi ch the four-funct ional problems are coped with and resolved . From 

the S tudy ' s  findings it seems unlikely , even in the best of all possible 

wo rlds , tha t any one functional problem could be resolved once and for 

all . Unanticipa ted contingencies , such as the emergence o f  new educational 

wants and needs , curtailment of financ ial support , and interpersonal 

conflicts internally can aris e ,  thus reac tivating a prob lem that had a t  

a p revious time b een resolved . Nonethel ess , the evidence to hand supports  

the general princ iple that in  deve loping a new organisa tion , if  the 
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o rganisation is to evolve in an orderly way then, s t eps mus t be  taken to 

resolve each o f  the funct ional problems in turn . An examp le from the 

Case Study serves to illus t rate the point . Wi thin a few weeks of the 

College ' s  opening , initial adaptions to external demands had been made 

in the form o f  courses and programmes . Thus , operational goals also 

were set and the College began to function as an educational organisatio n .  

A n  initial divis ion of labour was worked out , authority was delegated 

and work patterns establishe d .  The s taff had in a sense been formed into 

a "committed polity " .  They were commit ted to "making a success of their 

o rganisation" . However ,  because of a lack of consensus about wha t  the 

College s tood for - its mis s ion - and lack of understanding about each 

o the r ' s  goals , o rganisat ional success came to depend on the ability o f  

individuals to meet a diversity o f  educa tional needs i n  the form o f  both 

conventional and new-types o f  courses and programme s .  Thus success was 

relative to c ircums tances and at the time Goal-Attainment remained 

p roblematic . 

With the issue of goals remaining unart iculated , the Director ' s  

( typically adap t ive) ac t ivi ties came to be regarded by the staff  as lacking 

point and purpos e .  Diss atis faction began to be  expressed over a perceived 

lack of di rec t ion and an element of conflict over attitudes and goals 

b ecame evident among some of the staff  members . In other words , 

inability and neglect  to cope with the issue o f  goals and organisational 

d irection early on led to the emergence o f  o ther problems and a consequent 

inab ility to cope with them too . The implica tion is that had Goal­

Attainment been confronted as a problem and a degree of consensus over 

i t s  solution nego tia ted at the outset , then ; 

(i )  either other p rob lems may no t have arisen at 

least to the degree tha t  they did , or , 

(ii )  they could have been dealt with by  appeal ing to  

decisions to which the staff  had previous ly 

given their consen t . 

Of course such comments  are somewhat speculative , but they il lus t rate 

none theless , the way in which Structure-Funct ional concept s  can serve as 

s ens itis ing devices and assist in both the diagnos i s  and t reatment of 

recurrent o rganisat ional prob lems . The issue o f  the relat ionship between 

t heory and me thod is the final topic fo r discussion in this Chapter . 



264 

The Relationship between Theory and Method 

The Hawke ' s  Bay Community College Case Study , as an intens ive 

inves tiga tion of one o rganisation in a field setting , emp loyed a process 

o f  field research that was both taxing and t ime consuming .  It  required 

that the researcher familiarise himself thoroughly with the organisation 

and its personnel . Only by attaining an int imate involvement wi th the 

College , i ts his tory , i t s  format ive influences , its members and i t s  

operation , could the research be  carried o u t  us ing the case s tudy method . 

The method appeared to have two maj or  weaknesses . Firs t , concentration 

on only one case made comparison with o thers impossible . As Blau ( 19 7 1 )  

points out , when many o rganisations are compared the parallels and 

dif ferences between them often p rovoke useful insights .  This type o f  

contras t ,  mis sing f rom the present case s t udy , thus limit ed the poss ibility 

of sys tema tic , comp arative verification of theoretical propos itions . The 

second weakness , and a related one ,  was the p rob lem of "typicality" o r  

"generalis a t ion" , already alluded t o  earlier i n  the Chapt er . Result s  

to  b e  useful normally need t o  be app licable beyond the situation under 

s tudy . The absence of comparat ive reference and the prob lem of typicali ty 

were also limitat ions in the present study . 

The conduct o f  t he research as a "controlled inves t igation" 

r epresented an attempt t o  mit igate ,  if not overcome some of the l imi ts  

to empiric al and theo retical generalisation imposed by the  Col l ege ' s  

presumed "a typicali ty " .  To this end , the theoretical four functional 

problems came to funct ion ,  in Malinowski ' s  terms , as "foreshadowed 

problems " ;  though the study went subs tantially beyond Malinowski ' s  

somewhat a theoretical research position b y  concep tualising the four 

f unct ional problems sys tematically and as an intrinsic par t  o f  the research 

s t rategy . In a manner of speaking , theory and methodology became 

opposite s ides of the same coin . The theory embodied the methodology 

in its applicat ion and the methodology dictated the limi ts within which 

the theory could be applie d .  

To then ask , "what was the nature o f  the Case Study as a n  act ivi ty? "  

the proper response would be , as Kemmis ( 1 9 7 7 )  puts it , "the Case Study 

( cons is ted ) in the imagination of the case and the invention o f  the 

s tudy" . As he goes on to add , "such language might seem odd , but it 
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makes explici t  the cognitive and (soc ial character of case study research) .  

It  reminds us of  the ro le o f  the researcher in research : he is not 

an automaton shorn of human interes ts and programmed to execute a design 

devo id of socio-political interes ts " .  G iven that research findings have 

a potent ial to become interest  serving , they cannot therefore b e  

regarded merely a s  the produc t of  disinterested social inquiry . This 

po int  is to b e  t aken up and dis cussed shortly . 

Once sens itised by the theory as to what to look for in the field 

and armed with an agenda tha t concep tualised the research as occurring 

in terms of exploration and inspection activity ,  the actual research was 

ab le to proceed . An hiatus occurred subsequently , when attempting to 

achieve a level of obj ec t ivity from real-life involvement with people in  

the Community College that would permit theoretical analys is and inter­

pretation . While copious note  taking and annotation of  interview 

transc ripts resul ted in an extensive data  file , obj ective analys is using 

theoretical concepts , somewhat divorced from the o rdinary language 

catego ries of the Communi ty College , proved difficult during the research ; 

and this despite frequent withdrawal from the field expressly for the 

purpo ses o f  o rdering , process ing and analysing data gathered while " in 

membership " .  

The dif f icul ty arose from the s tudy ' s  attempt to render  compat ible 

a somewhat "posi tivistic " theory wi th a "non-pos i t ivis tic"  research 

method . That is , to attempt to combine in practice apriori , abstract 

and impersonal theoretical concep ts with a method , ethnographic in 

character and requiring , personal identification with the subj ec t ' s  

definitions o f  the si tuation . This identification was necessary , both 

ethnographica lly speaking and in Structure-Func tional terms , in order to 

construct an image o f  organisational life  that corresponds with reality . 

Not to have sought ident ification - to f i t  into the organisat ion and 

become a par t icipant - would have been t o  run the dual risk o f :  

( i )  being denied access to basic data , and , 

( ii )  rendering implausible the theoretical int er­

pretations and explanations o f  organisational 

evo lut ion that c ould be given . 

In the short term this identificat ion limited the attainment of  the 

obj ec tivity necessary for analys is , and resulted in the research process 



266  

becoming much more pro t racted than initially envisaged . This was because 

only with the passage o f  time was it possible to extricate oneself from 

the everyday world of the Community College , dis tance oneself from it 

and achieve a level of detachment nec essary for theoretical analysis 

and interpreta tion . This process highlighted , in a direct and personal 

way , a somewhat underestimated cos t to be incurred by researchers who 

undertake an inves tigation of the kind reported in this thes is . The 

s ubstantive outcome was , however ,  not only unders tanding o f  the processes 

which operated , in and outside the College to affec t  both the direc tion 

and pattern of its evolution . It was also a deeper explanation of the 

evolutionary process and generalisation of a more fundamental kind than 

might have been possible had ano ther research methodology been employed . 

Accordingly and as Baldridge ( 19 7 1 )  puts i t ,  the value o f  the case 

s tudy 

cannot be overestimated and anyone who has done field work 

knows tha t it  is a vital par t  of the intellectual experience . 

It  is dif ficult to codify the precise factors that make 

the field situation such an important experience , but there 

are thousands of intangible , unnoticed , and almost 

imperceptible experiences that go to make-up an overall 

impress ion of the s i tuation . The case s tudy is perhaps  

unique in  this sens e . 

It  is unique also in the sense that the case s tudy worker cannot c reate 

the s ituation he is to observe , nor can he artificially s implify it by 

manipulation o f  its contex t . He mus t study the s ituat ion as a whole . 

On this point the interes ts  of Structure-Func tionally conceived research 

and case s t udy method - - - seem to coincide , and carry with them a number 

of cons equences that deserve comment . 

The conduct o f  case study wo rk requires researcher participation in 

the social life  of an organisation . Consequent ly it is no t possible to 

avo id influencing and being influenced by this social life . This point 

was unders tood prior to the research , though it was no t fully appreciat ed 

until acceptance in the organisation was achieved and until field work 

was in progres s . Then , not only did execut ion of the research influence 

both the researcher ' s  and members ' conceptions of this soc ial life , i t  

led t'o evaluat ions of i t  being made . For a number of  the research 

subj ects , not far from the surface of discuss ions and interviews was 
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the question ; to  what use might the research findings be  p u t  and who 

stands to b enef it by them . In the c ircums tances , three answers were 

pos s ible , though three were no t always forthcoming . Firs t , the 

researcher ' s  interes ts were likely to be served by the research and 

these ranged from the p roduc tion of scientific knowledge and under­

s tanding to the enhancement of an academic career . Second , the research , 

sponsored by the government , might b e ;  ( i )  used to evaluate  the College ' s  

ef fectiveness in achieving particular goals , or , ( ii) be  found helpful 

in p lanning the development of similar organisations elsewhere . 

Third , the research might b enefit the members by enabling them to j udge 

for themselves the s tate of their organisation and then plan accordingly 

steps necessary to reinforce or change that s tate . 

In all three cases evaluation , to the extent that it  occurred , also 

resul ted in j udgements being made . In the researcher ' s  case, j udgement  

was cons tant ly being exercised over such matters as which ques tions to  

ask , how to  interpret a remark or  analyse a document . In  each ins tance 

the end result was a reflec tion o f  the researcher ' s  bes t j udgement ; as 

indeed is the case study i tself . Once the findings of res earch are 

published , they become pub l i c  knowledge and are then available to be used 

by anyone with an int eres t in them ; and use can range f rom satisfying 

curiousity about this particular new kind of phenomenon to at tempts to 

influence it in some way . 

There exis ts the possibility o f  an external agency using research 

findings to intervene , ei ther directly or indirectly, in the affairs o f  

a n  organisat ion . This is t rue , especially i n  a s tate funded , p ub lic , 

educational organisation like the Community College , in which many 

groups might claim to have a legitimate vested interes t .  For ins tance , 

the government o fficials responsib le for planning and funding the 

Community College could , if they chose to do so , use the s tudy ' s  

f indings to evaluate the extent to which , as it  evolved , the Community 

College devia ted from i ts o fficial goals . From their point of view , 

deviation could then conceivab ly be  taken (though in reality i t  was no t )  

as evidence o f  an unsat is factory resul t . This form o f  evaluation is one 

of the more common ways in which res earch findings are , and no doub t 

will cont inue to be utilised . 

Such a use has elic ited from Adams and Chen ( 198 1 )  the caut ion to 

researchers to . ' 'limit themselves to eva luative me thods designed to 
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measure how far obj ec tives have or have no t been achieved , and to employ 

methods designed als o  to measure an (organisat ion ' s ) ability to adapt to 

external change" .  In this way i t  might be poss ible  for researchers to ; 

( i )  exc lude from the research p rocess any part icular part isan interes t 

they might have , and ,  (ii)  limit any tendency to give undue weigh t to 

one set o f  goals , for ins tance official goals , as being a priori , 

pre-eminent . In the present cas e ,  the evolut ionary trend was found to 

be influenced as much , perhap s  more by the actions o f  individuals 

pursuing their own goals as i t  was by any press to conform with the 

offic ial goal . Given this outcome , then indeed might an organisa t ion ' s  

capacity to adapt , as  much as i ts capacity to pursue a p re-determined 

direc t ion be the determining factor in i ts survival and evolution . 

Judgement and manipulat ion from without is , however ,  but one 

evaluative use to which research finding's can be put . Equally , the 

members of an organisation , want ing themselves to evaluate progress and 

exercise contro l ,  may use research findings evalua tively . Going a s t ep 

further , they could , at leas t in principl e ,  conduct their own research 

wi th a view to us ing the findings to serve the dual purpose of self 

evaluat ion and organisat ional control f rom within . It is in terms o f  

this latter suggestion tha t the study has implications that g o  beyond 

the immediate cas e . 

The notion o f  "in-house "  evaluat ive research , while an implication 

of the s tudy , is no t entirely novel . Researchers  in the curriculum 

field have in recent times given some attention to it and in a way that 

is supportive of the study ' s  sugges tion . According to Kernrnis and Hughes 

( 19 79 ) , in mos t  educational organisations there is always a low b ut 

s i gnificant level of evalua tive ac tivity underway , even when i t  i s  not 

supported by "formal"  evaluation studies . This activity is the more 

or less systematic , more o r  less public  form o f  self ref lection that 

goes on hand in glove with the ongoing operation and development o f  

a n  organisation . It is reflected i n  the tendency of partic ipants to ask 

of themselves and of each other such ques t ions as ; "Am I or are they 

doing a good j ob ? "  "How well or poorly did that procedure work ? " and 

"How might I or we do the j ob better ? " . 

To the extent tha t such q ue s t ions require s y s t ema t i c  a ns we rs , 

there is a c orres pond i n g necess ity fo r c o n t ro l l e d  i nves t i ga t i o n  o f  

a n  o rgan i s a t i o n ' s  opera t i on .  H e r e , c a s e s t ud y  me t h o d c a n  b e  
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employed to advantage for it is  capable , especially when incorporated 

into an appropriate theoretical framework , of p roducing systematic and 

comprehensive research f indings , rather than informal evaluations that 

tend to lack these qualities . Given the res earch experience and 

exp ertise o f t en to be found accumulated wi thin tertiary educat ion 

organisations , systematic , "in-house" , evaluat ive , research · feasible 

in p rinciple - is capable of being carried out by the members of an 

organisation themselves . In consequenc e ,  they would then be strategically 

placed to understand and control the operation o f  their own organisation , 

rather than rely solely on an external agency to carry out the research 

for them . The main difficulty is , as Kemmis and Hughes ( 19 79 )  point 

out ,  that "an enormous intellectual and analyt ic task is imposed on 

any cri tical community bold enough to embark upon sys tematic , self­

evaluation " . 

In p articular , such a task would require an organisation ' s  memb ers  

to delve beneath the s ur face o f  their  wor�aday world in  o rder to 

understan d  i t .  They would have to identify taken for granted assump tions 

and make available fo r reflec tion and scrut iny by others , their 

p rinciples o f  procedure , their attitudes , their plans and their 

prac tice . In short , they would have to become exponent s  o f  case  s tudy 

method the case in point being their own organisation . The 

p resent s tudy , with i t s  amalgama tion of Structure-Functional and Symbolic 

Interact ion theor ies , contains within i t  a set  of theoretically-based 

procedures that could , at least  in principle , p rovide a foundation for  

the development of a sys temat ic approach to  sel f-evaluation in  tert iary 

education o rganisations . 
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HAWKE ' S  BAY COMMUNITY COLLEGE COUNCIL INTERVIEW SCHEDULE - GU IDEL INES 

Topics to Raise and Discuss : 

A .  Council Format ion and Composition 

( i )  How was the Council formed? 

( i i )  What is its composition? 

( i i i )  What  connec tion ( i f  any) do Councillors have with 

any of the early committees - the Polytechnic 

Promot ion Commi t t ee , the Joint High Schools Boards ' 

Committee , the Hawke ' s  Bay University Trus t ?  

( iv )  What community g roups-organisation is being 

represented? 

(v)  The nature of the group ' s /organisation ' s  interes t 

in the Community College . 

B .  Nature and Purpose o f  the Community College 

( i )  Wha t Counc illors understand by the term Community College . 

( i i )  How the Communi ty College dif fers from a technical 

institute . 

( iii)  Councillors ' view of the role of the Community College 

their goals for i t ; the purposes it will  serve ; its 

priorities . 

( iv )  The Hawke ' s  Bay Community College Feasib ility S tudy -

i t s  conduct , purpose and effect . 

C .  Formation o f  the Community College 

( i )  What  was involved - the p rocess and the prob lems . 

( i i )  Counc illors ' v iews of the Education Department ' s  role . 

( iii)  O ther agencies that helped o r  hindered the 

College ' s  forma tion . 

( iv)  Specific tasks that had to b e  accomplished 

(buildings , s ite procurement and personnel selec t ion ) . 



D .  The Development o f  the Communi ty College 

(i )  The role o f  the Community College Council - rights and 

responsib ilities and limits to the Council ' s  authority . 

(ii)  The ro le of Council Sub-Commit tees . 

( iii)  The role o f  College adminis trators - especially the 

Director - the scope and limits of his authority ; 

his rights and responsibilities . 

( iv)  The nature and extent o f  individual Councillors ' 

personal involvement wi th the Community College . 
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SELECT IONS FROM PRESS STATEMENT - OFFICE O F  THE MINISTER OF EDUCATION 

September 27th ,  1 9 74 

"The Educa t ion Amendment Bill now introduc ed in the House will 

provide the legislative foundat ion for the Hawke ' s  Bay Community 

Coll ege and o t hers which will  follow i t , " said the Minis t er of 

Education,  Hon . P . A .  Amo s ,  today . 

A Community College is defined in the Bill as an inst itut io n  

providing "continuing educat ion" . Mr Amos sa id t hat i t  was pro posed 

now to use this t erm to emb race the whol e  broad f ield o f  educat ion, 

includ ing vocat ional educa tion,  for people b eyond the po int o f  

secondary o r  compulsory education .  " I t  is  impo rtant that the B ill 

propo ses to elimina te any formal dis t inction b etween "vocat iona l "  and 

"non-vocational " educat io n ,  since this d ist inc t io n  is inc reasingly 

dif ficul t to maintain when we are talking about continuing educational 

o pportunities . I hope tha t the activities and the struc ture of the 

Hawke ' s  Bay Community Col lege  will build in , from the out s e t ,  this 

broad view of continuing educa tion . "  

The Minister  explained that a Community Coll ege would , under the 

propos ed l egislation , have b road powers to offer additional educational 

s e rv ic es designed to meet the particular needs o f  i ts community . " In 

the case o f  Hawke ' s  Bay , " said Mr Amos , "these will be developed for 

t he area f rom Wairoa to Central Hawke ' s  Bay as the needs arise . "  

The legislation also g ives the Minister b road powers to constitute 

a controlling body for a Community Col l ege . The memb ership of such 

a controll ing body could be expec t ed to reflec t i t s  b road func tions 

and the who le area it s erves . 

"Community Colleges will no t compete either with universi t ies o r  

with secondary schools ,- " said Mr Arnos . " I  expect ,  however , t ha t  the 

Hawke ' s  Bay Community College will be s eeking very early in i ts 

development to use the powers given to it by leg isla tion to cooperat e 

with secondary schools , with university extra-mural s tudies , with the 

T echnical Correspondence Inst itute and the Correspondence S chool s in 

support ing stud ies fo r their student s . " 



2 7 7  

STATEMENT O F  OBJECTIVES 

Hawke ' s  Bay Community, Col lege 

BACKGROUND (A) LEGAL 

1 .  Legal : A "community co llege"  is defined as an ins titution 

estab l i shed under Part Ill of the Educat ion Act to provide continuing 

education and related advisory and guidance services , and o ther 

educa tional s ervices des igned to meet the particular c ircums tances o f  

the local community .  ( Edu c .  Amend . Ac t No . 2 , 1 9 74 ) . 

2 .  Not e  ( i )  that excep t fo r the underlined phrase,  the definition 

is as for a technical ins t i tute . The impl ication is that a community 

college may develop a b roader and more fl exible range o f  s ervices in 

response to local needs , o r  provide services in a mo re flexible fas hion . 

( i i )  that Section 9 0C gives b o t h  to T I ' s  and CC ' s  the power 

to perform pres c ribed funct ions and also specifically 

" ( a) in association with any univers i ty , provide 

s tudi es for s tudents  of that  universi ty 

(b ) in as sociation with (any school ) provide courses 

in continuing education 

(c )  in  associa t ion with any correspondence school , 

provide courses of study • • • •  

( iii ) The def in ition o f  continuing education is mos t  relevant 

to understanding the obj ec tives of the ins ti tution . In the pas t , the 

Ac t spoke of "further educat ion" which was in turn subdivided into 

either techni cal educat io n  (entirely vocational in purpose)  o r  continuat ion 

educa tion (anything not entirely educat ional in purpos e ) . In the 

newly amended Act ,  we have only CONTINUING EDUCATION (replacing " further ")  

which is 

educa tio n ,  including voca tional education,  provided for 

persons who are no longer required to at tend school and 

who are no t ,  unl es s o therwise provided for by this Act ,  

enro lled as pupils  in any seconda ry school or department 
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The definitio n  go es o n  to exclude university and t eacher educat ion . 

3 .  The majo r  po int here i s  that continuing educat ion is almo s t  

synonomous with "post school "  and that the arb it rary vocat ional /non­

vocational d i s t i nc tion disappears . 

As an institution offering continuing education, a communi ty co llege 

thus h as the obj ec tive (under i ts l egal f ramework) of providing 

an int egra ted range of pos t  school educ a t ion.  Though it does no t 

provide univer s i ty educat ion ,  i t  may l ink with a universi ty to s ervice 

its s t udent s ; though i t  is pos t-school i t  may l ink wi th a s chool to 

provid e  some s ervices to s chool student s . It  is clearly env isaged 

that a CC will support correspondence s chool stud ents wi th supplementary 

services . 

4 .  In the main d efinition,  a communi ty coll ege is seen specifically 

as d eveloping s ervices related to its own community, implying that 

the pa t t ern may vary from one community college to ano ther . 

5 .  Technical ins t itute/communi ty college . A community college is  

obvious ly seen as a "technical ins titute  plus " ,  the  additional 

ingred ient b eing such special servic es as  it evolves for its own 

communi ty . In many respe c t s  the difference will b e  one o f  degree rather 

than of kind , s ince technical inst itutes are al ready very flexib ly 

operat ing ins t itutions prett y  firmly l inked wi th their communities 

6 .  BACKGROUND (B)  GOVERNMENT POLICY 

The present Government ' s  pol icy places emphasis on cont inuing edu cation,  

on c reat ing open and continuing a ccess to education,  and on  crea ting 

educat ional o pportunities fo r a w�de range of people .  Spec if ical ly,  

the establishment of community co lleges is  an implementa t ion o f  

government po l icy . These were seen as  peculiarly needed in prov inc ial 

c ent res . The Government ' s  emphasis on these centres is to be int erpreted 

also in the contex t  of its regional d evelopment po l icy which expresses 

b road a ims for economic and soc ial development linked to new sys tems 

of regional and local government , and fo r greater decentralisation . 

Ano ther linked el ement is the emphasis  o n  grea ter local and na t io nal 

pa rt icipa tion in cont rol and decision-making. 
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7 .  BACKGROUND ( C )  EDUCAT IONAL CONCERNS 

Government pol icy here mirrors general concerns which have been 

showing up in educa t ional theory and practice  in the las t decade . 

8 .  Some issues of reiterated conc ern in current educat ional debate  

in  N . Z .  and throughout the world are : 

a .  the defec t s  o f  "end-on" fo rmal educa t ion and the 

l engthened period  o f  c ompulsory educa t ion ; 

b .  the work/appl ica t ion mix ; 

c .  the failure o f  convent ional syst ems to entice the 

a ttent ion o f  (at l eas t )  a s izeab le maj o rity of the 

populatio n ;  

d .  the need fo r more flexible systems o f  delivery , 

including correspondence ; 

e .  t he need for "retrading" and "refreshing" opportunity ;  

f .  the need for more involvement in control and management , 

including mo re s tudent involvement ; 

g .  t he need fo r more "ac t ive" and individual ised learning 

o ppo rtuni t i es ;  

h .  the need for mo re fl exib le entry requirements and the 

recogni t ion o f  experience ;  more flexib ility in s ys t ems 

o f  qualifica t ion and les s rigidly shaped course s t ructures ; 

i .  the need for grea t er diversity o f  institutions and syst ems , 

and for fewer "standardised" solut ions ; 

j .  the need fo r education to be "rel evant" i . e .  have a concern 

fo r real , curren t  and maj or soc ial concerns . 

9 .  Many o f  these themes lie  undernea th the government ' s  polic ies , and 

also under the way in which the law was reshaped in 1 9 74 . They a re to 

be found express ed more fully and prec isely in the EDC Document 

"Improving Learning and Teaching ; "  in the 1 9 7 2  N . Z .  Unesco Repor t  on 

"Life-long Educa t ion" ( from which the fo rmer report drew) ; and in the 

final ACEP Repor t  on EDC "Direct ions fo r Educat ional Change . "  
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The feasib ility s tudy was under taken in 1 9 7 3  as a direc t result of 

Government ' s  pol icy on communit y  colleges . The aim was es sentially 

to s ee wha t a "community co llege" wi th a b road pos t-school mission 

could b ecome in HB , given the fact that its core work alr eady 

identifiable,  would be tha t for which a "mini-t ech" would have b een 

needed in 1 9 7 5  and was already in planning . 

1 1 . The s tudy did not therefor e  ei ther start wi th or finish with any 

c l ea r  $et  of obj ec tives , and i t  has been critic ised fo r taking a 'wha t ' s  

l e f t  over" approa ch , o r  cons t ructing a mission out of remnants l ike 

a patchwo rk quil t .  

Its  background was to some ex tent that models on  the l ines o f  the U S  

community college , o r  o f  "senior colleges " ( 6 t h  o r  6 t h  and 7 th form 

colleges ) had b een sugges t ed . Thus the study examined the func tions 

which migh t  b e  imported t o  the N . Z .  contex t  f rom thes e models . 

Rou ghly they are :  

a .  "college trans fer " ; f irst o r  second year university 

teaching with s t udents going on  to the university 

to complet e ;  

b .  technical/vocational : much as we are familiar wi th 

it in technic al inst itutes ; 

c .  community education : the b road range o f  flexible 

non-credit  "adult education" wo rk ; 

d .  senior college : decapitating s econdary schools and 

taking 7 t h ,  or 6 th and 7 th form s t udents in to a pos t  

school ins titu tion.  

1 2 .  The study recommended ( a )  only in the modif ied form wh ich the 

amended Ac t now accept s . ( c )  received no general support in HB o r  

f rom int erested nat ional organisations . I t  is also ref lected i n  the 

new legislation only in the modified  form of 2 ( ii)  (b)  above . This 

s tudy , however, left somewhat vague a few c rit ical issues e . g .  the 

rela tionship b etween the CC and the "evening class" programme o f  

s econdary schools . 



1 3 .  The objectives of the HB Communi ty College, then , have to b e  

derived either direc tly or  indirec tly f rom 

a .  the newly c reat ed legal f ramewo rk 

b .  government policy 

c .  the general current concerns , statements  o f  prio r i ty 

issu es , and recommenda tions express ed in EDC documents 

d .  the p roposals o f  the HB feas ibility s tudy . 
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OBJECT IVES FOR THE HAWKE ' S  BAY COMMUNITY COLLEGE 

INTRODUCTORY COMMENT 

The Hawke ' s  Bay Community College is one educational ins t i tut ion 

among a numb er in its  region.  There are many o ther statutory and 

voluntary organisat ions also involved direc tly o r  indirec tly with 

educatio n .  And the general processes of soc ial and economic develop­

ment are int rica tely interwoven with the wo rk and opera t io n  o f  almost 

every el ement  in a community . A prime task o f  the Community College 

will be to set real i s t ic obj ec t ives for itself which recognis e the s cope 

and the limits of what  i t  may be  able to a chieve , and where its  

prio rities should l ie within a very wide-ranging set o f  potent ial 

developments . 

OBJECT IVES : 

1 .  To ident ify p resent and emerging needs for continuing education 

in Hawke ' s  Bay ,  and to meet effect ively and fl exibly those  which can 

properly b e  s een as i ts tasks ; in pa rt icular to develop continuing 

educa tion provis ion in which voca tional , non-vo cational and community 

service elements are int egrated rath er than dis c rete purpos es . 

2 .  To make its appropriate educational contribution to the so cial 

and economic development of the r egion . 

3 .  To establish and maintain consul ta tive and advisory l inks with all 

groups and areas it s erves , so tha t its activit ies may be  appropriately 

shaped by the community ; in particular to evolve a struc ture through 

its  governing body and its  adminis tration which is sens it ive to the 

needs o f  the region . 

4 .  Within the context o f  what is  p rovided by o ther inst itut ions and 

o rganisat ions , to provide for a b road range o f  continuing educat ion 

s ervices , with a part icular concern for people wi th special educational 

needs . 

5 .  To maintain , co-o rdinate and promote  liaison with other ins titutions 

and organisations wo rking in , or related to , continuing educa tion; 

in particular to ma intain l iaiso n ,  co-operate with, and suppo rt the work 

o f  secondary schools , co rrespondenc e ins t itutions and univers it ies . 



6 .  To establ ish, develop and promote  necessary advisory and 

guidance s ervices related to its general functions ; to maintain 

liaison with other institutions and organisat ions involved . 
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7 .  To identify the need for o ther s pecial educa tional s ervices which 

may be requ ired to meet the part icular circums tances o f  the Hawke ' s  

Bay community , and to make recommenda tions for the development o f  such 

s ervices . 

8 .  To identify the need for such new types o r  new modes o f  p rovision 

as  may be  required to carry out  its  present and future functions , and 

to make r ecommendatio ns fo r the development o f  such provis ion .  

9 .  To evaluate i t s  own per fo rmance , and to modify its  activities 

consequently in order to perform i ts general functions mos t  ef fec tively . 
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APPENDIX D 

THE ANALYS I S  OF INTERVIEW DATA 

In carrying out this investigation o f  the Community College , 

the funct ional problems were employed as sensi t izing devices . 

When used in this form they provided the basi s  for the theoret ical 

derivation of explicit research questions . These questions were  

then available to be used in interviews t o  invest igate the defi­

nit ions of the s ituation o f  individuals associated with the 

Community College ; e . g . , the s taff members themselves , councillors  

and offic ials . As  chapter three pointed out , interviews were 

conducted throughout the full period of t he research . They 

comp r ised the core of research ac t ivity , from whi ch the bulk of the 

inves tigation ' s  raw data was obtained . In order to use these data 

to c ons truct t he Case S tudy reported in chapters 4 - 10 , the raw 

data had to b e  sys tematically analyzed and to do this analysi s  the 

funct ional problems were again used , but in a different way f rom the 

manner in which they were employed to generate data . 

According t o  Parsons , the func t ional problems are capable o f  

being used for the purpose of conceptual analysis . In fact they 

cons t i tute criteria for the identification of data . As pointed out 

in Chapter One , S tructure-Funct ional concepts  - specifically the 

four functional problems - are "no t  f i c t ional but adequately grasp 

aspects  of the obj ective external world" . At the analytical level , 

theoretical concepts can be  used , in Parsons (1937)  terms " to p i ck 

out "  dif ferent kinds of organisational phenomena . That i s  t o  say , 

they can be  used to make sense of soc ial processes in theoretical 

t e rms and thereby unders tand and explain them . 

While , according to Parsons , his theoretical categories may 

no t be complet ely descript ive of any part icular action or even t , 

(vi z , the creation of the Communi ty College) , they are capable 

o f  being employed to identify salien t  element s  within any given 

soc ial process and to "analytically separate them f rom o ther elements" . 

Ana lysis of the Case S tudy ' s  data involved using the funct ional 

problem concepts  in the manner envisaged by Parsons . The obj ect ive 

then was to examine the contents of t he interviews (and also docu-
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ments and other recorded observations)  with a view to  locating 

in them evidence of the way in which individuals encountered , 

coped with and resolved the four funct ional prob lems . To this 

end , and consistent with arguments advanced in Chapters two and 

three , individuals were regarded as the "uni ts o f  analysis" and 

their int erview responses ( the interview protocols) had to be 

subj ec ted t o  systematic conceptual analysi s .  

I n  order to  proceed wi th this task , the functional problems 

had , in their  turn , to be converted into an appropriate analyt ical 

f orm . The theoretical content of each concept ,  which , in the 

enquiry pro c es s  provided the substance of research quest ions , now 

c ame to  serve as analysis criteria . This was because quest ions and 

criteria were ,  in effec t , opposite sides of  the same conceptual 

coin ; each b eing regarded as manifestations of the same theoretical 

ent ity . 

The func t ional problems analytically defined 

The analyt ical concepts , identical in content with the sensi­

tizing concept s operat ionalised in Chapter two , are detailed here 

using a format similar to the one used in that chapter . 

Adaptation 

The Adaptation category (A) focusses on ac t ivities that refer 

to t he relationship o f  an organisation with its external s ituation and 

the procurement and allocat ion of resources . These act ivities can 

therefore include : -

1 .  the procurement of organisat ional resources such as ; 
. 

l and , buildings , equipment ,  ( including purchase 

p l anning for , design , construction , allocation and use) 

money and information . 

2 .  the recruitment and selection o f  personnel , inc luding 

assessments of qualities , experience and abilit ies required . 

3 .  the establishment of a market for the organisat ion , 

including responding to enquiries from individuals/ groups 

about the setting up of and enrolment of students in  

c ourses , programmes and activities . 
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4 .  the promo tion and representation o f  the 

organisation in the community , including the 

disseminat ion of information and public relations . 

5 .  negotiations , communicat ions and the establishment 

of relationships wi th external agencies , e . g .  

communi ty groups , voluntary agencies , government 

organisations , professional and o ther associations 

and business organisations . 

6 .  the allocat ion of resources internally and 

specifically personnel ,  equipment and other resources 

to organisational tasks , e . g .  professional , 

( technical) administrat ive (managerial) and 

ancilliary . 

Goal-At tainment 

The Goal-At tainment category (G)  focusses on activi t ies that 

refer to individual ' s  concepts o f  the organisation , the establ ish­

ment of priorities , the creation of goals ( o f ficial and real/ 

operative)  and the translation o f  these goals into programmes and 

activi ties . These ac t ivit ies can include : -

1 .  the formualt ion of , appeals to and implementation of 

official goal ( s )  -- the mission . 

2 .  the specificat ion and expression o f  speci f ic ( individual/  

unofficial) goals , aims and priorities for  - the 

organisation . 

3 .  articulation o f  a concept of the organisation -- its 

meaning and impl icat ions - including po tent ial goals 

and aims the organisation might take up . 

4 .  identificat ion and formulation o f  personal aims goals 

and priorities entailed by them . 

5 .  implementat ion of goals in terms o f  courses , p rogrammes 

and activit ies . 

6 .  the carrying out of  tasks , duties , r esponsibilities and 

f unct ions f rom which goals may be inferred . 

7 .  descript ions of  and references to the goals , aims , work , 

and activit ies of  self . and others and/or their contri­

butions to  the organisat ion . 
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Integrat ion 

The I ntegration category ( I )  focusses on activities and 

events  that serve to differentiate and structure relat ionships 

within the organisation ( i . e .  create a divis ion of labour) and 

can therefore inc lude : 

1 .  the distr ibution o f  tasks , work , roles and j obs to 

individuals and sub-unit s .  

2 .  the delegat ion of authority and responsibility to 

individual s . 

3 .  the init iation/ implementat ion o f  regular work patterns , 

4 .  the creat ion of j oint ventures .  

5 .  the sett ing up and operation of committees . 

6 .  the establishment and operation of organisational 

procedures e . g .  budgetary control systems , student 

records , resource inventories , a s taff promotion pol icy , 

coordinat ion ac tivi ties . 

7 .  the f ormation of interest groups and sub-units .  

, 8 .  the estab li shment / operation of internal communications 

and information distribution systems . 

Latency 

The Latency category (L)  focusses attention on activities that 

are d irectly related to : 

i .  the experiencing of tensions and conflicts that arise , 

and , 

i i .  attemps t o  maintain pat terns and control and manage 

tensions and conflict , 

Accordingly act ivities t o  be coded under Latency can include : -

Specific experiences : 

1 .  incidences o f  conflict and t ension between individuals ,  

e . g .  disagreements , arguments . 

2 .  assessments (both positive and negative) of one ' s  own or  

o thers ' work , perspect ives and attitudes . 
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3 .  dif ficulty or d issat isfaction ( including complaints) 

with features of the organisation ,  e . g .  information 

flow ,  physical conditions of work , availability of 

facilit ies and equipment , accessability of co lleagues -

superiors etc . 

4 .  (dis) satisfaction with one ' s  work/role situat ion , the 

state o f  the organisation , administrative or teaching 

pract ices and organisational arrangements . 

5 .  presence/ lack of loyalty to individuals / the organisat ion . 

6 .  presence/absence of solidarity / cohesion/ cooperation . 

At t empts at management and control of conflict and t ens ions by : 

7 .  the creation/ invoking of rules of conduc t , normat ive 

standards , common definitions of the situat ion . 

8 .  the es tablishment o f  social-welfare arrangements 

e . g .  social gatherings , counselling sess ions . 

9 .  explaining the basis of policies and decisions t o  o thers . 

10 . the creation of opportunities for individuals /groups 

to explain to o thers their work/role and share ideas . 

1 1 .  the c reat ion/diffusion of myths about what the 

organisat ion is like to work in , what i t  s tands for , 

what i t  can and ought to do . 

12 . defus ing (by d iscussion , decree , seperat ion etc)  

exi sting/emergent conflicts  and devis ing avoidance 

strategies . 

13 .  deemphasising features thought to  detract from the 

development o f  sol idarity and cohesion e . g . negative 

role s tereotypes . 

14 . providing support ive evaluat ions 

of the work and c ontributions of individuals and groups 

to the organisation . 

The Analysi s  Process 

The analysis o f  the interview protocols , using the funct ional 

problems involved a number of step s . 

The f ir s t  step was to  place all the interview transcriptions in 

c hronological order . There were two main reasons for organising the 
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interviews in this way ; ( i )  this procedure would allow inter­

connections between the functional p roblems which individuals 

encountered to  be identi f ied , and , ( ii )  in the construct ion o f  the 

Case Study narrative , it would ass ist  in the documentat ion of the 

changing circums tances of the Community College as it evolved , i . e . , 

he lp to construct the plot  and generate themes in theoret ical terms . 

The second step was to  read all the interviews in order , 

preparatory to actually doing the analysis . A minimum of two 

but frequently more then two readings were necessary for this . The 

f i rs t  read ing served the purpose of gaining an overall familiarity 

with the contents of the interviews , from t ime to t ime making column 

annotations in the form o f  brief notes and asides . With familarity 

thus gained , the substantive analysis of the interview protocols 

could then proceed . 

The substant ive analysis consi s ted of the ident ificat ion of 

the interview protocols as belonging to one or o ther the funct ional 

p roblem categories and the making of accompanying comment s  that , 

later on , could be used in the construction of the Case S tudy . This 

procedure had to be applied to all the d iscrete interview r esponses 

or  sequences of like responses that made up each speci f ic interview .  

The contents o f  each whole interview were analyzed in this way and 

each analysis yielded a set  of annotated comment s  and funct ional 

p roblem category designations . 

I t  is important t o  note , however , that the analysis involved 

more than the s imple recursive proc edure of reading the interview 

transcripts and mechanically allo t ing each response a category 

des igna t ion .  While the c ategories themselves are analyt ically 

d istinc t , the meaning and significance o f  a specific interview 

p rotocol depended on the context  in whi ch it  was made . Consequently 

this context could determine , to some extent , the theoretical 

category to which a protocol belonged . For example , a subj ect ' s  

reference t o  the set ting up of organisationally based accounting 

procedures to deal wit h  the procurement of resources could , depending 

on the context  in which it was made , be regarded as belonging to 

either the Adaptation or Integration categories . If the reference 

was made in the context of dealing with an external agency then , 

the appropriate categorisation would be Adaptation . I f , on the o ther 
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hand , the reference was made in relation to  some aspect o f  the 

organisat ion ' s  internal func t ioning then , the appropriate categori­

zation would be Integration . 

In addition , i t  is also wor th not ing that organisat ional 

actions and events seldom occurred in isolat ion and usually had 

consequences for o ther aspects  o f  the organisation . Thus i t  was 

important in categorising a part i cular action or event ; to note 

either an existing or  the poss ib ility of a c onnec t ion with other 

problemat ic organisat ional characteristics . For instance ,  the 

implementation of a procurement procedure (when categorised as 

belonging to Integration) might lead to tensions and conflict and 

thus a c onnect ion with Latency established . Alternatively , when 

coded as Adaptat ion , there could be consequences for Goal-Attainment 

and this connect ion too ought to be identified . Accordingly , the 

analy s i s  of interviews also required that connections between 

categories be noted in the anno tations and comments . The taking o f  

context into account would enable : ( i )  theoretical sense t o  be 
' 

made o f  the contents of discrete interviews and , ( ii) theoretical 

connec t ions between interviews to  be made and evaluated in relat ion 

to the Community College as a whole . 

With the data analyzed in this way , the interview anno tations -

comments and category designations could b e  used subsequent ly to  

serve three related purposes : 

i .  the ident ification , in theoretical terms , o f  issues 

and topics to be taken up and explored further in 

interviews at a later date , 

i i .  the conceptual connection o f  various aspect s  o f  the 

operation of the Community College one with the other , and 

i i i . the selection of dat a ,  in a theoretically systemat ic 

way , for incorporation as illustrat ive material in the 

Case S tudy . 

The t racing out o f  connec tions between concept s  is the interpretive -

exp lanatory aspec t of the investigation , serving to account both for 

the complex and problematic  nature of the enti ty being s tudied . 
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There is some point in mentioning in passing that , while i t  

would be possible to enumerate and sum instances o f  each funct ional 

problem in interviews , such a procedure here is methodologically 

inappropriate .  This is  primarily because all  category des ignat ions 

are relative to the specific content of each interview . The 

significance of any given interview ,  for the investigation then , 

is no t the number of instances of each category , rather it is the 

S truc tur e-Functional relationship of the content in one interview 

with the speci f ic theoretical content in other interviews . 

In o ther words there is no place in a Parsonian Struc ture­

Func t ional analysis of the kind used in this investigation for the 

numer ical quantification of empirical data . This is because the 

individual was taken as the unit of analys is  and not some 

numerically measurable or uniform properties of the organisation in 

point . Admi t t edly , the various kinds o f  category designat ions given 

in each interview could be recorded and perhaps percentagef. given of the 

incidence of each category . However , because responses vary in 

length and duration , they are not amenable to numerical analysis , 

summation and comparison . This it  seems is one o f  the consequences 

of us ing Structure-Functional concep ts analytically . 

Ins tead , the notion o f  concep tual analysis leads more  con­

sistently to  Case Study documentation f rom which theoretically based 

descriptions , interpretations and explanat ions can be given . 

Three interviews are included in this appendix in order to  

exemplify the  manner in which the conceptual analysis o f  data  was 

c onduc ted . They include respec tively , interviews with the Officer 

for Continuing Education - one o f  the principal inst igators and 

palnners o f  the Community College , the Director and the Head of 

Community Education . These three particular interviews have been 

chosen for two reasons . First they contain instances o f  each 

funct ional problem , and second , they illustrate sources of continuity 

and discontinuity in the way three individuals were� conce iving the 

Community College, relat ing to each other (ei ther physically or 

temporally) in the process of forming and then developing the 

Community College and , in each case , the way in which each individuals ' 

contr ibut ion was assisted or constrained both by the context in 

which they worked and the development of their relationships with 



2 93 

o ther s . A brief commentary here serves to i llust rate the manner 

in which , in the Case S tudy , the results of the conceptual analysis 

were able to be  used to cons truct the Case S tudy ' s  narrative and 

to provide theoret ical explanations . 

The c oncept of the Community College as a Out-Reach organisa­

t ion was initially articulated by the Officer for Continuing 

Educat ion . Both the Director and the Community Education Head 

also subscribed to this concept and goal of the Community College , 

and the interviews provide one source of evidence of the way in 

which each viewed this concept and sought to implement it . 

The Out-Reach goal also carried with it  implications for the 

way in which relat ionships in the organisat ion might come to be 

structured . Though in reality, because the organisation s tructure 

given in the Feasabil i ty Study served as the actual Communi ty 

College ' blue-print ' ,  the development of  an alternative , and 

perhaps preferred struc ture was largely denied , as were the 

likelihood of develop ing inter-departmental relationships .  The 

interviews show the three principal actors ' views of the Communi ty 

Colleges soc ial structure and how they were both accommodating to 

it  and at tempting to develop i t .  Another implicat ion of subscrip tion 

to the Out-Reach goal , was the necessity for Community College 

staff members to wor k  at developing the Communi ty College in the 

community . This aspect  of the Community Colleges evolution falls 

clearly into the Parsonian category of Adaptation , and there 

are frequent interview references that deal with the articulation 

of the Community Col lege with the community . These references ranged 

across such aspec ts as ; the recruitment and selection of personnel 

e . g . , the Community Education Head himself , the establishment of 

task environments in terms of specific student clientele and 

community groups that individuals in the Community College wanted 

to work with , the conduct of public  relat ions work and the 

es tablishment of relat ionships with such external agencies as 

local high schools and the paramount higher authority - the S tate 

Department of Educat ion . 

The Adaptat ion by the Director and Community Educat ion Head 

to the external environment of the Community College had , in i t s  
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turn , imp lications for the internal running of the Community 

College . Here the interviews came full c ircle in that they 

disclose each individuals percept ions of the internal reality of 

how the Community College was func tioning , what they bel ieved 

were the effects of their own act ions and the actions of others 

and what they were doing and hoping to do to deal with the 

Community Colleges internal situation and develop this consistent  

with t heir  own views of the College as  a new-type of educational 

organisat ion .  

The Case S tudy draws on the full range o f  interview data along 

wi th data from other sources to explain the Community Colleges 

evolut ionary processes . The three interviews that follow in 

this appendix illust rate the way in which empirical data were 

analyzed preparatory to their descript ive , interpretative and 

explanatory use in Case S tudy of the thesi s .  

Examples o f  the analysis process are presented using a speci f ic 
format and conventions . The format includes three main headings 

and three corresponding columns : ( i )  interview protocols , ( ii)  

annotations and comment s ,  and , ( iii) code category . There are 

four code categories labelled ; A. G. I .  and L .  represent ing each 

of the funct ional problems - Adaptat ion , Goal-Attainment ,  Inte­

gration and Latency - and each l etter label is subscript ed with 

numbe rs e . g . A2 and G6 to indicate specific  category c r i teria . 

As in Chapter three , the reporting convent ion adopted with the 

interview protocols is to use the latter ' R ' to indicate the 

researchers questions and comment s  and the letter ' S ' to denote 

subj ects  responses and comments .  
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Interview Protocols 

S The f irst query was what is the ins titu t ion designed to do? Well , we spent 
a lot of t ime arguing this one and we felt it was necessary to �ake an introduc­
tory comment s .  Not ing f irst of all that it ' s  only one ins titution and that i ts 
got to s top being meglo maniac about the fact that it ' s  going to be everything for 
everybody . And second , in so far as it contributes to the sor t of social and 
economic development and this I suppose has to be seen in the light of  our 
colleagues on Government policy here . Quite c learly introducing the idea of  
Community Colleges in  the ' 72 manifes to , which it saw specifically as  inst i tu­
t ions for provincial centres - this was very much part of its thinking on 
national development . But the C . C . is not going to be the agent of Regional 
Development ,  it may be the contributor to - and one would hope that it will  be an 
increasingly significant contributor - but it is s t ill only one contributor . 
There are o ther educat ional agencies , there are other statutory bodies - there 
are a large hos t  of  o ther voluntary organisat ions which have a large part to 
play in it . And then even so you can s till summarise for the C . C .  a large 
set of obj ectives , and I think i t ' s  got to begin to sort out for itself the scope 
and limits  of  what it  can actual ly do - because it ' s  not going to have unl imi ted 
resources and it ' s  never going to get all  the resources i t  wants as fast as it 
wants  them . So its got to sort out its own obj ectives and sor t out its own 
priorities . 

R \�en you talk about resources do you assume the maj or source of resource will be 
the Government ? 

S Not necessarily . 

R Do you anticipate the Communi ty itself might s tart feeding in substantial amounts 
of money? 

S We ' ve got no experience with this yet except o f  course in the Wairarapa case -
which is s tric t ly not a C . C .  But as far as we ' re concerned if the local 

Anno tat ions 
Comments 

Category 
Code 

Limits  to mission . I Gl 

College to establish goals for I Gl 
itself - specif ically its mission . 

Resources as plac ing limits  on whad Al 
can be achieved (A as a condition 
of G . A . ) .  This seems cons is tent 
wi th Renwick and Garretts  spec ifi­
cations elsewhere of Cont . Ed . as 
the C . C . ' s  miss ion . Document how 
this not ion is employed in the C . C .  
to aid its evolut ion . 

Source of  resources Al 

N 
\0 
"' 
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community wants resources - and this may be part icular ly impor tant in facilities 
like hos tel development . I f  it turns out that i t ' s  necessary to have hos tels , 
it  is j ust  not going to get money out of  the - by sucking the central state 
teets . 

R To what extent is John Harre aware of  the way you ' ve j us t  described the situation? 

S We sent copies of this to John . It is obvious for instance if you read that 
comments  of Peter McMeechan ' s  that one of the things - summarises the ideas 
insofar as they are ideas which have come out of the feasibility s tudy originally . 
One of  the ideas that ' s  fudged up completely in the feasibil ity study is the 
relationship be tween the C . C .  and the programmes - par ticularly the evening class 
programmes in the Secondary Schools . And this has got to be worked out - Peter 
recognises this and we recognise it - We ' ve j us t  said there is no one solution , 
and this I think is a very important issue . There may be a solut ion for the 
Hawkes Bay tha t  will have to be subs tantially worked out by the College in argu­
ments with i ts own group of schools . And if they come up with a solution that 
does not work anywhere else that ' s  their problem .  So one of the basic things 
which underlies the whole concep t of the C . C .  ' s  as far as we ' re concerned is that 
we don ' t  have any kind of manufac turing system .  We ' re no t trying to produce 
them identical . If they come out different that ' s  fine . T hough in virtue of the 
way of funding and s taffing such places may unwit t ingly impose limits within 
which distiuc t ive organisat ional development and identity may emerge . 

R So in fac t , in so far as we look a t  the emergence of an organisation here you 
have no expectat ions that we ' ll be able to generalise from what happens here? 

S To a substantial extent - yes . There is a commonality of  purpose and interest 
in any kind of continuing educat ion operation . 

R Presumably when the College runs into pressures and inf luences , the nature of  
these may be highly specific to  this community , but  nontheless the way in which 
pressures manifest themselves 

S I think that some of the more particular things will emerge out of the same 
interaction with the same community - This community is quite different . In 
Napier and Hast ings you ' ve got one aggregate , so that you can roughly speaking , 
c lump 100 , 000 people within a 30 mile radius of  the inst itut ion . In Rotorua 

Annotat ions Category 
Comments Code 

Ex tent of resources to be provided I Al 
by the Govt . 

External relat ionsh ips as problem- I A3 
a t ic . 

An expectation here that the C .  C .  I AS 
will  relate in its own unique way 
(whatever that is)  to local agencies 

A p lanning goal that each C . C .  will I G3 
develop as a unique ent i ty -
uniquely adapted to its local 
environment (See the ministers 
Seminar ' 75 speech) (A - GA) 
Concept of  C . C .  -- uniqueness I G3 

College - environment relat ionships ! A3 
� 
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you ' ve got nothing l ike that a t  all .  In Hawkes Bay a few satellite towns , but 
Napier and Has t ings dominate  in a way that is no t true say in Rotorua . 

R Are the primary interests in the Napier and Has t ings area? 

S I think i t ' s going to have to work itself through a pattern of recognising that 
there are people who don ' t  live in Napier and Hast ings . 

R Large number o f  homesteads throughout the area - will  these be neglec ted ? 

S We hope not .  Reference again to Rotorua - Can ' t call it  this because that ' s  the 
area as wel l  as the c ity . I f  we call i t  this , then we get into trouble 
immediately with Whakatane , Taupo - Tokoroa who don ' t regard it as theirs . They 
would see it as a Rotorua City operation - So a neutral name "Wairanekei" 
probably - which is theirs . Quite  useful to Department . Immediately a Regional 
name . ' Community Colleg� ' unfor tunate - Regional College more appropr iate . 

R A series of  communi ties with a Region . 

S A ' Communities College ' and no t a ' Community College ' 

R Why no t change it?  

S That ' s  what the Labour Party stuck 11s wi th . 

, 
R About the meeting tomorrow - John Harre has been soliciting up and down the 

s 

countrys ide to get people to ·come . Pr�blem .  What wi ll happen if  in fact he 
f inds there are so many people th£re with such a wide and divergent range of 
interests that over the next twelve months he can ' t accommodate to their needs?  
How will his  organisation accommodate? 

Depends on how you think about the s tructure of i t . The f irst thing he has got 
to do in the next year is develop a s tructure of  advisory groups and advisory 
commit tees and so on - which is quite broad - and probably is divided both by 
funct ion and geographically . You say he may not be able to satisfy them - the 
people themselves wil l  have to do a lot of working out - it ' s  no t his j ob .  

Annotat ions 
Comments  

Category 
Code 

A potential clientele . 

The concept of  the C . C .  in its  
name . 

A3 

G3 

To whom does the College belong - �4-5 
its  task environment - the Director 
conceptualised as enac t ing primarilyi 
a boundary - spanning role and 
people in the Communi ty given a for­
mat ive role as well -- their wishes 
to be mediated , presumably , through 
the Director and other staff 

N \0 (X) 
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R We could look at the College as a coordinating body . 

S Very much.  

R Therefore one of the problems confronting the College is  pushing that image out 
into the Community - so the people in the Community come to see the College in 
that way themselves . 

S If it ' s  not happening the people have to be got to the s tage where they blame 
themselves - for not being organised and not blame the college . The college is 
them.  I t ' s  no t those people who happen to be paid out there to do it . 

R. But those people who are paid out there to do it  are stuck with the j ob of being 1 
catalysts  within the community , generat ing interests , indicating the ways in whic� 
problems may be solved - promoting the ac tivity somewhere or o ther . Is  that I 
r ight ? 

S Yes . But I know from my own experience working in this kind of j ob - it  takes 
about two years to really get to know enough about the communi ty and the pipe­
lines into the sys tem to be able to get things tapped properly . I f  they want 
rapid results  - the thing to do is to make everybody feel they are going to have 
something to say about i t .  

R Which is presumably what this seminar i s  going to do . The first s tep . 

S It ' s  not the first s tep . This is the nth s tep in a series of consul tations . 
The Feasability S tudy is a long series o f  consultations . The release of this 
study , and the very thick file of comments which f lowed back from it  is the 
second s tep in consultation . There were consultations of all sorts last year when 

. meetings had a large number of things to say about what they expec ted from the 
C . C . - par t ly kicked off  by the E . D . C .  process - but not entirely . 

R Is there a file of responses to the Feasability study? - in Welling ton 

S Yes . To which you have access . This is the third s tage of consultat ion - but it  
is only the introduction of the process of consultat ion I know of about the 
permanent way in which the College operates . Maybe we should have one of these 
every year or maybe John Harre needs to go on talk back regularly so maybe 

Annotat ions 
Comments 

members who might come to enac t 
boundary roles ( i . e .  work in the 
community) ? 

Category 
Code 

Here S '  s emphasis seems to be on the iA4-5 
C . C .  as primarily a responsive 
rather than initiating agency ! 

Mission-role - what the College 
( s taff)  will do 

Establishing a role in the commu­
nity - emphasising again the 
Director ' s  (and other staff 
member ' s ) boundary role . 

Adapt ive strategy - how to legi t i­
mate  the C . C .  

Gl 

A4 

IA4-5 

N \0 \0 
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that people can tell him that ' his bloody College stinks ' - because it is not 
doing its  j ob very wel l  - because these Maoris -

R So now what is being suggested is some feedback system that gets institutional­
ised in the College itself . 

S Its  got to ins titutionalise  its own feedback systems , I don ' t  think there is any 
question that John accepts this act ion . 

R At the moment he sees us as making a small contribution here I think , given what 
every Community sampling we do - we ' ll be able to get informat ion about the way 
in which the respondents are seeing the s tate of Affairs . 

s He ' s  got two things to do : ( 1 )  Feedback on the ac tual demands of particular 
sect ions - sectors of demand - wi thin the community and ( 2 )  feedback about the 
resources in the community - these are no t j us t  the resources of the staff or 
the College . 

R. Harre has indicated his awareness of  this problem.  He sees that the resources 
are out there in the Community , so he shares that percept ion of the situation 
(I think) . 

S He is probably influenced a good deal by the papers that we wrote on that thing 
on C . C .  ' s  I did one and Bill did the o ther . These very much parallel in a way 
with Garry '.s ideas f or t he Wairarapa - and I don ' t  see there ' s  all this much 
difference between the thinking which is enshrined in the whole span of thinking 
that is operating in the Wairarapa.  We still  really talking about getting out 

into the Community . The basi idea is out-reach rather than having people come to 
you . 

R An earlier comment D .  made - what would be provided for s taff and how they might 
be able to be coerced to be out rather than in , may turn out to have a poetic 
ring to it  if  in fac t these buildings here start to coerce the activit ies of 
the • • . .  

Anno tat ions 
Comments  

Category 
Code 

Garrett specifies the necess ity for 
feedback - this is an aspect  of 
adaptation . 

A4 -
5 

Sources of influence - d iscuss this I A 
with J . H .  with a view to es tablish­
ing the degree of continuity 
between instigators concept ions of 
the C . C .  and that o f  C . C .  personnel .  

A key aspect of the C . C .  mission - I Gl 
out-reach . (Look for development of 
this idea in Garret t ' s  and Renwick ' s  
papers) . 

s 
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S I think this would be a shame . We have won our f irst  fight , they ' ll have a car 
as fast as we can get i t  for them , they ' ll need about another 3 cars in another 
couple of years . One of the things we are doing short ly is convening a working 
group to try to work out a sensible kind o f  blueprint for the development of 
teaching at a distance - We ' re going to ask Massey , Technical correspondence 
ins titute and the Correspondence school  which between them by the way at the 
moment ,  have between 1% of the total populat ion of New Zealand s tudents  - 30 , 000 
s tudents for a s tart . Now we ' ve got to get them together with someone l ike 
John and with the broadcas t ing people and begin to talk sensibly about what - a 
�lueprint for what teaching in the distance looks like . Now this entails assump­
t ions for instance such as that the Radio Corporat ion may not be j us t  broadcas ting 
open air stuff , they may ac tually be providing to take s tuff for use .  A lot of 
s tuff  probaqly needs to be thought of as study kit material , tape-slide combina­
t ion , more f lexible ways of breaking out of the assumpt ion that an educational 
act ivity is what happens when you get one person in front of ' x '  people for ' x '  
weeks . Now i f  we break out of that kind of role we have the answer to the problem 
of the isolated homesteads - which tends to conform to a somewhat d i f ferent 
pattern . Once you think about 15 s tudents then of  course you ' re rocked . 

R If  you ' re in the business o f  producing tha t  kind o f  soft-war e ,  how and what ?  

s The institu tions themselves will generate a lot which gets fed off  to other 
ins t itutions , somebody will develop a good pr�grarn. It cuts back here to the 
basic kind of assumpt ion about the thing i tsel f . The C . C . is defined legally 
j us t  as a place which offers con tinuing education , f irs t , and that in turn in 
defined virtually as Educat ion in o ther words is pretty general . There are 
then a series of anc illiary "functions ; one is to work in associat ion with 
secondary schools and provide courses for secondary s tudents , and this could be 
quite importan t  in a whole lot of areas - in speciali s t  areas which the College 
would have s trengths in - in things which may only do itself virtually , things 
like child development for ins tance .  I f  we , as  we  hope , develop a sort  of 
teaching demonstrat ion in pre-school then one o f  its  maj or areas of work might 
for instance be seeing the kids . 

Annotat ions 
Comments 

Category 
Code 

Resources - enabling condit ions - I Al 
the means by which to implement the 
Out-reach goal . (A - G . A . ) 

A public relat ions role for the I A4 
Director . (This is  emerging very 
clearly as an expec tat ion) . 

Specification of miss ion in terms I Gl 
of Cont . Ed .  - emphas ising the scope 
of the C . C . ' s  mandat e .  (Note  Garr et t  
specif ies mission i n  terms of func­
t ions and not in terms of purposes/ 
interests the C . C . wi ll serve -
explore the effects of this . )  � 
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The second thing i t  will do is to work in association with the Correspondence 
School or technical correspondence ins t itute , or Massey , to provide supports any 
way i t  can , and Arthur Consello for the TCI and John Harre have already been 
discussing this one . That ' s  a pretty important funct ion . 

R To what extent then are the people who have been appointed to tutors positions a t  
the College being selected on criteria which will guarantee i n  some way that they 
can in fact implement the sort of programmes you ' re describing ? 

S The first bunch o f  people who are there are the people who would have been there 
if it had been a technical inst itute . In o ther words , over the las t years o f  
Napier and Hast ings there have b een developed programmes for apprentices and 
accountants and secretarial people and so on , based on the secondary schools 
until they got large enough to hive off to the separate institutions . A number 
of these have been staffed with full time people . Virtually all of those have 
now been translated across to Community College as full t ime staff members so 
that people are teaching carpentry and so on are ther e .  T o  what extent these 
people get involved runs back to a bas ic thing which has happened in the ac t 
itself . In the preceeding act there was a thing called ' Further Education ' which 
I suppose was imported from Britain - i t ' s  not a term which anyone else ever 
accepted in New Zealand , and i t ' s  not a term New Zealanders use . 

Then in the previous Act that was subdivided into Technial Education and virtually 
everything else - anything which wasn ' t  technical , vocational . In redefining 
continued education we ' ve provided our definition which sees i t  including every­
thing , educational and o therwise . This is important because i f  you have a look at 
obj ective one the first thing no t stated is to try to develop cont inuing education 
in a way which vocational , non-vocational and o ther Communi ty Service things are 
quite integrated , or at least as much integrated as you can get i t .  And this 
should run through into the s tructure itsel f , inst ead of having two sort of  Head ' s  
o f  Department or whatever you call them , that ' s  the technical term you have to 
use at the moment .  One vocat ional , one non-vocational . John himself has 
basically accepted the notion that both of these b lokes will  have both vocat ional 
and non-vocational elements .  For example , the Carpentry Build ing people could 
quite  well  move into areas like - providing courses for home builders or how 
to put up a barn for a farm . . . .  In the same way there should be no split down 
the middle in the ins t i tut ion between its  internal and extension funct ions . 

Anno tat ions 
Comments 

Category 
Code 

External relationships - establish- I A3 
ing a territory within which to 
operate ( task environment) . S is 
very strong on this - there is a 
c lear role expectat ion here for 
J . H .  Q. Does J . H .  see it  this way? 

Recruitment criteria . I A2 

Limits to recruitment - automatic I A2 
trans fer of some staff members from 
local schools -- to what extent are 
they wedded to conventional role 
definitions ? - Follow this up . 

Here is an incipient s tructural 
dichotomy - already specif ied in 
the F . S .  (differentiation in terms 
of Voc .  and Non Voc tutor roles ) . 

A c lear expectat ion as to how life 
in the C . C . is  to be s tructured . 
(Note  however ,  how the Feasibility 
S tudy blueprint f l ies in the face 
of S ' s  notion of an " integrated" 
College) . 

11 

11 
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So the integrated thing in this sense is really qui te basic . We don ' t want 
there to be an ' Extension Department ' concept or any split  which says this is 
vocational and that non-vocat ional . 

R So it ' s  going to work both way in fact that j us t  as much as we might expect to 
see the vocational boys working in non-vocational areas , and people who although 
I guess you ' re not going to designate  them in this way - whom o thers might 
regard as being non-vocational well being working maybe even in trades areas . 

S Yes . We think this is a pretty important structural concep t . It  should run 
through the organisat ion . In fac t one of the things which concerned us when we 
first suggested you might look a t  the organisational aspects  of it  were to try 
to see whether this piece of philosophy developed in the way in which rela tion­
ships inside the actual s taff develop . Do the trades people in fact hive off  
into a separate  empire o f  their own? If  they do in a sense the philosophy is 
being bastardised . 

R Tha t  introduces another idea . If the aim is to produce some sort of cohesive 
working unit , that unit could be achieved by having independent development going 
and so there are many routes to cohesion and what you want to do is define 
cohes ion in those particular - almos t ideological terms . Even though you might 
get an organisat ion where people get on well  with each o ther , they do their j obs 
in the sense o f  coping well  with whatever s tudents they ' ve got and being a good 
working unit . In your frame of reference it may no t be succeeding . 

S It  won ' t be succeeding if people do that and automat ically keep on assuming that 
some o ther part is entirely somebody else ' s  j ob .  

R I could even see that some small geographical factors could virtually be the 
size of it . For example , if the vocat ional people are characterist ically 
employed on the spo t , in the buildings , and it ' s  the other people who go out 
and travel , then you ' ve got a geographical definit ion . 

Anno tations 
Comments 

Category 
Code 

One instigators conception of how 
the C . C .  ought to be struc tured and 
operate - check this out - possi­
bility of unintended outcomes . What 
integrative s trategies does J . H .  
(etc)  put in place? 

Looking for elaborat ion . 

Reassertion of above - c learly I ll 
important for S - Cross check with 
Bill . To use Bill ' s  expression , 
To what extent will  this integra-
tive fic t ion become a fac t ?  

Different senses of integration ! 11 or 
(Does differentiation/structuring I 
lead to solidarity) ( I - L) . 

A success criterion . Il l  

Factors leading t o  differentiation . Il l  

S One o f  the things which will  have to be quite important - that is t o  s e t  up I A possible Integrat ive s trategy . Il  � activities for their vocat ional people which are of f-campus . At this point of 
t ime , however , they ' ve only go t John Harre , ( the image) , i f  that , or else articles 
in newspapers . That ' s  the only basis they can form their j udgement of what 
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this ins titution is all about . Further along the route , when , as one might hope , 
they ' ve developed a system of advisory group , or whatever . .  ; the point at which 
someone might say to you ,  ' I  had a sugges t ion , and knew that Mrs so and so was on 
the corrunit te so I told her ' . At this point they ' re beginning to see many o ther 
people . It is beginning to be a newtowrk of interact ion - and hopefully 
vocat ional as much as corrununity education staff will be involved in this . 

R This has implicat ion for you . 

S Would you like to have a look at this and go through any specifics you dont ' 
unders tand . 

R • . •  Exact area . How far north does the region extend to? 

S It  clearly extends to Wairoa . There ' s  no legislative Boundary , but Wairoa , is  
going to be inside i,ts catchment area .  In the  south i t ' s  a bit  more difficult 
to define , I don ' t think it will be serving Dannevirke which doesn ' t  tend to 
look up this way operationally . Takapo . .  into the Takapo plains . . . .  

R Manawatu tends to serve Dannevirke in terms of social welfare organisations . . . .  

S .  If  you think of it  as falling north of Wairoa and to the o ther end of the 
Takapo plains you ' ve roughly got the region , � it ' s  fairly neat . You don ' t 
have any problems on that side and on this side it  defines itself at the o ther 
end because there ' s  nothing between Gisborne and Wairoa . 

R A statement is made here , (attributed to S ) it ' s  adminis trat ion whi ch is sen­
sitive to the needs o f  the reg ion , that seems to me implies a response to some 
identified need rather in fact than an attempt by the College to create needs . 

R I ' m probing at you to clarify . . .  

s I think the needs are different than desires • . . .  I f  you sit in your hutch and 
decide that the Hawkes Bay corrununity needs something then you ' re going to do 
something about it . The good Cont inuing Education guys always . . . .  It had a 
very pract ical bit a t  Massey within an operative kind of criteria , in that if 
anything we thought ought to go didn ' t  work the first  time we usually left it  

Annotations 
Corrunents  

Category 
Code 

An expectation as to how the C . C .  
will become art iculated with the 
local corrununity . 

The extent o f  the geographical 
environment .  

AS 

A3 

Here S produced a copy of the Dep t . I Gl-3 
obj ectives for the C . C . 
(A mixture of goal statements and 
funct ions expressed as expectations 

Discussion of how the C . C . might 
relate to the corrununi ty - respon­
sive role - creative role . 

Suggests an adapt ive strategy that , 
by implication , the C . C . might 
adopt .  

A4 

A4 � 
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s ix months to a year and then tried it  again . Usually we were right but j us t  
too fast . 

We approached Al lan earlier and the posit ion he took was that he didn ' t intend 
to impose what he thought were ideal solut ions in this community . I think it ' s  
very difficult for anybody in education not to be working of any set of ideal 
solut ions , and to have some sort of view of a better world . It ' s  almost  
impossible to take that posit ion . On the other hand it ' s  a delicate knife­
edge to deal with , in that there ' s  the distinct risk that you are becoming 
b iased and evangalis tic and imposing . 

Sure there is  and it ' s  never an easy bit  to do . I t ' s  partly also a conflict of 
what you mean by need . People may have a rather incohate feeling that there is 
something which they ' d  like to be done but have no idea about how it might be 
met . The College in a sense may articulate a need for i t ,  or say , ya , well i f  
that ' s  the thing this is what we ' ll d o  for i t .  And it ' s  obvious enough in the 
trades area because your own antenna and permanent scanning systems ought to be 
good enough to say your going to need this number of people in that kind of  
professional phase or  occupat ion within the next three or four years - if  people 
hadn ' t  come along and told you - you can ' t wait for tha t .  

R It ' s  tricky in the areas like concern for conservai ton and quality of life .  

S Those sorts of things do tend to  come up . The quest ion , is at  what point is  a 
quote made unquote , which is identified by some group or person.  If  you get a 
letter which says to you - why don ' t  you do something about a coursA in con­
servation , - is that j us t  an individual response or does it ref lec t more than 
j us t  the opinions of its  wri ter . Is he the kind o f  guy who is articulat ing the 
kind of thing which a lot of people feel • • • •  

R But then if you decide it  would be good to apply conservation for example , and 
then you s tart providing courses • • • • •  

S I would prefer to think of them as act ivities . • . •  

R Well , you provide them on the grounds that you think this is what they ought to 
need whether they know it  or  not . 

Annotations 
Comments 

Category 
Code 

The dilemma confront ing an adult­
educator wanting to create a new 
organisation and win acceptance for 
it in the community - respond or 
init iate (again) - A dis tinctly 
Adaptive problem viz boundary 
spanning roles . Fol low-up with C . C . 
staff especially J . H .  and G . G .  

Resolution o f  this part icular 
aspect of Adaptat ion has implica­
t ions for Goal-setting . 

Trying to clarify S ' s  position on 
how the C . C . should go about 
creating business - is it inner or  
other direc ted , or same combina­
t ion? 

IA4-s 

�� -

A3 
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S Yes . Well  I would be perfec t ly brutal about that and say yes of course you do . 

R So in fact you ' re advocat ing a prescriptivist sort of posit ion for the College 
to take with respect to the community . 

S Not explicitly . 

R But they would do so a t  risk , on the grounds that , if they misj udge the 
Community they are not going to get support? 

S But this is one o f  the j oys of continuing education . None of these things are 
go ing to be compulsory and people don ' t  have to come and they don ' t  have to 
stay . You ' ve got a bui l t  in box office - own popularity - if your ideas are wrong 
then you ' ve f lopped . 

R The trick is to be always one j ump ahead . 

S .  But not two j umps ahead . I t ' s  the usual leadership game - if  you ' re around the 
corner , your people are against you . You ' ve go t to be far enough ahead of the 
troups to make them feel you ' re leading the s ituation , but not so far ahead that 
people can ' t  see . 

R That seems to be a consc ious s trategy which is  rather different to the sort of 
strategy which says • • • . .  

S ' Tell me what your problem is ' .  That ' s  laissen faire . I don ' t  think i t ' s  
completely a kind of laissen -faire operat ion . I know i t ' s  s implistic  to look 
at it in fue classic autocratic laissex fai� interpretat ion , but somewhere along 
the l ine it makes some sense doesn ' t  i t . 

R I t  makes sense to me . If you look at community development movement in the S tates 
they allowed the pendulum to swing too far when they turned their community 
developers into catalys ts that went and said ' Tell me what your problem is ' ,  
now let ' s  define the problem, now have you got resources to deal with this - go 
and f ind the resources , now deal with i t , and goodbye , I ' m going . 

S That ' s  bad and I ' ve never liked the concept of a catalys t because a catalys t 
is a chemical agent which is always changed by the process through which it  goes . 

Annotat ions 
Comments 

Category 
Code 

The nature of C . C .  as a voluntary 
adul t-education organisation . (This 
is not the total picture because 
apprentices and trainees are 
directed to come) . Could this per­
cept ion of the C . C .  be a source o f  
division among the s taff?  (How i s  
it  linked with the vocat ional -
non vocational distinction? 
( G-I ) . 

(Different environmental demands  
giving rise  to  different types of 
programmes and goals and this in 
term affect ing the internal 
dynamics of the College - follow up 
(A-G-I)  ) .  

G3 

I l  
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This is theoretically j ust not impossible . 

R Not i f  you s tay there , but if you ' re s lipping from place to place . 

S This is the point about this , is that it  isn ' t slipping from place to place . 
It ' s  in the community and it ' s  going to be changed by the processes , that as 
it serves to identify them . • . .  

R I get the feeling when you talk you are in fact talking as an experienced 
campaigner who is saying this is the best s trategy to employ and it ' s  the one 
I ' ve found to work in the past , and I ' ve tried others as well  and they haven ' t  
worked . In a sense I hope this is the way John Harre is go ing to play it when 
he s tarts operat ing in his Community College . When I pu t it like that am I 
interpreting you as you intend to be interpreted? Is that a fair interpretation 
of what you ' re saying? Your approach to the problem? 

S I don ' t  see it  as fair , but you probab ly do , so I ' m  not communicating . I don ' t 
see there being a sort o f  absolute d istinction between the College being sensi­
t ive in the sense that all it does is sit and wait for ideas to float to it , 
and make sure that i t ' s  got the listening system for it . On the �ther hand I 
don ' t see that it ' s  l ikely to work at all if it s imply sits there and devises 
ac tivities and says to the Community , here you are , here ' s  you menue , choose eggs . 
Surely there ' s  some kind o f  operating - j ust in terms of pure reality ,  a reality 
to the game - and not quite like that . 

R I guess my agenda is pretty obvious to you .  What I ' m trying to get from you 
and something which I can refer back to make sure that I have got it right , is 
the sorts of s tatements of intended outcomes that you have in mind . 

S But you also have to intervene between my intended statements of outcome and the 
opportunities I or anybody else in the depar tment has to influence these outcomes . 
In a sense I can say these are the kind o f  things I would expec t to do if I were 
principal , or expect to happen if I were principal , but I ' m not principal . Other 
than the fact that I might talk to John Harre from time to time , and he might 
read something that I ' ve writ ten , which he has , that ' s  about the end of my ability 
to influence what happens . 

Annotations 
Comments 

Repitition and reinforcement of 
earlier point in regard to the 
creative/response relat ionship o f  
the C . C . t o  the local community . 

( The administrators counsel to the 
researcher) .  

Category 
Code 

jA3-5 

� 
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R That ' s  fine , but what in fact it  does do is provide valuable information ,  base­
l ine informat ion which will allow us to say to you at some point in the future , 
' O . K . , in terms of  the sorts o f  things , expectat ions that you had ,  this is the 
way to us it looks as though the s ituat ion has worked out in reality ' .  

S And here ' s  why . I wouldn ' t  be disconcerted at all i f  it goes off  on some other 
tangent , provided that this is where - but the thing is being successful in 
its  own way , whatever this is . I suppose you ' ve got some value j udgements about 
what I would hold as successful , but in a sense I am seeing the whole participa­
t ion thing as bas ic . I don ' t  like very much then I would say the - i t ' s  the 
people that are shaking i t .  

R To what extent do you think the department will b e  in a posi tion t o  intervene ? 

s Mainly in purely practical things . The departments role is essentially ei ther 
legal and regulatory , or it ' s  f inancial . We can only do one of two things , we 
can g ive them or not give them money . And we can give them or not g ive them 
the law and regulations under whi ch they can operate . 

R I s  the council fairly autonomous ? 

S The council is autonomous within the operating sys tem .  Paying condit ions , staff­
ing schedules and all sorts o f  o ther things - but the s taffing schedules them­
selves have a lot o f  built-in flexibility , part icularly in the early years . 
There is  a lovely clause which g ives the d irector general the discret ion over 
s taf f . 

R And what about running cost s ?  

Annotat ions 
Comments 

Category 
Code 

Check this out wi th J . H .  - what is �1-3 
the extent of S ' s  and Bill ' s  
influence ( I s  i t  poss ible to gauge 
this) . 
To what extent does J . H .  see himself 
under  an obligat ion to develop the 
C . C .  consistent with others ( inst i­
gators)  intentions ? How realistic -
feasable - open/c losed is  the 
offic ial goal . What does it  enable 
the C . C .  to do , as J . H .  sees i t ?  
How d o  others i n  the C . C .  interpret  
this goal ? 

Communi ty partic ipation in the C . C .  I G3 
a key aspect of the C . C .  concept .  

Control from without - What kind of  
relationship does the C . C .  establish 
with the Depar tment ?  

Just how autonomous is the Council?  
Whoever pays the piper calls the 
tune ! The Dept . pays . Just how 
far , in reality , does i t  call the 
tune? (despite what S says) . 

Al & 
5 

AS 

� 
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S We ' ve had to pluck f igures out of  the air . Because there aren ' t  going to be 
old precedents for this one . We ' ve had to say , f irst year taking some figures 
out of  the air , we ' ll f igure them out on the back of  an envelope ,  but it might 
look about l ike this , and if  we feel they ' re running out of  dough , there , well 
they need some more I suppose .  

R That raises for me another issue , how is the money reallocated wi thin the 
ins titut ion with respect  to the different kinds of programmes that  are operating . 
One might envisage for instance that because of the high capital costs of  equip­
ment  for trades courses of one kind or anothe r ,  and that ' s  got to do with 
equipment , and maybe associated cos ts associated with trade courses will in some 
peoples minds take greater priority over the way in which available funds are 
used over other courses , which seem to take less priority . 

S . . . but this is the department itself would be intervening I would be , Bill 
would be , if the thing looked as though it were gett ing skewed off in the 
direction of • • .  and I hope that the emphasis  on trades courses will not occur 
to the extent that other things were suffering . 

R The sort of thing I have in mind is  the s ituat ion we appear to have at Massey 
where there ' s  an assumption that the s cience boys really need the dough because 
they ' re doing all the expensive s tuff . You know the s ituat ion . .  Now I wonder , 
and this is crys tal ball gasing in a sense - the extent to which those sor ts of  
attitudes will permeate an  ins titution like this . 

S There are some operating things here . The T . I .  ' s  and Corn. Colleges won ' t  operate 
on annual allocations which �re sort of iump sum blocks of that kind . I t ' s  a 
rather complex , ongoing kind of , they put up a proposal for a new course , I 
mean a more formal kind of course - supposing they wanted to develop a phys io­
therapy course which , may God help us they won ' t  - we have to approve i t . We 
have to approve it in the sense we have to be satisfied there is a need for it  
and that it ' s  not better placed somewhere else . Once they ' ve got it they get 
the s taff ing for i t .  We ' ve got to see that this staf fing comes out of  
nat ional allocat ions of money and they have to compete wi th other institutions . 
This is the point at which we get into the act . But they don ' t  operate other 
than for general expenses . 

Annotations 
Comments 

Category 
Code 

How can the Dept influence the 
allocation of resources internally? 
(A connct ion here between A and G ? )  
S gave an inadequate reply here . 
But both the quesc ion and the reply 
indicate the need to examine furthet 
the manner in which a relationship 
between the C . C .  and the Department 
develops .  

Exploring the extent o f  external 
control and the limits  to the 
C . C .  ' s  autonomy over resource 
procurement and allocation . 

Al & 
6 

Al & 
5 

Elaboration of the procedure for I AS 
procurement of resources . Note 
here , at least in principl e ,  goals 
need to be specified as a basis  
for  obtaining allocations of  funds 
and s taff . (Follow-up on how this 
procedure is employed by the 
College) . 

(Flexibility -- opportunism or I � controlled direct ion for C . C .  
development? To what extent does the 
C . E .  mission help C . C .  administra-
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R That now makes sense of the comment that John made some t ime ago , that when needs 
are recognised and some at temp ts are made to meet them , the College will be in 
a position to ask the department for funds . 

S If  they said , ' next year , or even right now we want to move into the f ield of  
t eaching physiotherapy ' ,  and say we agree , then we would say , there are your s taff  
you may now. There ' s  much more flexibility in this part of  the sys tem .  The 
universities in this s ense - a lot more autonomy - There is a limi t in this 
part of  the system in that the �epartment is necessarily more involved , and in 
some ways more involved than I feel is desirable , but on the other hand it 
creates a great deal of  flexibil ity . 

R But what kind of  courses to they have to ask approval for? 

S These are more formal courses , i f  they want to run a full year course , parti­
cularly anything which involves the planning of  full-time bursaries for students , 
then it ' s  got to come through the system in the formal way , they can ' t  j ust  
launch out  on something of  that sort . But  they ' re not going to have to  write 
down every t ime they want to runa a course in Wairoa . 

R To what extent do you see partic ipat ion on the part of individuals as being free? 

S That ' s  part of  the whole sys tem at the moment which we ' re arguing through . It ' ll 
be nat ional , not just  for here . The Colleges at the moment charge tuit ion fees 
but they are l ikely to be released from charging tuit ion fees , they ' ll s t ill be 
freed within some limits  to charge class fees and registrat ion fees etc . 
Relatively small items . These are likely to be token sums . They ' re not very 
large at the moment anyway . 

R I not ice an interesting s tatement here which says in support for work of the 
secondary schools etc . that again is a s tatement of intended outcome . But if  
secondary s chools within a given area don ' t perceive the College as being an 
institution which is supportive o f  them but rather one which is likely to take 

Annotat ions 
Comments  

Category 
Code 

tors /staff  decide which goals to 
implement and which not ?  T o  what 
extent are goals already determined? 
( See the Feasibility S tudy) . 

A distinction between courses ( goals) 
which require approval and ones 
whi ch don ' t ? Does this reflect 
another potential role difference 
between tutors?  
( I-G) . 

Implications here for the type of  
students the C . C .  might attract -
its  task environment . 

I 

G2 

A3 
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it ' s  better students away from then , i . e . their 7 th and 6th form students -
part icularly their 7 t h  form s tudents 

S . . .  in associat ion with the school • • .  rather carefully chosen . . .  I t ' s  tied up in 
our amendment which is going through at the moment .  There is a curious block in 
our existing act which says that no s tudent who is a secondary s tudent may at 
the same t ime be a s tudent of a technical insitute or C . C .  We ' ve put that f irst  
part of the act that was originally in  one block . . .  into two bits  . .  second 
going through at the moment .  The second bit  will enable a s tudent who is still  
at secondary school to attend a course while he ' s  at  secondary school . Our 
proposals at the moment are that if he ' s  doing it in the evening there will be 
virtually no obs tacles put in his way - his own bus iness . If he ' s  doing i t  in 
the day t ime he has to have his principals approval . We think it ' s  quite 
possible that the C . C .  could get into the ac t o f  advanced electronics - a thing 
which the secondary school can ' t specialise in . 

R . . .  leave s chool . . • • .  

S Well , if there are courses the C . C .  offers . But i t ' s  not likely tha t the C . C .  
will  be offering courses which will d irect ly compete with secondary schools . 

R John Harre also said about the idea o f  going into a school and taking over , well , 
no t one subj ect area , but some subj ect within that school .  Bringing outsiders 
into the school . 

S There ' s  nothing to s top them doing that . The interac t ion with secondary schools 
is one which has got to be solved and this is point again where I could say that 
I say it ' s  got to be solved . I don ' t know particularly how they ' re going to solve 
it . They may solve it  by a rather loose sort of consultative process . But it  
won ' t  operate by  defining the C . C .  from what  ever secondary school may be hold ing 
evening classes - which we ' re looking at very intensively in any case to give them 
much greater flexibility . They might even go over to a complete type of block 
operat ion here in which the whole thing is operated as one . If that ' s  their 
solut ion , I ' m  not trying to impose a solution . I ' m saying they 've got to find 
a solution , and they bet ter find it fas t .  But it has to be a solut ion agreeable 
to both part ies . 

Anno tat ions 
Comments 

Category 
Code 

The College ' s  task environment will f A3 
in part be determined by what other & 5 
inst itutions are doing or can ' t do? 
Implications here for J . H .  to talk 
with o ther Principals early on? Is 
this happening and with what 
effects?  

Schools - College relationships -
How does the C . C .  relate to the 
schools? From where will its 
students come (developing a marke t )  

The necessity for es tablishing 
(harmonious} working relationships 
wi th the schools is again emphas i­
sed . - This carries with i t  the 
necessity to ins titut ionalize 
spec ific boundary roles within 

A3 

A2 

� f-' 
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R The kind of  thing I ' m  get t ing at is what happens when the princ ipals of secondary 
schools see C . C .  as a threat to their autonomy in some kind of way . ( S  in what 
sort of  f ields ? )  Le ' ts imagine a situat ion where kids are in the 7 th form where 
there is some disaffection in the kids mind for the school so that rather than 
continuing given that he ' s  got an interest in remaining in some kind of educa­
t ional programme ,  where it  doesn ' t  mat t er so much about his entrance to a 
University , he might see the College as an opportunity to do something interes ting 
in a way that the school doesn ' t ,  therefore departs from the school . At the 
age of 16 or 17 he is at the liberty to do . At the same time if those very same 
people are valued by the princ ipal o f  the school as promot ing a particular image 
of his school , then the College may pose a threat . 

S My assumption is  that there will be enough permanent machinery to s top it , in 

Annotations 
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the C . C .  and the selection of s taff  
to enact them.  

any case the C . C . Council will  certainly include one representat ive of secondary I The Council as a controlling 
schools who will  have large numbers of things to say I would imagine if that sort authority . 

AS 

of s ituation arising in schools was a direct threat . V\?- � I r .  
/ 

R I would guess that init ially . . .  namely that when the 6 th and 7 th formers go to the 
C . C .  and in i t ' s  j urisdict ion they f ind life a lit tle more easy , and they ' re not 
surrounded by the same rules and regulations and they go back to school and f ind 
the difference . • • •  

S I think your images o f  secondary schools don ' t  accord with mine . My feeling of  
secondary schools at the moment is that they are  the j umpingest place in  the 
whole system .  

R Your s tatement about our differences of  v iew point might b e  right . I don ' t 
know what facts  I hear , we do get some feedback that at leas t one of  the s chools 
is run by a fairly sort of  conservative guy . 

S There are conservative schools . There are likely to be at least as many 
pressures from secondary schools that are to be precisely opposit e .  That is 
to provide particularly pre-vocat ional courses and those are for the 15 and 16 
year old kids who are going to drop out anyway and whom the school regards as 
a bloody nuisance and frankly happy to pass to the C . C .  

Discussion focusses on possible j AS � 
school - C . C .  relat ionships that � 
might emerge and is speculative in 
nature . I t s  use is manly to suggest 
possible avenues for invest igation . 
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R Mind you , it is at the moment still  for us to keep a watch on this . 

S I think i t ' s  important that you should try to track the image which the senior 
staff  in secondary schools have of it because that ' s  a pretty important key thing . 
I f  you ' ve got to focus on groups of  any kind , it  wil l  be the key groups which 
may be mos t  d irec tly affec ted . Image will be rather important . If they think 
of it in any terms which are competitive , then something is going wrong . 

R One of  the tasks to be undertaken by the group , but mos t ly Gary , wil l  be a ne t­
work analysis to get at , in part icular , the people who exert power on the 
operation at the College , to see where they come from in the Conununity and to what 
extent they have a s tanding within the community , what their network assoc iat ions 
are .  And consequently , who gets def ined into the s ituat ion and who gets 
defined out . My guess is , that would inc lude the role that is played by 
pr inc ipals - whether they become part of  that or whether they don ' t .  

S I know what I would do if I were Principal . I would want to get a permanent 
consultative machinery between Princiapls for Principals . To meet from time to 
t ime and discuss these sorts o f  issues . I think John is likely to do this . 
I t ' ll come up even i f  only through the evening class programmes because there 
are some issues here that have go t to be sorted out , and before next year when the 
schools start . 

R I don ' t  want to push this one around too much - I throw i t  out as a bit  of bait 
to get your react ion in terms o f  that as another compounding sort of an issue that 
i t  might exist  in setting up _this College . 

S There are losts  of o ther groups with which its  got to cooperate . There are other 
s tatutory agencies - for instance the labour Dep t .  and Indus trial Training Service 
or the Minis try of Agr iculture and Fisheries for i t s  advisory offices , or 
social welfare funct ions , and even more voluntary organisations which i t ' s  going 
to have to interact with and with whom i t ' s  got to work out a relationship and 
some kind of delineation of fel lowship . I t ' s  go t a screaming j ob with Massey 
right now partly because of the relationship be tween John and 

R He ' s  the guy who is more or less resident . • • .  
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S One o f  the only two areas in N . Z .  where there is  a resident lec turer in 
Universi ty Extension • • .  and particularly because some of the k�y areas for the 
development of the C . C .  are clearly areas in which Massey and the University 
Extension Dept happen to be doing bloody well .  Two key areas are in the preschool 
area and the Maori area . Massey has more than enough to do and i t ' s  perfectly 
possible that the delineat ions between the two in terms of func tion but they ' ve 
got to sort i t  out and at the moment they ' re not .  And par tly I think i t ' s  Johns 
fault becuase he ' s  too busy and hasn ' t  go t t ime to and is rushing into it . 
I know that Dick at the moment feels that his toes are being trod on . 

R How do you think that Barry Williams is  seeing the situat ion? 

S I don ' t  know I haven ' t  had a chance to talk about it with Barry . I don ' t even 
know whether he ' ll be here tomorrow .  

R Yes h e  will . He and don Bewely are both coming • • . .  

S I hope they see there is a s ituat ion that needs a solution . The only other 
area in which it could happen is Invercargill . 

R I ' m s tarting to get some picture o f  the complexity o f  the si tuat ion and the sorts 
of negot iations tha t  have to go on . I didn ' t  .envisage that there would be the 
sort of network negot iations going on with offic ial bodies like Government 
Departments  • • • •  

S The Agriculture and Fisheries is one of the bigger continuing educat ion opera­
t ions in N . Z .  We ' ve had a l�t o f  negotiat ions in Rotorua about this . 

R At the moment I can ' t  see how that ' s  going to feed back into the organisation 
and affect its  funct ioning , but it will in some way . 

S Either that or someone ' s  going to feel that their toes are trodden on . 

R They are in the process of appointing tutors r ight now. I understand there are 
two decisions , one is they want someone in the Maori area ( S .  They ' ll want someone 
good there) and two , they want someone in the pre-school area . ( S  don ' t know 
what their appl ications look like on that one) . The more I think of the role 
that ' s  implied in the way you ' ve described things though , the more these tutors 
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are really going to have to be liaison people . ( S . that ' s  right ) . So that 
their competency in these f ields may be less impor tant than their ab ility to 
manage and confer and collaborate and selec t .  

R To what extent do you see the s taff employed as teachers? 

S That ' s  aproblem for the Institut ion to solve . You find a University Extension 
which is comperable , you can find a whole range from people who do almost no 
teaching at all to people who are doing almost no thing else but . At Massey we 
felt we wanted to continue they hybrid funct ion in which you are seen as a 
teacher , because your teaching funct ion is a very important part of  the 
consultative process . 

R It  does mean I guess to some extent that John mus t have worked this problem out 
in his own mind now , speci fically with respect to who it  is he selec ts to fill 
these pos i tions • • • •  

S Yes . In a sense you are right . John and I won ' t  see this thing in at all the 
same l ight . necessary that I see in the l ight of my own experience . So that 
was a fair comment . 

R I think that what we ' ve got to do is get John Harre in the same way . 

S And Peter McMeechan part icularly . 

R I guess we should try to get him before he shoves off  to Fij i again . Which he 
does on Monday I believe . 

s I think mos t  of the other issues are fairly precise . Number 7 is a mul t iplicat ion 
of the s tatement which is actually in the act . It was originally vir tually in 
similar form in the Labour Party policy s tatement - and so we took i t  out and put 
i t  in the ac t because it ' s  going to be a useful phrase . The only dist inguish-
ing mark between a technical ins titute and a C . C . is that a tech . ins t i tute also 
provides continuing education but there is an additional phrase in the Act which 
for a C . C .  says , and such other educational services as may be desired and may be 
designed to meet the particular needs of its community or some such . . •  I t ' s  
an open invitat ion to do all sorts of  glorious things . It  could be all sorts of  
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things too . I t  might get into providing administrative support to other 
voluntary communi ty cont inuing educa t ion who do their own thin�. I t  could also 
get into the act of  saying . . .  operating preschool . . .  possibil i t ies which is 
being canvassed at the moment .  

R What would heppen if some kind of act ivity was initiated which the Dept didn ' t  
see as at all desirable to b e  associated with the C . C . ?  

S Finally we ' ve got the r ight not to give them the money to do i t  . . . . .  

R Sort of  leading up to what extent should we see the C . C .  as an educat ional 
ins titut ion , and where do we put the line between educat ion and . . . .  

S People have been trying s ince Plato , or before Plato to define educat ion and 
we haven ' t  succeeded yet and you ' re no t likely to . . .  There ' s  a very large area 
of grey here and this is very important in our current thinking abou t training 
for people • •  with continuing education • •  the grey area between communi ty work 
and recreation particularly and some o ther comprable areas is j us t  no t possible 
to define . Our wh9le training concept is one which will allow people to move 
through a common course and then on to specialisat ion . . . .  

R I think tha t  you ' ve got on your mind some moral issues . Seems to me that can be 
the only one , that if  i t ' s  illegal they ' ll j us t  have to forget the stuf f .  They 
can ' t  do that . I f  it  was with some moral issue , say sex educat ion , the Dep t .  
might not like it . I t  might be politically uncomfor tab le for it . I presume 
there ' s  nothing they can do about it . . .  

S No i t ' s  more likely in fact to be a quest ion of delineat ion of func tion , we don ' t  
really see this as your reserve . If  for example the College said it wanted 

R 

to get into the act of  t eaching at School Certificate level , we might say hey 
this is a secondary school func t ion . 

But at the other extreme , where the college might sponsor a course to do wi th 
such way-out things as transcendental meditat ion or techniques for effecting 
abortion - a course on that wh ich would be run by a gynaecologist who would be 
prepared to offer i t  to people who wanted such a course? 
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S The answer to that is at the moment , the Department would get into the act , bu t 
it  relates to what we were going through with the process of thinking about the 
whole secondary school evening class programme regulat ions which were included in 
1926  and have been played about with ever s ince in a kind of Heath Robinson 
system - it ' s  totally archaic - it ' s  lunatic in fac t .  What we ' re propos ing to do 
at the moment for secondary schools if we can get  it through , it to switch over 
to a series of block a�locations ; tell them to operate to a set  of criteria , and 
then go ahead and do i t .  We want to get out of the act of telling secondary 
schools what they may or may not do in terms of a particular course .  I f  they 
l ike to run a course which is transcendental mediat ion , that ' ll be their own 
concern . 

R For secondary schools and Community College? 

S We may have to , in fairness , define certain areas of courses which are subsi­
dizable by the Department or for which free tui t ion is permi t t ed or somthing . 
But as far as I ' m concerned we would definitely want to try to move to a system ,  
which while i t  may have the constraint that would b e  a thing that they would 
have to charge for and couldn ' t  do on free tuit ion they should be free to do it  
i f  they want to - if the local community c learly feels that transcendental 
mediation is something worthwhile . I wouldn ' t  oppose it  in fact I ' ve j us t  had 
an argument about Yoga , we ' ve j ust  approved a course in Yoga somewhere , I 
don ' t  know why the hell we got into approving in the first  place but we did . 

R O . K . , so that ' s  a pretty wide mandate that John ' s  got to operate on . 

S I hope i t ' ll be wider than it is at the moment , I think there are still  con­
straints in the existing sys tem which I ' m  unhappy wi th and which I certainly 
hope we can get out of because I think that too many decisions are being made 
administratively by people who are not as competent or as informed to make them 
as the people who have to ask them to make i t .  You know if you shi f t ed decis ion­
making up the ladder you should put it up to a guy who knows more about it -
not less about it . At the moment a lot of  our administrative decis ions are 
trivial things which are shifted to H . O .  when in fact we don ' t know enough about 
it  to make the decision in the first place . So that ' s  silly . We should only 
really be concerned with two things ; they should be operating within our 
nat ional level of the f inance and they should be operating within the regulat ions 
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and rules which we were required to administer . I f  the regulations don ' t con­
sis tently keep on being met obviously there ' s  a need to change the regulat ions . 
At the moment i t ' s  too free , unfortunately they change every day to f i t  the 
regulations ins tead of us changing the regulations to fit  them . 

R Yes , well  i t ' s  the easy way out . 

s 

R 

s 

Oh , yes well  any good p irate j us t  operates 
blokes are sensible enough not to ask us . 
got to say ' no '  so the sensible ones don ' t  
don ' t  tell us ' .  

and ignores them and a lo t of these 
You know , of ten if they ask us we ' ve 
ask . And we say ' for chris t ' s  sake 

Wel l  it  was l ike tha t  with adults going into secondary schools for a while too , 
wasn ' t  i t ?  

Oh , well we were operating through a legal loophole which well  we s t i l l  are till  
that get s  changed . But that actually is quite  a good point , you see part icularly 
with the advent of more adults into secondary schools , then this even more 
clearly requires some sort of delineat ion of  funct ion between the Community 
College and the Secondary Schools . I t ' s  one reason why I gave the instance that 
i f  the secondary schools • • .  if the Community College says we want to s tart 
teaching at school certificate level we will probab ly say at the moment we don ' t  
think we should because the secondary schools are already teaching it , we ' ve 
created now an opportunity for adults to go back to secondary school ; in great 
numbers they are proving that they don ' t  mind doing this in fact I think there 
is a hel l  of  a lot to be gained from i t ,  so can you please communi ty college 
keep out of  that act .  The only area in which we think we are going to have to 
let them do it is  a sort of remedial abridging course for their own s tudents and 
that ' s  rather dif ferent . And that ' s  an act  I think you ' re going to have to 
get into rather s trongly . Certainly four I think is important because if  there 
is anything about the underlying philosophy it  is that they should be dealing 
with people who haven' t tradit ionally been dealt with .  If they go on reaching 
the short of whi te-collar wasp groups , then they1ve failed, it 1 s as siQple as 
that . 
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R For that reason it ' s  going to be very interesting to see who turns up tomorrow . . .  

S I t ' ll be the white-collor wasp groups . 

R O . K . , we can assume that but say i f  the advertising for tommorrow had been done 
a different way to what it has been done • . .  

S It  would have worked . 

R So to what extent should the community college have someone who is j us t  there for 
advertising . 

S Well , this is an argument which I ' ve been having inside the whole institution and 
yet I suppose i t ' s  my own view , that i f  you have got capt ive audiences who have 
informal parts of the system where people may be compelled to be there , then you 
don ' t  have to advertise it you don ' t  have to have pub licity of any kind . I f  
you ' re operating in  a system where you don ' t  have a captive audience you ' ve got 
to go and get the bastards you ' ve got to tell them what your ' e  doing and i t ' s  
costly and we ' re going to have to spend more money on the process of enabl ing 
people to tell other people what ' s  going on , and not j us t  tell them through 
the orthodox machinery but f ind new ways of telling other people who don ' t  
normally hear you , which is a point I think radio could come through a bit  more . 

R Yes , well  I guess you know i f  you have in mind groups of  people like 15 , 16 , 17  
year old kids who are drop-outs from the secondary school . . . .  

S Well that ' s  why we defined continuing education , we abandoned that term adult 
education for precisely that  reason , that group is an important group . . . . .  

R And one o f  the hardest to get at I guess ?  

S Yes , well partly i t ' s  purely realistic those people have got all sorts of other 
things on their minds and they don ' t necessarily want to get involved . . .  may 
have to run - courses on the local riverbanks . I presume if they make love in 
the cars • • • • •  
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R Mobile floating courses . . •  

S No , I think that ' s  a key group and they ' ve got to get at it  and they ! ve got to 
get a lot of other people in and it ' s  only the point at which I think they can 
get outside of the educationally charmed circle . 

R Yes , because there ' s  so many people that are going to come along anyway , in a way 
you don ' t need to do any advertising for those people . 

S No , they ' ll come and they ' ll insist  on i t .  

R Nonetheless , given that as an ideal1 one may only eventually f inish up by get ting 
a little deeper into the administrative rather than in fact . . . .  

Yes , but to have got anywhere is something isn ' t  i t ?  

S Well , this is where you see it a s  the hub or  part of  the network which consists 
very much of  the secondary schools , and the secondary schools are much closer to 
their own local communities . And I see the role of  this out fit  as enabling the 
secondary schools to do it , say in some part j ust by using the secondary schools 
as the retail outlets for i ts own s taff  but more than that I think in getting 
the secondary schools through to the process . 

R That way it 1 d  be fairly crucial to get the backing of  the secondary schools , say 
in terms of  the fourth form boy who is going to leave as soon as he ' s  1 5 , to 
offer him the opportunity of �he community college as being something that . . . .  

S Yes , well actually what are the key groups , i t ' s  very important , i t ' s  a point 
where t�ere ' s  another area of coordinat ion on which we are working on rather hard 
at the moment is with the Council of Recreation and Sport . One function which 
I think is pretty important for the community college is going to be training 
people who have , in the community , a sort of informal teaching role . I t  might 
be in Red Cross which has actually a quite large compoaent of teaching , as with 
Boy Scouts and Girl Guides , but the b iggest key group of all is probably sports 
clubs . Now a lot of people are teaching sports one way or another and they 
have to , some of them are skil led and some o f  them are not , it would help them 
if  you actually trained them how to teach . I think this function i s  at least 
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potentially , a very important one and i t ' s  important not only in itself but it ' s  
important potentially because it reaches in a way which maybe no other single 
system could reach a whole lot of people that you wouldn ' t  get at otherwise .  You 
know, you can get to work with people who are running , scuba diving or rifle 
clubs or deer stalking clubs or whatever and you ' re working with the coaches of  
those groups you ' ve got a possibility of  shi f ting beyond them through to  the 
others . And there are a hell of a lot of people involved in New Zealand in that 
kind of • • . • .  

R With sometimes quite disastrous results?  

S Sure 

R My , you know Leslie , she ' s  keen on indoor basketball but her coach is such a 
stupid man as far as teaching is concerned that she ' s  ge tting rapid ly  disenchanted 
though she loves the game . 

S Well at one stage I spent about three minutes with a bloke in the rifle club who 
was teaching Lynn when he was early in the game , how to shoot ,  and I asked a few 
quest ions and made a couple of  comments  and this bloke afterwards said ' Oh that 
was good , you know , that ' s  f irst t ime anybody has told me anything about teaching ' 
and he was good , he knew his stuff  all right but he j ust hadn ' t thought about any 
checking systems but I think all our community colleges have got a very 
important roll in this particular respect . Just  teaching people how to teach , 
apart from anything else i t ' s  one institution i t  can ' t do everything and wherever 
possible i t ' s  going to have to work at the sort of second rank level where i t  
influences the . people who influence other people . I f  I were , speaking for me , I 
would say one of  these priorit ies is to get the mulripl ier effect to operate , 
with the people who operate with the people . 

R Yes of  course in terms of  the study of  the kind we ' re being f inanced to do , you 
know . • .  sorry , you ' re talking about a long-run ef fect when you ' re talking about 
multiplier effects , i t ' s  long-run and to some extent we won ' t be able to tap that 
because the e ffects of programmes that  are set up now may not in fac t be felt 
in the community for another two or three or four years - well you know that it ' s  
saying the obvious , but it raises a problem in terms then of  what kind of  feed­
back is it that you expect as a result of a study in the form of a report 
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f i fteen months from now, specif ically with respect to the sort of thing that 
Jenny is going to be looking at . Impact of college on the community . 

R No , i t ' ll in e ffect f irst be perceptions of  the college within the community , no 
impact yet because in fact  the operation isn ' t  relative , it ' s  going to be the 
follow up s tudies that will • • . . .  

S Well I could answer i t  in some way simply , you know , I ' ve done enough research and 
been associated with enough research to know that however you s tate your goals 
and expectations , in thP. next phase it al¥ays comes out that you ' re doing less 
and doing more of  what you ' re doing less - you come up with fewer answers and more 
intensive answers . So however much I expect now and however much you expect to 
be able to say now the answer will be that in six months t ime you ' ll have cut 
out a whole lot of crap and you will have said ' oh hell we can ' t  possibly get 
that in , in the time because i t ' s  all much more complex than that ' .  

R Well it certainly raises the q�esaton on Jenny ' s  side of the thing , that if in 
fact there are a 100 , 000 people out there , with the resources we ' ve got we ' re 
only going to be able to map a very small number of  the total perceptions of  the 
college that are held by people in the community .  Now we think that we ' ve got a 
research designed that will do some of  that for us - what do you expect?  

S Well I ' ve tried to  say what I expect ,  I expect that whatever feelings I have 
right now will be sawn down by SO% or 150% or something in about s ix months t ime 
and by another factor in another six months after that . Every time you try to 
come out with a research design you always s tart cutt ing back • . .  and I ' m not 
willing to make a statement . 

R O . K . , well that ' s  happy enough , because i t  gives us open go then . 

S Whatever we do we ' re going to finish up I think with something more obj ectiv� 
than has ever been provided before . 

S I t  almost certainly will tell us a few things , in fair detail . 

R It  is going to tell us what we need to look at next . 
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S Well , that always what happens with research too , you come up with 9 7  answers and 
a mile of complexit ies you never thought of in the f irst place ._ 

R With the need to do more research • . •  

S That ' s  the aim of research isn ' t  it  • • •  but no , we ' ll at least have enough 
research and Bill is pretty sensible on this point too . But the main point 
is we don ' t  want the answers in 5 years t ime , we want even your quest ions , even 
you wind up with nothing but a whole set of complexit ies to which you can ' t  find 
answers , at least we want to know that - not in 5 years t ime . 

R I think this is one service you ' re doing for Massey , because this time it ' s  got 
to be prompt and we ' re going to be able to , for the first time T think in 
Massey ' s  history , get the idea that you know , you ac tually work and you work 
quickly and you take decisions and you do something and you don ' t  talk about it 
intermit tently . Now I l ike a considered approach to work but sometimes it can 
become so laboured that you actually get nothing done . 

S I ' d  sooner have an approximate answer in a years t ime than a beautifully precise 
answer in five years t ime , because at that point i t  is only of historical 
interest . You know the situat ions change . We ' ve got to have real t ime control 
in this place , and administrators can ' t wait for all the answers tn. come in so 
they ' re operating on rather precise kind of informat ion , your information is 
going to be more precise than . . . •  

R I ' ve laboured the point a bit , at least you know , I think we ' re a bit clearer 
now about what your expectations are . 

R No , I think this has been very valuable ,  I think that when you go back over i t ,  
you ' ll get a lot o f  important stuff out o f  it . 

S Well  as long as we understanding that I 'm quite happy to be disappointed in a 
years work , about what ' s  come out of i t  in a sense that we are not getting all 
the answers we hoped we might get however l imited those are . 

R • • • • •  ? ? 
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S No , well you ' re always . .  no frustrated is perhaps a better term because I ' ve 
done this myself several t imes . I always get frustrated with tpings I have to 
leave out in order to refine the thing . 

R I think we ' re opting at the moment for doing relatively well  what we do rather 
than doing superficially a lot of other things . 

S O . K . wel l  even having started out with that and gone through your initial ref in­
ing process and pruned it off , you ' re st ill going to find that other things should 
be pruned off . 

R I guess in the best of  all possible worlds what I would like to be able to do is 
to live in the college for twelve months and become part of it , but clearly we 
can ' t .  So you know what ' s  going to happen is that we ' ll be moving in maybe ha lf a 
dozen times over the 15 months ahead of  us for periods of  a week at a time or two 
weeks at a t ime probably at the mos t .  Picking up progress or developments in the 
institution insofar as we can on those occasions when we ' re in there . 

S Yes , but you see it ' s  possible in a couple o f  years t ime that what we might way is 
all r ight i f  you ' re still interested , we ' ve got another institution coming up the 
hopper and you ' re still interested in doing something about it , we could probably 
f ind a role with you doing what - remedial matps say ; well  let ' s  set up some 
remedial maths programmes , enough to give you some kind of internal role ; the 
rest of the time spend your time getting built into the institut ion for a year . 

R That sounds fascinating . 

S It ' s  not impossible . 

R See your last one - to evaluate its own performance . 

S Yes well  I deliberately put that one in . . . •  

R I t ' s  a pity taperecorders can ' t record smiles - for the record . . . .  But seriously , 
assuming we perform that sort of  function here that may lead to the idea of  
building in a funct ion at some . . • •  
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S Wel l  I certainly had thought of this before Pat , if not in this case in the 

future , if it were possible .  There ' s  no reason why we couldn ' �  f ind some kind 
of short term attachment or secondment thing it would be bet ter if you were doing 
that to have some actual teaching funct ion in the place , not j ust be a detached 
observer . So in this case that ' s  still  a possibili ty . 

R You can slice across three fairway� and s t il l  get back to your green . 

S You ' d  jus t  about shoot off the community college campus on to the nearst fiarway 
couldn ' t  you - with a long bloody drive . 

R Just over the river • . . .  

S Have to be a hell of a long drive . • .  right I ' ll leave you those notes . 

J 
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S So surely if you were to give us a list of what you want on paper , we could then 
see if its reasonable . 

_ 

Rather than the salary levels , you would really be interested in knowing whether 
they gained , or lost in the translation as far as earning capacity was concerned . 
And the possibilities within this system to match the possibili ties within the 
secondary system. Is  that what you want?  
There are two elements . One is the actual immediate equation of  earnings on 
translation , and the other , of course , is the future proj ection of possible 
earnings , because some people that came in at almost the same poin t ,  for example , 
have come into a scale which is going to take them very much further than they 
would have got in secondary . 

R Jack pointed that out this morning . He came in at the bottom of Tutor I I ,  but by 
the time he gets to the top of Tutor II he will have gone further .  He might 
have ended up in a secondary scale . 

S He would never have gone that far probably in the secondary system .  
So this is what you really want . This is important isn ' t i t ?  
You want these attached to  particular names , or  j ust?  

R Well , it would be very useful for me to have that information attached to names , 
so that when I 'm  talking to people I know what. I ' m  talking about . 
Now brings us on to the other one which I could see as being demanding on whoevers 
time it is that gets lumbered into producing i t .  Namely , the organisation chart 
I asked you about yesterday is an immediate thing that I would appreciate in 
terms of finding my way arou�d people here , but the thing I ' ve talked to you 
about today is more demanding in so far as it requires detailed longitudinal 
information . What I was going to suggest was that , is it possible , say , if 
Jennifer , or i f  I could be here for a day and sit down and try and map that out , 
or work with someone . 

S Well , could I j ust make a suggestion that as far as what we were talking about 
yesterday , if you were to give me a list of the informat ion you require , I hope 
to be able before this afternoon is out , to give you the charts you were talking 
about and then we could discuss the o ther relevant points ,  and then if you gave 
me a list of the information you wanted , then some of it I would be able to give 
you off the top of my head and the others we ' d  have to go to files to get . Now , 
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would this be a starting point? Because I think its rather involved and we 
could spend a lot of t ime that would possibly be wasted if we Quplicate anywhere 
along the l ine . 

R Well , the point is , I don ' t  want to be an unnecessary imposition on your time and 
thats really why I ' ve asked you here now to talk about it . I f  it  is going to 
be an imposition then we may have to think of  other ideas . 

S The charts  won ' t  take that long to organise .  
The organisat ional chart won ' t  take long . 

R No , I realise from what you said yesterday you can probably zap it  up pretty 
quickly . 

S Well , I can give you the depos it ion of  staff and what they do . That ' s  no problem 
at all . The areas o f  their responsibilit ies . That can be done quite quickly . 
Well , i f  I f ill in a sketch of  the organisation chart and in a low format , then 
the other bits  and pieces can be added to i t .  
They could b e  added t o  it . Yes , and otherwise we are duplicating , but then , 
where we put a name what �ou really want then is another list to append to that 
name that gives you informat ion that you are looking for , because to try and get 
that alongside the name on the f low chart would be a little bit too bulky . In 
my opinion , it isn ' t  really until  we get a list from you to f ind out what you 
want . . . . .  

R O . K .  Well , I can do that pr�tty quickly . 

S I think that as far as the deployment of  t ime , the more comprehensive you can 
make your list of  requests , and the more specific , the shorter time it is going 
to take . The more general the information you want and the less specific , the 
greater t ime i t  will take . 

R O . K . Well ,  I ' ll have specificity and comprehensiveness in mind , and s implicity . 
You see really one of  the things that would be very nice to have is a sort o f  
set of  overlays which at the end o f  each month s ince October last year shows us 
the input o f  new people into the place and relevant information about them , 
which then gets over laid with the information about the input of  people at the 
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end of the second month , the third and the fourth month , so when I look at the 
thing at this month in t ime , I get a picture both of the developmental sequence 
and the posit ion at that point in t ime and then we are in a position , i f  this is 
kept upright through , when new people come in , Peter , Para , Faye and Peter 
McMeakin and so on , I 'm in a posit ion to precisely locate a picture of people ' s  
definitions of the situation , their attitudes , their workload and all that sort 
of thing . Developmental , as it were , and you can monitor the development in a 
kind of way , which seems a sensible way of organising the whole business . Does 
that make sense? So , that ' s  my hidden agenda made explicit . 

S ( Interruption) Incidentally , excuse me a minute . With regards to trying to get 
expenses for Faye Dean , Ray Fargo said would we copy anything to him in A . T . T . I .  
He said they ' re doing i t  all . 

R O . K .  In one sense I think I ' ve got a pretty good picture of  the kind o f  Harre 
ideology vis a viz the Community College and unless you want to go over that 
again in the l ight of any subsequent developments that have occurred , we can leave 
it . 

S I think that when we get the edited form of the transcript from the seminar that 
we ' re working on now , that will j ust  make it that much more specific . You ' ll 
have read that anyway and there are no new developments on this , so to speak , 
at this stage . 

R That ' s  coming is it?  It  will be out in another month , or so? 

S I hope in a couple of weeks . I ' ve done an editor on the Minister ' s  trip and 
thats down with them again now , and then all we ' ve go t to do is put it  together . 
I think �we now have in all the reports , maybe we might have one missing , but I 
think we have all the reports from the working groups , so we should be able to 
get that out . 

R That ' s  good . So you ' ll send us a copy . What I would like to talk about , to 
begin with , is j ust precisely the sort of things you were discussing at morning 
tea with ( the head o f  department)  which relate to funding and accounting and so 
on ; for I imagine these matters take up a fair bit  of your time? -- and then 
go on to talk about matters which relate to how you see the College developing - ­

your perspective . 
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S Well ,  increasingly less . My at t itude is that anything that is specif ically 
realted to the vocational ·programme , where there are departmental guidel ines on 
allocation of f inances to courses and where bodies of new capital equipment get 
approved through the system down there , I take no part in it  at all . That is , 
as far as I ' m  concerned , it is totally delegated to ( the head of Department) and 
then the administration of the subsequent financial operation is totally to be 
taken over by ( the Registrar) . I t  would seem to me to be extremely unproductive , 
in fact even probably counter-unproductive , to poke my nose into that . That ' s  
their j ob and they do that . That is , as far as I 'm concerned , totally delegated . 
Where we have a situation like this , where there is something outside the system ,  
wel l , ultimately , I ' m  going t o  have t o  carry the can . They would always refer 
it to me and I would make some sort of decision related to what we can do . I 
take responsibility for something l ike that . This would always be , of  course ,  
in a case l ike that , that decision o f  saying r ight we spend $150 . 00 on some tools , 
that would of  necessity be  conditional of  ( the Registrar) saying there is 
$150 . 00 of  actual cash . Later on, where we distribute this to is something that 
we work out and if we get into trouble , then I have to talk the department round 
and thats that . 

R O . K . But generally speaking on matters of the running of the trade training 
courses that are going on at the moment ,  when the buck stops , it tends on those 
matters to stop at Greg . 

S Right . As far as I can see he has total responsibility for that . Except in so 
far as certain policy things go . I discuss policy matters in vocation training 
with the Education Department . But I then refer them immediately back to 
( the head of department)  and -try and keep him in touch as much as I can with what 
events are occuring . Some of the correspondence for the department comes directed 
to me . In all such cases , I would either refer it  to ( the Department hed) for 
comment for an answer for me to give , or refer to him for total action ; but 
would not normally take any act ion solely on my own initiative in relation to a 
vocational course . As far as possible I would encourage him to undertake the 
whole operation from then on . 

R Does that also mean that when tutors want to know about matters which concern 
them , the person they contact is the head of Department ? 
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Tutors wouldn ' t  come to me on any matters concerned with teaching in the 
vocational area . Unless it was some sort of  policy matter where they felt it  was 
going to have to go to a higher level for solution . Take for example , this 
course for motor vehicle operators . Now this is being conducted by ' tutor-x ' , 
who has been doing all the thinking and leg-work and so on in this . Now he 
and I have discussed this and an issue came up about his t ime . He was saying 
that he ' s  getting a lot of commitments and in what way can he get some time 
relief . Now, in a case like this , I would make a policy decision . Then the point 
I made to him is that in organising this he would have to work through ( the 
head of department) . That I don ' t  commit this , I make the recommendation that 

this is an appropriate way for him to be spending his time , conditional upon ( the 
head of department) being able to organise the distribution of the tutor ' s  time 
in that area according to the needs of the trade training programme , because he is 
is employed to teach fitting and turning in the trade training programme and 
therefore this is 

the first call on his t ime . So , if he is involved with me on a one to one 
basis . in another aspect of tne college ' s  development , any reference to this other 
side , must  go through ( the head of department) , because he is responsible for 
organising all the training programme . I think that would be a reasonable example 
of the sort of situation that tutor-x and I are working one to one on the basis 
of this course , but any way in which it peripherally affects his j ob in the voca­
t ional training course must be referred back to the head of department .  
And if he says well look we need the capacity of tutor-x in teaching this , then 
we ' ve got to look again at it , because I would then accept that , so there would 
then be two possible decisions . One is to replace him on his teaching programme , 
with someone part-time to give him the capacity , or bring someone part-time to 
take over what he is doing on thi s .  S o  those would b e  the two decisions . The 
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former of  those decisions would involve the head of departments approval , because 
he would have to accept a part-timer coming in . The latter one I would deal 
with unilaterally , because it wouldn ' t  affect his programme at all .  So this 
would go ahead independently . 

R That ' s  pret ty straight forward in that case then . 

s But also in a case l ike this , I have totally delegated this to tutor-x . He came 
forward with the original idea , so he ' s  called all the meetings , he ' s  made all the 
contacts and 

everything else , so I haven ' t  interferred at all . He keeps me informed of what 
he is doing all the time . This is the only thing I request in this sort of case . 
I don ' t  want to be active in i t ,  but I want to know what ' s  happening , and so 
he informs me of everything that ' s  happening and if there ' s  letters that he 
decides are better gone out over my signature , then we put them out over my 
s ignature , but he carries it  right through until  the time of presenting it  for 
official request and then it "will switch back to me . 

R Did the tutor take the initiative in suggesting this to you? 

S Yes . Yes , it was his initiative in the beginning . 

R O . K .  How often does i t  work the other way around? 

S Well , I don ' t  know. I think the only example we ' ve got so far of the other way 
around is I had a request from Port Ahuriri School P . T . A .  for a course on 
household maintenance .  How to stop doors sticking , windows sticking , change tap 
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washers , wire a three-pin plug , various things of this sort . Now , what I did 
in that case is down at morning tea when the builders ( tutors) _were there say 
look can one of you guys take over organising a course like this because there ' s  
interest in it . They all looked interested . But they ' re flat stick , they ' ve 
got no spare capacity . So then tutor-y took on the responsiblity of running 
this course , to see i f  we could locate someone outside to take on the organisa­
tional responsiblity for setting up a course . To locate a plumber -- we 
discussed the electrician down there -- to discuss the sort of thing he might put 
into this and so on . I f  there had been some slack time in the building for our 
building tutors here , I would have then handed that over to Jeff to organise . 

R Rather than going through the Department Head? 

S No . I t  sort of  isn ' t quite as formally linked as that , because it was done in an 
informal way . But I would say , look , you do this but we ' ll have to check it out 

with ( the department head) f irst , because you can only do this if he agrees in 
terms of disposition of manpower internally . So I would take it up directly with 
the guy concerned ; but then we wouldn ' t  reach any commitments as to his alloca­
tion of  time without consulting the (head of department) and having his approval . 

R What it seems is happening is that you are operating on an informal basis . The 
place is small enough to do this . To what extent do you expect that the way the 
College now runs will have to become more formal , as the place gets bigger ? 

s I think that the organisatio� control will tend to change somewhat when the 
Community education head arrives . You see , at the moment ,  all requests and so 
on , on that side are channelled directly through me and I 'm the only person 
whose in a position to be able to do anything about them . But I think when the 
other (head) comes in we ' ll probably develop a committee or a working group for 
considering , the disposition of time and so on in community education 
programme. 
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But I don ' t  envisage at all this getting totally outside this sort of informal 
contact of ideas coming through and talked round informally . 

I R Do you think that by continuing the way you operate now people will get used to 
it and will continue this way? 

S Well ,  I hope i t  will because I would be very uncomfortable operating totally 
within a formal system ;  even if  the show gets big , I wouldn ' t  see that side of it  
going . I mean , its partly a matter o f  whether when you want to talk to 
someone you ' ve got three I 

someone you ' ve got three alternatives , you can say , well , we ' ll wait till there ' s  
a meeting of the such and such group and we ' ll put that on the agenda , or you can 
f ind them out and say come round I want to talk about this to him , or you can walk 
out of your office and go along and see him wherever he is . There ' s  three ways 
of making contac t .  I prefer the last - i t s  j ust  a matter o f  personal style I 
guess . And I hope that will continue , even when the place is larger . But 
clearly there will be certain things that have to become more systematised . You 
see , at the moment , any community education courses were running are j ust  one 
off  things that we ' re trying to get off  the ground one by one . Now towards the 
end of the year we ' ll be sett ing up a programme for next year , we ' l l have a 
prospectus and so on , indicating courses running at various stages through the 
year . Now clearly the organisational necessities for that are very different 
from saying we ' re going to have a womens '  day this week , or we ' re going to have 
a ten week course on early childhood , or something , as a try out , because we ' ve 
got to get to the stage once we actually have our own full time tutors o f  
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deploying their time and saying that you ' re spending so many hours actual 
teaching , or so many hours organising , better get something of that sort going . 
But we can ' t  really get that going properly until next year . 

R At the moment my guess is you ' re carrying the can almost totally on the 
community studies side . I ' ll come back to that . Do you know this notion of 
some sort of corporate identity ,  or corporate communi ty college ent i ty that has 
been bounced around by people like Bill Renwick , Denny Garrett and to some 
extent , yourself .  Do you see my statement as being reasonably accurate? 

S Which statement? 

R The statement about a corporate identity . 

S I 'm not quite sure what you mean by a corporate identity . 

R Well , lets get at it another way . The perception that the blokes out there , the 
tutors and the vocat ional training side have at the moment of this college to 
me seems to be specifically related to what they are in fact doing and that ' s  
how they define the college . Is this how you see it at the moment and does 
that matter terribly much? 

S I t ' s  not quite how I see it at the moment .  I know that their actual work 
commitment is specifically in this area , but at the informal level I think they 
get involved in quite a bit of discussion outside that . For example , not j ust 
from here , but through their wives . At least two of the staff wives were present 
at the women ' s  day thing , which is a community education programme and I presume 
there was feedback at home in relation to that . Immediately I suggest a pro­
posit ion l ike this household maintenance one , there is considerable enthusiasm 
expressed by the people for operating this sort of  thing . There ' s  always a 
fair amount of interest shown in say things like the May vocation drama 
programme . The extent a vocational tutor is interested in community education 
depends on the extent to which they are concerned with their own specialist 
work and their position within the decision making structure , which at the moment 

Annotations 
Comments 

A bit muddled here . 
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Individual tutors defining goals in I Gl 
terms of functions/role in the 
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Assessment by S of how tutors see L2 
their place/role within the C . C . � 
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(Do tutors see themselves primarily IG3-as trade training or as C . C .  tutors L2 
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is totally concerned with trade training , or the extent to which one ' s  talking 
about their informal interest and informal concern , which I thought would have 
been quite high on the community education s ide . 

R I really can ' t say anything def initive on that because I haven ' t  seen enough 
b lokes to talk about it . 

S I mean their role at the moment is totally on the trade s ide . That is quite true 
and that ' s  what they ' re employed to do . 

Some of these cross relationships will build up . When we get the Ar t and Carft 
s ide going these are perhaps trival levels , but they ' re indications of a contact 
and awareness . 

R So its the kind of beginning in a involvement . What then are the appointments 

s 

R 

Peter McMeaking , head of  the department ,  geographer ,  therefore in association withl 
the environmental studies side and a strong interest in drama . Para Matchett in 
Arts and Craft ,  Maori , those two sort of areas . Peter Williams , music and some 
interest in various other areas that he would like to follow up , particularly 
in the creative sciences , and Faye Dean , where we see her particularly in 
relation to the pre-school exercise , which is going to be quite a maj or concern 
and also the possibility of pulling inputs and looking at quest ions of human 
relations programmes , and in -addition to this , I envisage her also possibly 
making contact with some of the youth organisations , particularly on the girls 
side and putting us in the posit ion of knowing a little bit more about some of 
these so-called drop-out routes and what-not .  

Do you envisage that say , she , for example , will  actually run courses , or that 
she ' ll be more engaged in sett ing up courses? 

Annotations 
Comments 
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-- with what consequences) ? 

Specification of what are (ought to I G2 
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Annotations 

Conunents 
Category 

Code 

S Both . She must run a certain number o f  courses . We can ' t afford to have at 
this stage any tutors who are not concerned with teaching as a �ajor activity . 
We ' ve made this clear to people . Although they ' re going to have quite an 
organisational responsiblity in the first year or two , they can ' t be just 
orga�isers . This was the thing with a lot of our applicants for various posts . 
In a sense , what they all wanted to be was heads of  department . Even if they 
weren ' t  necessarily applying for it there were a lot of people who had a sort of  
broad background in adult education and interest in  conununity educat ion . Well , 
you can ' t staff your whole operation all with people with this broad background , 
who are going to be good at organising a total layout of  an outreach exercise . 

Distribution of  tasks and delega­
tion of responsibilities . 
(S ' s  organisational definition o f  
the situation) . 

12 & 
3 

Definition o f  HOD role in terms of  IG7 
We only need one guy in that direction and that ' s  Peter McMeaking , and so once I contribution to organisation -­

what he will be expected to do ! 
(Note : A tutor may be required to IA5 
organise progranunes and do PR work 
as well as ' teach ' , especially in 
C . E .  What reaction does this 
elicit from the Ed . Dept . who 
calculate staff entit lement in terms 
of  W . S . H ' s ) . 

you appointed him , you ' ve got to then look for your other people for something I Appointment . IA2 
much more specific , so this is why we • .  incidentially , we have a fifth one that 
we j ust  got a reference in on this morning as a result of an interview in 
Vancouver and this is confidential talk , because we haven ' t  reconunen�ed an 
appointment yet , but this will be a man who will teach vocational english and 
creative writing . 

R That ' s  interesting . Do these appointments arise exclusively and directly out of  
Form 75?  

S No . Not at this stage . This is still our first round , so  to speak . The next 
round are going to arise out of that . This round is arising out of our adver­
tisement delineating about a dozen possible areas and then j ust  looking at a 
combination o f  people and areas o f  work , without saying look we ' re definitely 
going to appoint him to different areas , but gradually we work down through it  
and the appointment this f irst time round has become a process rather than an 

In this case , appointments must haveiA2 
arisen out of some apriri concep-
tion of need ( see the F . S . )  
Second round appointements - A 
process of  elimination . 
(Has direct impl icat ions for what 
the C . C .  will do - become . )  A-G . A . 
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actual individual decision that work something like this : - you first of all 
go for your head of department - right so we decided to appoint Peter McMeakin 
so because he ' s  a geographer and therefore would have the capacity to make the 
links on the environmental side , we say there is now much less significance in 
get ting someone on the environmental side • •  and so even though some quite good 
people are there , you at · least prelimary push them aside . O . K . So , then you 
start looking at another category and you start o f f  with the maori side and you 
see who there is on this side and you f ind that one of the maori applicants is 
clearly the best person also in arts and crafts and so you say right we appoint 
him without a second decision . And so , you ' ve now got arts and crafts covered . 
You ' ve got a maori on the staf f ,  you ' ve got environmental side study , you also 
know that this guy also happens to be interested in drama , so it immediately 
starts to anyone who has those as their dominant interests , even though they are 
still quite good , tend to become a second consideration . And then you say , 
well  look there ' s  some areas that we must go on . We mus t on something on 
pre-school .  We have no women appointees yet and so I felt it important that 
we get at least some balance . I wouldn ' t  have seen our f irst round of  appoint­
ments finishing up with either no maori , or no woman . 

R Can I ask why? 

s There are a number o f  both practical and symbolic reasons why . On the maori side 
in practical terms , your chances of  making e ffective contact with the maori 
people are pretty slim if  you don ' t  actually have a maori on the staff . You 
can make this on the symbolic side , the fact that we appoint a maori is symbolic 
evidence of our desire to recognise ethnic minorities as part of  the system ,  
s o  it ' s  a combination o f  both practical and symbolic things . The practical 
one is perhaps less s ignificant on the womens side , the symbolic one is 
perhaps more important in that given the state of play at the moment , in terms 
of  womens ' organisations , I think that our credibility as a college claiming to 
serve the needs of  women as a maj or obj ective , which is one of the obj ectives 
I ' ve always stated in my four special groups . Our credibility would be very 
much less if we went through the round o f  f irst appointments and didn ' t  get a 

Annotations 
Comments 

Category 
Code 

(On the face of it this appears to 
be an ad-hoc approach to recruit­
ment and selection with no developed 
rationale -- refer back to the F . S .  
and discuss further with S ) . 

Using teaching-knowledge areas as I A2 
appointment criteria - thus a 
connection with goals I GS 
(Note : no reference to purposes G3 
( interests) that will be served ; 
This still requires clarification 
and goals are still being conceptu­
alised in terms of functions i . e . 
courses to be of fered ! So what?  
Well , this way of  proceeding may 
unwittingly lead the C . C .  to develop 
every which way , with loss of  
control over direction? What is S ' s  
conception o f  the C . C .  such that he 
can develop it in the direction o f  
acquiring a distinctive character 
(See Selznick on this ) Does the 
Continuing Ed . mission help sort this 
out ?  How/How not ?  

Identification of a task-environmencl A3 

The implicit goal being that of I G3 
meeting the educational needs of the 
Maori . 
An aspect o f  the legitimation o f  I A4 
C . C .  in the Hawkes Bay Community . 
Again the implicit goal being that I G3 
of meeting the educational needs of  
women ( the question remains , however 
need to do what ? )  
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woman on the staff . I think that one j ust  needs this . Not at all costs . We 
would not and we agreed this in the council . We discussed this in council and I 
put a strong case for a certain representation of  minority groups like the 
Maoris and women on the staff and it was generally agreed that this was appro­
priate , but only in the context o f  having a good applicant . 

So we wouldn ' t  have j us t  appointed a maori , or j ust appointed a woman at any cost 
j us t  to get one on the staf. f .  As I say , if  you look at  this appointment as a 
process , it  starts to push you in certain directions in considering which 
application you are going to take most  seriously . 

R I can see a parallel there with the head of department and the way he cons iders 
appointments in terms of  . •  if  I can get a guy whose an electronics man and 
he ' s  an electrician , but he also has a trade certificate in carpentry , then he ' s  
going to get preference , given a level of competence ,  he ' s  going to  get prefer­
ence over someone else because he can spread across a number of domains . Is 
that part of  your appointment policy early on? 

S But ,  I will continue to give emphasis to getting more woman on the s taff  and more 
maoris on the s taf f .  And also the next t ime round more young people on the 
s taf f .  One o f  the problems a t  the moment ,  on the Community Ed side , is that 

R 

we don ' t  really have enough positions to gamble too strongly on getting some 
young bright person , which I ' d  like to do next t ime round . We had one in line 
here before you came along , who was an applicant . Actually we had a couple who 
were applicants ,  but I felt that too much depended upon personal capacity for 
people  to get out into the grass-roots area and typically a young person who 
is j ust out of  university , oi just out of  • • •  or j ust  started teaching , has not 
had the possibility to do this and to discover whether or not they have this 
capacity . Next  t ime round , I ' d  like to take a risk on a couple of young people 
who look bright . I think it  will be important , but I didn ' t  feel we could do it 
this time round . 

Fair enough . 
talking about 
ethnic groups 

Getting back to the areas o f  appointment , it  seems that you ' re 
needs o f  women in the community , the needs o f  the maori and other 

• • .  and what were the o thers ? 

Annotations 
Comments 

Category 
Code 

The genesis of a recruitment policy I A2 
based on the desire to implement 
specific goals , thus a connection 
between A and GA . 

But a process that , presumably is I G3 
linked with his concept of the C . C .  
as a certain kind o f  educational 
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Judgement o f  potential s taff members ,A2 , 3  
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Community . 
(Refer back to Garret t ' s  notion o f  
the C . C .  a s  an Out-Read organisa­
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S I have two others that I usually point out . One is the needs of  the rural 
community and the other is the need for coping with the drop-ou� situation . 

R So in fact , we could think of  these as s tatements of  priority? 

S Yes . But no absolute priority because there are other sorts of  priorities . The 
need to provide for basic vocational training is a sort of  supreme priority , 
so to speak , in the sense that this is part o f  what we ' re set up for . There 
is if  you like a sort of  paradigm of  needs that  one has in the back of  one ' s  
mind that  aren ' t  going to totally dominate it , but in thinking this through , 

one keeps reminding oneself that these things exist and sort of  keep a check 
on yourself that youre not get t ing to the s tage where you ' re ignoring these . 

R O . K . That leads me to another quest ion .  I t  seems that when you ' re talking about 
your paradigm of needs here , they are related to considerat ions of value , or 
ideology on the one hand . What about operational considerations? Let me give 
an example and see where it takes us . Were you in fact to make an appointment 
on the community studies side - community education side - and I guess that 
distinction over time you would like to see disappear , between the vocational 
education and community educat ion . 

S Well , I want to see it  blurred . I don ' t think i t ' s  pract ical to extinguish it . 
I think I ' d  l ike to see it b lurred . 

R Were you to make an appointment on the community education side that had clear 
links with people in the vocat ional education , would that  in fact serve this 
purpose of making visible to the tutors over there a practical ongoing course 
that ' s  in some way , or another ,  allied or related to what they ' re going? 

S I think you ' ve got to distinguish between two things here . One is links between 
vocational training and community education and the other links between technical 
trade training and community education ,  because after all if you take an early 

Annotations 
Comments 

Category 
Code 

S '  s goals and priori ties for the I G2 
C . C .  -- a provisional clause 
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A paramount purpose - interest to I Gl 
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training for what - ref R . S . Peters ) . 

Developing a ' balanced ' concept of 
the C . C .  
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childhood course , this is vocational training . A high proportion of people 
taking this are going to be people who want to be play centre s�pervisors . Who 
are going for their certif icate for play centre supervisors , and even though 
they ' re not necessarily , well they do get paid , don ' t they to some extent , that 
is in my view ,  a vocational course . Blurring distinct ion . Now , of course ,  the 
guys in the workshop mightn ' t  see it quite in those lines unless it was 
specifically put to them in this way , but lets make no mistake that it is a 

vocational course . So those linkages will develop . The ones between the straight 
trade side and the community side are a little bit  more dif ficult to see again 
from the other point of view ,  when they ' ve got the farmers coming in next month 
on farm welding , they probably think of that  as not in fact a community education 
course , but an extension of vocational course . From my point of view it ' s  a 
community education course . Well , it ' s  a sort of blurred area which I 'm wanting 
to f ind and so you may f ind that the perceptions from their side will reclassify 
what we ' re doing so that  i t  doesn ' t  appear that there ' s  a distinction there , 
if you get what I mean . 

That is a course that comes from this side and is really vocational , they will 
tend to classify as communi ty education . A c�urse from that side which is really 
an aspect of community education , they will tend to perceive it as a vocational 
course , and so you may f ind their perceptions making this distinction , even when 
bridges are being made . But there are other areas where cross-overs will occur , 
you see , the accounting area _is one . I t  was stated when we appointed our 
accounting man , one of the things we expected him to do was develop , and he 
showed a strong interest in this , courses on budgeting and that sort o f  thing , 
low level accounting for various sort of interest groups , such as club 
treasurers and so on , as well as doing the professional accounting programme , 
and this will undoubtedly occur . 

R This guy ' s  been appointed has he? 

S He ' s  taken on the 4th August ,  at tutor 3 .  One of our problems on this general 
community education side at the moment is that you ' ve got to buy everyone in 
at a high level , and this is one thing that worries me in relation to relation-

Annotations 
Comments 
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Code 

Implication for a leadership/ 1111 
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tutors a conception of their role 
that is compatible with a C . C .  
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reality? 
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activities . 

A specific goal . I GS 
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departmental boundaries ! 

The cost of procuring quality 
staff members . 
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ships within the college . We ' ve got virtually all the trade tutors at 
tutor I and all your community educat ion tutors coming in at tutor 2 and tutor 3 .  
I t ' s  one of  the realities of  life I 'm afraid , that one can ' t  afford t o  ignore , 
partly because each of  the community education tutors , I think I said a while 
ago , is almost thehead of  a department , in the sense that they ' ve got to take 
responsibility for opening up a complete f ield ; whereas the trade tutors are in 

• fact working within a closely defined system ,  and I 'm a lit tle unhappy about 
this differentiation , but we ' ve j ust got to see it through i t  we ' re going to get 
the good people on the community education side . It will change a bit I think 
when we get the second round of appointees , when we get some younger people 
coming in at the tutor 1 level , but this is a pat tern with technical institutes . 
Your accounting people are always at the high level . Motor trade people are at 
the lower level , because that ' s  j us t  the state of  the market .  I think that part 
of  it  is that we never in the day to day operation , for example , when we put out 
our prospectus , there was no reference made to whether people were tutor 2 or 
tutor 3. In the pub licity in the paper of  a new appointment , we don ' t  specify 

the level . It ' s  j us t  a tutor in community education and so I think that while 
disguising , while not attempting to disguise the level , we j ust  don ' t treat as 
a relevant thing . 

R In the long run , do you see that as a continuing problem? 

S I think that the problem will change from both ends in that as the operation gets 
bigger on the trade side and the structure build up , there will be more positions 
of responsibility at higher levels and as the community education side develops , 
it  will tend to grow down . In the sense that you ' ll spread out to more people 
at the lower levels , and so I think that in terms of a process that the technical 
side s tarts on a broad low level and as it expands will create senior positions 
in a sort of pyamidical form, the community education side because its basic j ob 
initially is to organise the programme , s tarts off  with the t ip of  the pyramid 
and would gradually expand out to produce its base .  I sus�ect the base will 
never be as wide as the • •  will never go as far down as trade side and 
probably the trade side will narrow off  more than the other side . I would expect 
the two pyramids to become closer to one ano ther . What we ' ve got at the moment 
on the trade side effectively is the base of a pyramid and a peak . On the other 
side , what we ' ve got at the moment is a peak . Now gradually , as t ime goes on , 
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this will tend to get f illed in . Although it will probably become a structure , 
something like that , and also this will tend to f ill out ,  but it won ' t  quite 
fill out like that , it will probably f ill out something like this , and of 
course a lot of  these people lower in the pyramid are going to be part t ime . This 
is the community education and this is the vocational education . The pyramids 
will probably look something like that . Whereas on this side a lot of the part 
timers will probably tend to come in higher up , because they ' ll be , say , people 
in specialised areas of accounting , business studies and so on . The part-timers 
here will be providing our basic backlog , so therefore , the actual permanent 
appointments to staff will always tend to be more senior on this side . 

R O . K .  That gives a picture there .  Can we get back onto you at the moment ,  and 
what you ' re doing . S ince last t ime I saw you , what things have you been doi�g? 

S Well , I would say I spend probably the largest proportion of  my t ime in what I 
would loosely call public relations . That is explaining to people what we ' re 
trying to do , and if possible gett ing feedback, and so I ' m speaking to something 
like four , or five , I think , organisations a week , usually at night , and a lot 
of the t ime , substantial chunks of  the day are involved with people coming in , 
sometimes ostensibly to discuss ideas , sometimes trying to feel out what we ' re 
doing and so on , and phone calls o f  this sort . 

R So you ' re playing the sort o f  front man role ? 

S Yes . This is by fare the predominant aspect of the role at the moment . I t ' s  
j ust  hard off-hand to think of the sort o f  details of what one does . 

R What about activities down with the chaps in the shops ? Are you taking courses 
down there , or participating? 

S Well ,  I ' m  participating a lit tle . Of course , another maj or aspect is the various 
sorts of correspondence . This ranges from the level of official circulars and 
official things that have to be responded to in this way , through to the bulk 
of it , which ranges from say a specific enquiry about staff position and general 
enquiries about what we ' re doing . The other thing , that up until recently I ' ve 
been spending a substantial amount of  time , in rating these early staff  appoint­
ments , which are not out of the way , of course .  It ' s  hard to dif ferentiate from 

Annotations 
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from the public relat ions fron t man aspect ,  and the requests that are coming 
in for particular courses . I have a little heap here which I keep turning over 
and some of these on the run . For example , this is the pre-school course , which 
I ' m  trying to get a part-time man to s tart before Fay Dean comes here . I j ust  
keep on turning over this heap , trying to remind myself of the various commitments 
some of them rash , that I have made , that we might get something going . We 
have the August holiday programme at Maranui School , and we ' ve got to have a 
meeting shortly to discuss this . Then we had a request from ecology action for a 
symposium on ecological issues and so on . We ' re set ting out a programme for 
helping adult non-readers to provide the tutoring of the tutors , which Massey 
has previously done and now they think they can do locally , so we will sponsor 
them to try it out . The development of  community workers course ; all these _things 
are again taking up a fair amount of my t ime and this is one of the aspects that 
I won ' t  totally relinquish when Peter McMeaking comes , because I think probably 
I will continue to play an interest in some of the . • .  I think probably Peter 
will get more involved in the ongoing formal systems of programmes , whereas I ' ll 
probably keep involved in the ad-hocary of  the situation . 

R And I guess that ' s  something you ' ll negotiate when he gets here? 

S Yes . Well , that ' s  partly a tempremental thing too . I think probably , when I 
go to ad-hocary . . . • .  

R I t  seem significant that in fact Peter has chosen to come here and in face he told 
me this and he knows John Harre from way back , and vice versa . Is that a good 
omen? 

S We know what each others strenghts are ,  and weaknesses and this is partly why I 
was keen to get Peter here as I kuow what Peter does well .  What he does well 
happens to be what I 'm not so good at . 

R In a nutshell , what is it that he does wel l ,  in your view? _ 

S What he does particularly well  is to take a programme , a suggested idea and 
translate it into a systematic series of  obj ectives and organisations and 
prepare it in such a way that it can be sold to people and it can be organised 
and to actually operate . His particular value is to make things operational , 
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and from my point of view that ' s  his particular s trength . He also has ideas 
as well , but his particular stength is his ability to make things operational 
and this is what we need . 

R He talked to me about the extramural s tudies programme they operate at U . S . P .  
and that seemed quite complex and impressive . 

S Yes , because that was the aspect of  his background that particularly interested 
us . Of all the applicants that we had for the head of department j ob ,  he was , 
I think the only one that had clear evidence of his capacity to actually run 
something complex like this . There were lots of people who had lots of interest 
had lots of  enthusiasm and experience in running odd particular courses , but the 
actual organisational experience , which is going to be important • . .  

R He had demonstrable competence in other words ?  

S You see when you ' re s tarting off  a new development ,  it ' s  very difficult to  f ind 
people with demonstrable competence . We got one or two applications from 
university extension departments within New Zealand , but nothing very substantial . 
This was one o f  the things that surprised me . I thought we might have at tracted 
someone who already had an assis tant director ' s  j ob ,  or even possibly a director 
of extension services , from one of  the universities . I thought one of  them might 
be interested in moving over .  

R Yes . Most  o f  them have got professional s tatus , I think . 

S have they . That ' s  sort of  been upgraded somewhat since I was in the system and 
therefore it obviously wouldn ' t  be at tractive for them to move over .  So  we 
tended to get a lot of  training college head of  departments and people with head 
of department s tatus , or near head of department s tatus in the technical 
institute f ield . Our main choice came from teachers colleges , technical 
institutes , secondary schoo�s . Those were the main areas crf applications . 

R What strengths have you got that you see as being complimentary to the strengths 
you have j us t  described Peter as having? 
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S I think I ' m  bet ter at relating to people sort of informally in a public scene . 
I think that I can generally in front of a meeting get communication going , I 
think I can relate to a number of  different levels . I ' m  equally happy talking 
to , as I did last night , to the S t .  Augustine Family Fellowship Group , a sort 
of mother union group , or to , as I did last week , to two rotary clubs . I f ind 
i t  relatively easy to make contact ,  and I enj oy thinking things through on my 
feet and I 'm prepared to be , I think , reasonably rash in a productive sense , which 
I don ' t  think Peter is . I think he ' s  more cautious in these things . I think 
probably that ones got to have a certain amount of rashness at  this s tage , 
o therwise the thing doesn ' t  move . 

R So you see that as being important in the setting up of the place? 

S Yes . I mean some things are probably going to kick back , but I 'm prepared to be a 
li t t le bit  reckless and stick my neck out on some things . Like this bundle o f  
things here , some of  these are going t o  kick back on me , I know , where I ' ve 
said vaguely to people , yes , we ' ll probably get something in a couple of  months 
going on this ; well , we ' re not ,  but , we are in fact going to get a number of 
things going , and so I think it ' s  going to be worth it .  So I think I 'm probably 
prepared to gamble a lit tle more on these things . . .  I tbink the o ther thing is 
that I have , to be totally immodest , I think I have some s tanding in the 
community at large . I mean nationally as wel l  as locally and I think this is 
accepted by a number o f  people , and therefore this gives me a certain advantage 
in getting across . 

R Yes , I suscpect you ' re right . You TV programmes probably hold you in good 
standing? 

S Yes . This , in fact , is quite true , and so I think this does affect the operation 
quite a bit . 

R O . K .  That sort o f  defines one part of  the setting up operation . What other kind 
of nitty grit ty problems have you had to cope with? For instance , I look 

s 

around the place and all these buildings are s till only partly completed . 

We begged the problem on the building somehow , that it was convenient to slow up 
our appointments because o f  organisational time to get the processing of so many 
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applications done and of course , it j ust matched in with the fact that the 
buildings were the people were going to go weren ' t  ready anyway , and so it fitted 
in with the whole dampening down process . Some of  this may be rationalisation on 
my part , but no altogether I don ' t  think , which also fit ted in with my feeling 
that I should become much more integrated into the community and know much more 
about it before we started taking off in too many directions . The same applies 
to the other people coming in on the s taff from outside .  So , in a sense the 
building was a bit of a problem , but in a sense they ' ve also relieved us of the 
necessity to go ahead too quickly . If we ' d  been presented on February 1s t ,  as 
we were promised , with the whole complex that you now see struggling to comple­
tion , because it would have put considerable pressure on us to get everything 
going . Everyone saying , look it ' s  all there , why aren ' t  you operating , and 
it would have made this a rather botchy action year , instead of a think , slight 
action year , on the community education side , which I think ultimately is going 
to be to our advantage . I think the fact that by one way or another we ' ve 
had to give more reflection and the pace has been slower , as I say this may be a 
rationalisation , I don ' t know , but I think in practice its been not too bad a 
thing . 

R One or two o f  the chaps , and again it ' s  only one or two , because that ' s  all I ' ve 
talked with , have commented about the sorts of diff iculties . For instance , in 
the carpenters shop , they ' ve had in terms of  coming into the place when the 
f loor wasn ' t  down . . . •  

S Oh yes . On that side they ' ve had a lot of difficulties . And if this had been 
a place dominated by an organisation l ike the P . P . T . A . , they probably wouldn ' t  
have let us open and we really only got open because of  the good will  of the 
tutors we had . Everyone was sufficiently interested and concerned about getting 
the thing going , that although they had bad inconvenience ,  they got going . Yes . 
I was talking to Dick about the community education side . On the trade side , 
there have been intense difficulties ralted to the development . The whole 
fitting and turning operation is in some j epardy because of the s low arrival of 
major equipment . We were j ust  not ready to open the trade courses when we did .  
In fact we delayed some o f  them a week , or a fortnight , but the place was j ust  
not equipped to  open and i t  was j us t  because we all  thought and everyone was 
suf ficiently excited about the enterprise to feel it worth while going ahead , that 
they went in and the guys have carried this load without complaining . 
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disadvantages , apart from the difficulty of actually 
o ther outcomes that are d isadvantageous in some 

Has it for ins tance ,  generated any ill feeling , 
sort of  thing? 

S I don ' t  think so . No t tha t ' s  come through to me . Some people are unhappy with 
some of the things , but I think we have a particularly unique collection of  
people on the staff , who j us t  don ' t  happen to be  the sort  who get  that way about 
things . I think that this is to tally without exception. We have some people who 
are part icularly responsive like • . . .  , as Maintenance Engineer who digs in on 
all sorts  of things . The way in which they ' ve helped be tween shops , where the 
carpenters have put in the underfloor service for the motor mechanics and so on . 
In my view we have a quite remarkable set  o f  people and this has made this have 

a minimum effec t .  I mean I think you could have envisaged a different group o f  
people where this would have made quite a maj or effec t ,  but I j us t  do believe 
that we have this . • • • •  

R Can this be traced back to selec t ion , or appointment policy , or is i t  a fortuitous 
event?  

S Well ,  I suppose i t ' s  a bit  o f  bo th.  I don ' t  know. I suppose that partly i t ' s  
fortunitous in that a number o f  these people came across relatively automatic 
from the school sys tem.  Part ly ,  I think i t  i s  the fact that we ' re going to be 
a different organisat ion probably attracted a different sort of person getting 
interested . All I know , is  that ' s  how it is and this applies right through the 
the ancilliary staff , everything . There j us t  isn ' t an excep tion to this rule . 

R I ' m  j us t  wondering . There is  a question to do wi th the allocation o f  funds and 
equipment and I don ' t  know whether they ' re important and whe ther there is any 
incipient sort o f  conflict that might come out of this ? 

S I think there are no conflicts with the al locat ion o f  funds at the moment , 
because the funding sys tem is open ended . On the trade side , i t ' s  over entirely 
to the head of department to organise this and he ' s  done , no t so much in terms 
of  distributing a scarce resource amongs t  conflicting interests , but making cases 
for part icular items and they ' re not approved in terms of  whether , or not the 
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electricians should have something , or the motor mechanics should have something , 
that they each get approval within their own system. So if  the motor mechanics 
s ide  want some particular piece of  equipment a j us tificat ion s tatement is made 
and this goes to Wellington to be looked at by Charlie Callaghan and if he 
recommends ,  then the sum is laid aside and i t  in no way affects whe ther , when 
the carpenters put in for another draw floor they get tha t , because the things  
j us t  aren ' t  l ined up  in  that way at the moment in the s tate of our organisat ion 
and the budgetry heads that refer overall again , we have a general feeling that 
we ' re open ended , that we go beyond this , then they ' re going to look favourably 
on increasing these , because they ' re j us t  a stab in the dark that someone took 
anyway . 

R Hence your comment to the head of  department this morning about buying tools , 
or whatever it  was , it ' s  a mat ter • .  you in fact go over your allocational 
orde r ,  break some norm , or ruling of the Department ?  

S I ' ve got a fair chance o f  getting away with it . I t ' s  worth a gamble . I don ' t  
know what it  means if  you don ' t  get away with i t ,  but it ' s  a fait accomplis . 
It ' s  the only way to play i t .  

R Are there any areas in which you ' ve bashed your head against a brick wall with 
people in government ,  the Ministry of Works , or the Educat ion Department over 
issues that have arisen in the college that need resolut ion in some way? 

S The f ir s t  big . problem we had was on the translation process where this was very 
difficult , both in terms of  the t ime they took to make the decision and the way 
in which they made the decision they made . I think in the end the tutors got a 
reasonable deal . I think most of  them , although they pushed fairly 
hard , some of  them beforehand , for a different deal , I think in prac tice they 
pretty generally accepted the deal they go t ,  and I think in general look ahead , 
looking j us t  no t at the moment o f  translat ion , but looking ahead , I think that 
will come over now as a fair v iew . The one possible exception is Joan O ' Brian 
and we have a recommendat ion tucked away in the back of he- file that we will 

look at her promot ion at the end of the year . We do intend doing this . This 
has been discussed . . .  Begg and so on . This is obviously to tally conf idential , 
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but we have it in mind to promote her again at the end of the year . One of the 
reasons she has personal difficulties in deal ing with staff members , so therefore 
one , with another sort of personality one might have pushed right at the 
beginning for this , I think we want to see how it ' s  working out during the year . 
There have been during the year one or two problems which • . . .  

R Who is this person Begg? 

S She ' s  the person at the sort o f  middle l evel in the department whose responsible 
throughout New Zealand for the secretarial courses and ladies hairdressing 
courses . She ' s  under the Director o f  Techni cal Educat ion and I don ' t know 
whe ther they call them inspec tors . I think they might call them inspec tors ,. 
but they don ' t  in fact inspec t , but they come round and advise and they • .  if 
we put an applicat ion in for a new typewriter for the secretarial course , wel l  it  
gets  referred to  her , and she j us tifies , or not and then goes back to  the 
Director . 

R Can I switch from that one over to the business of bui ld ings again and problems 
of design and construction . 

S Well , this is totally out of our hands , of course in the early stages , in that 
the whole first complex of build ings including this four s torey , came before I 
was involved . One o f  the f irst  things I d id was to get a total reorganisation 
of  the inside of these and the extension of one at the end there to complete the 
quadrangle . This took an awful long time and we got i t .  When you say what 
problems we had , we got i t , we got it  exactly how we wanted it , including the 
expansion , so I guess it wasn ' t  a problem . I t  j ust  took some effort to batt le 
your way through some o f  the bits  and the same thing applied to the four s torey . 
The four s torey building is a highly inefficient building , but by various 
devious means in relation to the Minis try of Works , which is inappropriate to 
discuss , we will in fact get a building we want . The final outcome is going 
to be pretty much how we want it , but it ' s  a bit messy in between . 

R In a sense , the barn you ' re stuck with? 

S For instance , the mat ter o f  the door which slides on the inside and the fact 
that you can ' t  put a mezzanine up • . •  one of the chaps was telling me about it • • •  
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S Well , you can put a mezzanine up . They ' ve got a mezzanine up , but the whole 
s i t ing of the thing pushed over to that side , has given very lit tle flexibility 
in how the barn can be expanded . Part of it is j ust  a cos t  factor , they might 
j us t  have put in another door . The education department pays for it . 

R So there are no kind of fundamental problems in that sense? 

S No . There ' s  no fundamental problems that can : t be solved . As say the crowding 
of the buildings over into this corne r ,  seems to me unwise . I t ' s  disappointing 
that they didn ' t  conceive a complete archi tectural entity and design the college 
• • •  One thing that the Ministry of Works here was geared to do locally and 
probably could have done and got it  built as soon as this po t-pourri of s tandard 
buildings was put up . No - there have been no fundamental blocks . There is 
to tal goodwill down in Wellington towards what we ' re do ing . This i s  �o t j us t  
!i t  the verbal level either , they ' re ac tually put ting their money where their 
heart is so Lo speak. They are actually approving things . 

R And the sort o f  people you ' re talking about I guess start with Renwick , Garre t t  
and involve o thers a s  well . 

S Somet imes you get hung up on departmental procedures , but it ' s  an unreal expec­
tat ion not to . . •  to expect not to get hung up on these and we ' ve had our hangups 
at t imes , but I think its true to say that nothing that we ' ve thought 
important have we not got through . 

R If  you had your way , how would you see the p lace being built ?  What sort of s teps 
would it go through and would they be different from the way it has in fact been 
constructed that would make life easier in setting up the college . 

S If  instead of having this panic of having to get the thing off the ground , if  
they ' d  got  some of the people who were actually going to be  concerned with the 
development of the college , the princ ipal and so on appointed sometime beforehand 
and planned an integrated set of buildings , then this would have made both 
aes thetically and in a practical term so much more satis fac tory complex , but 
probably that ' s  a politically unreal thing to expec t .  That would have made the 
thing better in organisational terms and I ' ve been advis ing this in relation 
to the next community colleges , that they should appoint the regis trar at least 
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as soon as the principal , possibly before . Although that gets into a problem of 
whether you ' ve got a person you can work with , and so on , but I think that when 
the interim council is set up , rathe r  than having an acting secretary , there is a 
case for appointing the registrar at that time . I think we ' d  have been much 
further ahead in some things if we ' d  had our registrar three months before we 
d id . We did in fact have authority from the end of the year to appo int it , but 
by the t ime we got through the process of trying to argue out the level of the 
positions , we tried to unsuccessfully , and then sort of going throug h  adver tising 
and everything else , it all came very lat e ,  and so my personal capacity was 
s tretched unnecessarily in the early months , because of not having a regist rar . 
These things compound inefficiency , because I was s tretched -- was one reason 
why we were slower in getting the registrar thing done . I feel that either the 
registrar should be appointed as I say , at the time of the forming of the interim 
council , or alternatively , and this may be the bet ter way , that they ' re appointed 
at the same t ime . You have your interview for your registrar and your principal 
on the same day , or two days , wi th the principal being first - selec ted f irst  -
and then him sit ting in on the final selection of the registrar and then going 
from there . 

R Of course , had this happened here , you might not have go t Jack Marshal! at that 
point in t ime . 

S We obviously , as you now mus t  be aware ,  are very well served . We ' re going to 
have a cost ing system that  as far as I know , no university has go t ,  in terms of 
finding out what any particular operation costs . I certainly haven ' t  worked 
in a university which had the capacity of providing information that Jack ' s  
system is going to provide . 

R If  you are asked to say in one sentence what it is , what the value of Jack ' s  
contribut ion will be , what would you say? In the way that you made comment about 
yourself and Peter McMeakin . 

S Well , I think to set up . •  well  two things . .  to set up a general office system ,  
which i s  efficient and capable of satisfying all our needs , and in particular 
to set up an account ing system ,  which will no t only make the day to day operation 
of the financial processes very effec t ive , but will also provide information . 
This is what I think so few systems do , it  will provide informat ion about the 
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operation , which in terms of our expansion and j us t ifying things will put us in 
a much , much better posit ion than anyone else . I think that when we start 
getting to the s tage of having to j us tify expans ions in cost terms and this sor t  
o f  thing , we ' re going to be  so much bet ter at this , and this i s  because of Jack.  
And then also on the general office management side we need his ability to set up 
systems , his ability to set up o ffices , which is what his skill is . . . . .  student 
processing and so on . I ' ve no doub t  when this becomes more complex he ' ll have a 
sys t em there that will cope with these things . We are extremely well  served in 
this respect .  We set up a system which is totally hand operated at the moment , 
but is designed so that it  can be converted without altering the system to a 
computer operation , and there seems a possibility . We have arranged a link in 
with Massey computer with a console here . I gather the new Massey computer .has 
a lot of capacity , that with the right negotiations , could probably be made 
available . Then we can very cheaply avail  ourselves of the tremendous potential 
to process . . . .  

R Yes . That ' s  something that you would be direct ly negotiating - computer link-up 
with Massey , or wherever you ' re going to link it up wi th . Do you see that as 
something that you would do . 

S Oh yes . I would do this . Jack would provide . .  would brief me . .  well , we ' d  
do it  together probably . In so far as it related to correspondence that is 
something that I think I would sign , in so far as the mat t er of going to 
see people , we would go as a team. 

R And is that one o f  your priorities at the moment ?  How c lose or distant is i t  
i n  the scheme o f  things ? 

s I think it ' s  sort of middle . I t ' s  not a high priority , because we haven ' t  got 
the scale of operat ion that makes it  crucial , but I think it ' s  not all that far 
dis tant , because I think there are certain things already we ' re seeing that could 
be done much more ef fec tively . For example , we ' re try ing to get out a basic 
mailing list , or a c lassified mailing list with certain types of information to 
go out . Already at this s tage , do we buy an addressograph machine , and s tart 
doing all these sorts of t hings . I think no t .  I think that because ultimately 
these will be done on the computer . All this informat ion will  be s tored and 
the addresses can be print�d out on the computer and that ' s  obviously a much 

Annotations Category 
Comments Code 

and student processing procedures 
and 
( ii ) management of procurement I AS 
functions - i . e . dealings with Ed . 
Dep t . Council and other agencies . 

Link wi th Massey computer - an I AS 
intent ion . Is it realised? 

Institut ing a work pat t ern - S ' s  
proposed way of working with the 
Regis trar . -- the format ion of an 
administrative sub-group . 

Il & 
5 

This comment concerns the es tablis� 1 7  
ment o f  administrative procedures 
that are intended for use in con­
trolling the operation of the 
College . The implementation 
process should be monitored in 
order to evalute whe ther it serves 
the purpose for which it is 
intended . So follow up with : The ILl-4 
Direc tor , Registrar and HOD and 

VJ 
Vo 
VJ 



Interview Protocols 

bet ter way of doing it . So my feeling is that we don ' t  do either at the moment .  
We ' re printing up s tuff and then running them o f f  • . .  and getting an interim 
s tage going , but not to commit money on something that ' s  going to be short run 
like an addressograph machine . I would hope that in a year or two , we ' ll move to 
computerisat ion of appropriate services . 

I can see only pos itive results on this . I can ' t see any imposition to the 
sys tem of forms that we ' ve got to fit  in according to Jack ' s  sys tem to maintain 
the financial con trol is at least no more onerous than any o ther system I ' ve been 
involved . in . It implies a certain amount of work on the secre tarial staff . You 
j ust  employ the people at the capacity to cope with this . It seems to me 
remarkably s imple and effective system .  

R O . K . Well , there are probably o ther mat ters I could talk about , John , but 
lets call it  a day shall we . What I want to do is go away and . . . • . . . . .  

I 
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R That was the transcript of what we talked about last time and I thought the two 
ways I could talk to you now is to recap on points that you raised in there or 
j us t  to let you take up the cudgel and talk about what you ' re doing and how things 
are shaping out over the last couple of months or so - which way would you 
prefer to do i t ?  

S I think if I ramble o n  it ' s  likely to b e  confused , s o  I would prefer if you were 
to ask me a direc t quest ion on a spec ific area or want me to elaborate  on a point 
that I ' ve already made in there . 

R O . K , wel l  let me start at the back end o f  this because right at the end you made 
an interesting comment - you said "I think the dnager could be that the community 
college could see itself  as the centre of cont inuing educat ion in Hawkes Bay , 
whereas it really should see itself as the catalys t of community educat ion" and 
that seemed to me to be a rather important point . Would you like to comment on 
that observat ion in the light of your experience over the last two months . 

S Yes , I s t ill  think it ' s  true but I ' m working very hard at breaking that down and 
whereever possible when people come to me for suggest ions for courses , seminars 
and so on , my immediate react ion is let ' s  put it where the people are rather 
than automat ically assume tha t  it has got to be here , which comes as something 
of a surprise to some people . I get two react ions at the opposite ends of the 
scale . The react ion which says oh what a great idea , yes , let ' s  put it where 
we are because we thought it  had to be at the college ; and a t  the other end o f  the 
scale we get the reaction which says oh no we want it at the college because we 
feel that everyone wants to come and have a loot at the college . Generally 
speaking people are happier with put ting the course where either the ir home base 
is or where they think their friends are and so on rather than have them go to 
college . Difficult to generalize because I ' ve made a point of going away from 
Taradale as much as possible in the las t  couple of months , so consequently we 
have a series of activities going on in Waipukurau ins tead of the Hawkes Bay 
college for example , apart from Peter Williams ' valuable c ontribution as a 
conducted area as far as community educat ion is concerned . Takapau is another 
area I visited and I think we ' ve got things moving there , a slow start but things 
are moving .  Dannevirke is another area I visited and there are some exciting 
possibilities there , I already have a group that ' s  inves tigat ing certain courses , 
I ' m hoping they ' ll feedback to me the results - that ' s  the Rotary Club . We ' ve 
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made a positive step forward in Wairoa with the establ ishment of a community 
education council which will investigate Wairoa needs and I hope act on those 
themselves with our support rather than expect us j ust to cons tantly feed tutors 
up which I think was the original conception o f  what the community college would 
be doing . A central Hawkes Bay group of ladies is currently inves tigating a 
learning exchange for central Hawkes Bay , so my emphasis has been cut away from 
the college al though inevitably a lot has been going on here too . 

R The point that sort of brings me to is the quest ion of priorit ies in your own 
mind which in fact then provides a rat ionale for determining which courses you 
will  mount and proceed with and which courses you ' ll shelve . Is that a 
problematic sor t  of an area? 

S No it  isn ' t  really . I think the rat ionale is very simple and that is that the 
areas for a variety of reasons that have not received from the college in the 
past are the areas that should now get some support from the college . 

R I see the point , have you worked out any way in which you can specify what 
those priorities might be? As a set o f  goals . 

S No I haven ' t ,  I haven ' t  got that far yet . 

R But do you see that as something that . . •  ? 

S Yes , as something that needs doing . 

R Yes , O . K .  you ' ve only been here a couple of months ? 

S Enough time , but goals haven ' t  yet sort of focussed themselves clearly in my 
mind , I ' m  not qui te sure how you would es tablish priorities , do you es tablish 
priorities on the bas is of geographical locat ion , I think to an extent one should 
and that is the area - one of the areas I have been looking at , or do we es tablish 
them on the bas is of those who in our opinion are the members of our communi ty 
with the greatest need and tha t ' s  a difficul t one to sort out because again we can 
be very presumptuous and therefore incorrect in our presumption . Or do we 
establish them in terms o f  the order in which the requests come . Now I think 
that has been in the past , the way that things have been done , but in order to 
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establish ourselves as a community college probably it was necessary to do that . 
If  a reques t comes in for a course or a seminar or for some sort of involvement 
we ' ve taken them in the order in which they ' ve arrived , and I think that we ' ve 
got to look at another way of do ing it  becuase we ' re get ting so many requests 
that we can ' t  possibly take them all as they come , it ' s  j ust  impossible .  

R Yes , I guess the sort  of idea that I ' ve got  going through the back of my head 
if in fact the community college is to achieve some sort of dist inct ive character 
in terms o f  what it does and the sort of ins t i tution that it  is , then in a sense 
you can ' t let it  drift  as it were , that ' s  the point I ' m  making • • • .  

S I would l ike to see the focus on the training at a trainers level I think , I think 
this is  where we perform our most  valuable funct ion you know . If  our effect is to 
be felt over a very wide area then ins tead of hit t ing people right at the ground 
level , for example with a craft  course or something of that nature then we ' re 
not achieving as much as we would if  we offered a course for tutors so that they 
themselves could go out and do the tutoring I think that is where our 
principal funct ion lies . In terms of recreat ion which is my par t icular discipline 
I would see us performing a far more important function in the community , i f  we 
were to take the coaches and improve the level of the coaching at various levels 
rather than take the player and coach him ourselves and that sort of rat ionale I 
think should go through a lot of what we do . Now if  we ' re going to reach the 
non-j oiner then perhaps we ' ve got to go right down and involve that person first 
in order to make them aware tha t  the communi ty college exis ts and that we ' re 
for them rather than agin them . 

R What intr igues me in the way you put i t  then , you used the ford ' func tion ' and 
tha t  implies to me ways of doing things and that ' s  fair enough . I f ,  and can I 
j us t  harp back on to the goals thing agian or the obj ectives operational sorts 
of obj ectives , to wha t extent do you see recreat ion the prolierat ion of 
recreational opportunity as be ing an important sor t of obj ective , is that some­
thing that you would j udge to be important?  

s Yes , I do j udge i t  to be important for a variety of reasons . Many people look 
upon recreat ion or let ' s  put it another way , look upon their spare t ime as the 
t ime that perhaps needs f illing . In o ther words , they ' ve analysed their spare 
t ime whereas they may not have analysed what they want to learn and so they look 
at their spare t ime - and I think it ' s  a common denominator throughout the 
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whole community - it ' s  much easier to persuade people if that is what we have 
to do to become involved in cont inuing their education in a recreational area 
than it is in an academic area . If we can get them involved in a recreational 
area I think we get a tremendous feedback as far as the college is concerned and 
this is why I would like to see some sort of recreat ional function in the college 
so that we draw people in and then we get feedback I ' m quite  sure into o ther 
classes and o ther ac tivities , and I don ' t  mean to say that all recreation has to 
take place here I don ' t think it  does . S tructure some programme for coaches , it 
maybe coaches or it  may in fact be a badminton c lass , but if  we could locate that 
in a place where other classes are going on so that they could see o ther c lasses 
then the person who came init ially for a casual recreat ion experience may in fact 
become involved in o ther things . And this has been shown to be the case in 
Manchester for example where they s tructure the whole community school around an 
indoor swimming pool and made the walk-ways around the outside see through glass 
windows of the swimming pool , people are invi ted to swim as families as a 
community generally , and the school saw the communi ty swimming and the swimmers 
saw the school working and an interact ion grew f rom that , I think probably that ' s  
one area that ' s  well worth investigating . 

R That sort of relates to this idea of making educat ion visible . 

S Yes . 

R In fact these comments you ' re making bring to mind a whole range of points .  What 
I want to come back to is the quesation of your concern about being tied to 
your desk , what you ' re now doing and the j ob you used to do in the pas t , but 
I ' ll come back to those in a minute . Can I j ust  plug in on something else , namely 
the quest ion of the way in which the community college has been designed ; your 
feelings about the design of this inst itution , the set of buildings that you ' ve 
got , the sort o f  facilities that are available and how these might af fect the 
implementat ion o f  your goals? 

S I only have feelings about it  at the moment , no concrete evidence . My feel ings 
are this , that we ' re very much the convent ional institution . I think that our 
buildings vis ibly reflect what the community expec ts an educational ins titution 
to be like and there fore when they drive pas t us on the main road they see what 
they expected to see in terms o f  a tertiary ins titut ion which is large build ings , 
labelled driveways and so on and so forth . I think , in fact I know because I ' ve 
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spoken to many people that their immediate react ion is that that is a place where 
we ' re expected to go in if we want to accede from it . Now how I ' m going to break 
this down I don ' t  know and how you could do it in redes igning a community college 
I ' m not quite sure . The locat ion of a community college is important . I think 
I think the community college would funct ion more success fully as a communi ty 
college if we had less or fewer c lassrooms and were forced to look out into the 
community for our classrooms so that our c lasses , seminars and o ther activities 
were taking place in the communi ty where people could see it  operating . 

R I sense there ' s  quite  a lot of pressure on to have a community college which is 
a visible sort of structure which people can point to and say with some sort of 
pride ' that ' s  our community college ' .  There ' s  a bit of a compromise there on 
the one hand that some people see that as being impor tant but that gets 
j ux taposed against the point you ' ve j us t  made about the collegeprovid ing a service 
which takes the locus of  interest away from the institution itself - got any 
comment there? How can you marry those two sorts  of aspect s ?  

S I don ' t  know , I think you ' ve h i t  the nail right o n  the head - I don ' t  know the 
answer to i t , on ffias to marry them somehow . Change of atti tudes in people . 
Change of attitudes in poeple , that ' s  how you ' re going to get out of it . We have 
to persuade the people tha t  okay , we do have an institut ion here but i t ' s  an open 
doors , continuing education institut ion , i t ' s  not a desk and straight lines 
inst i tu tion , chalk and talk • • •  and that ' s  why I think we ' ve got to get at the 
l evel that they probably understand which is the informal social recreational 
area . 

R And of course the idea of chalk and talk and balckboards tends to be- the very 
word ' educat ion ' tends to turn a lot o f  people of automatically almos t .  

S A lot of people have had a very bad exper ience ,  in fact  if  we believe 
statistics about 50% of a failure rate of most  of our communi ty in terms of high 
school and for them a return to educat ion is a return to the high school 
environment .  Es tablishing a new concept , a new level of understanding about what 
education can be in its continuing sense is a very dif ficul t to put over , even 
talking to groups direc t ly they still won ' t  believe you in terms of what the 
community college is t rying to do . There ' s  s t ill  a great deal of misunder­
standing about what the college is even very locally which is where you ' d  expect 
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I think we ' ve made some valuable steps in 
of Wally and his operat ion at Ma raenui and 
and I ' m  hoping that Mike Collins ' youth re­
rather than expec t ing people to come in .  

R So those three people are operat ing predominant ly out  in the f ield? 

s 

R 

s 

Yes they are , and they ' ve got to retain that sort of role and i t ' s  important 
that they don ' t  become embroiled in the internal c lass s tructure in here and 
I shall bee that they don ' t ,  that ' s  important . 

I was going to ask what are the implications o f  that for you , but we ' ll corn� back 
to that in a minute . I want to ask you about the des ign of build ings and the 
enhanc ing or inhibit ing effect i t  has on a community education funct ion - tele­
phone interrupt ion , - have you ever really given much thought to that in t erms of 
what community educat ion should involve? 

Yes , i t ' s  necessary to have some sort of home base to start with and a home base 
has got to contain the administrative element because there is one , i t ' s  a fairly , 
weighty one . I would site i t  as c lose to the centre of population as poss ible , 

' 

so there was little  travel as possible for most  people . I would assume right 
from the word go that that was an administrative centre only and that i t  wasn ' t  
a teaching centre although i t  may be necessary for some teaching to go on there , 
part icularly in terms of vocational where you do need a home base if we ' re 
envisaging a communi ty college , as we ' ve got here , where there is a s trong 
element of t raining apprentices then you need a home base , but the actual 
community s tud ies and the community involvement aspect of community education 
I would implant in the community a number of educa tion centres and they could be 
houses , church halls it doesn ' t  mat ter , and these would be placed where people 
could enrol people could take classes on a neighbourhood bas is . I ' d  use them as 
the base for my programme . I ' d  have them administered largely by local people 
so that I had local people taking enrolments , use local tutors as far as possible 
on a neighbourhood basis . So that instead of trying to meet the needs of the 
whole community I think I ' d  head for meeting the needs of the neighbourhood . 
Now there ' d  be some common needs . A good example of that would be our community 
workers course where we ' re training volunteer community workers where there may 
no t be enough cus tomers in any s ingle neighbourhood , in which case that might be -
that course might require a home base which meets  the whole community . But I 
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think courses should meet theneeds of perhaps the local thousand people who l ive 
in a neighbourhood rather than expec t us to - as we ' re do ing here - to mount a 
course and hope enohgh people. come from Havelock North , Napier , Hast ings and so 
on to get the course o ff the ground . I ' d  rather work on a much c loser more 
initimate , homely base and I 'm quite sure then that we wouldn ' t  be getting people 
as we are from a part icular level of the community to j oin in a lot of what we ' re 
offer ing which would be of great value to them . I think if their own people are 
involved in the structure of  c lasses and in the tutoring then we ' d  get a higher 
level of involvement .  

R Yes , I ' ve often wondered about this too in terms of location of the college here 
at Taradale . While in some sense it is equally dis tant from all the other areas 
around and some more or less than others , it ' s  also - well it ' s  equally distant , 
i t ' s  distant . • . • 

S Yes , it has from that point o f  view certain advantages and it  tends to negate  the 
parochialism between Napier and Hastings . I think people do see it as neutral 
ground , on the other hand it  does present a travelling problem and although I ' ve 
not done an in depth s tudy of  our students ,  you only have to look through the 
enrolment cards to see where mos t of them are coming from , and that ' s  from 
Taradale/Napier . We ' re getting very few from Hastings , even though it ' s  a com­
paratively short bus ride . 

R Certainly that makes your point about setting up neighbourhood centres . . .  

S Mmm , I think - we already have a network you see o f  bases in the high schools , or 
if  you like in any school , and I think we ' ve got to utilize that and I think that 
we have to if you like , brainwash local Principals first of all to the use of their 
school by the community , and secondly in the philosophy of community and continu­
ind education , and with the new regulat ions which I now hear are not coming into 
effect t ill 19 7 7  for extens ion programmes in high schools which will give school 
principals a great deal of f lexibility and will enable them to mount community 
education programmes which meet the needs o f  their own community , rather than 
satisfy the corridors of power in Wellington which is the present situat ion . I f  
we can plug into that system and o ffer our support t o  local communi ty education 
programmes based upon schools then I think that we will  achieve a process through­
out Hawkes Bay , because we do have expertise here , we do have profess ional 
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l eadership here , we do have such things as  the abil ity to produce brochures , 
cheaply and easily and these are the sort of things I think we ' ll be able to offer 
schools . They ' ll do their own ascertaining needs , the ir own surveys if  they need 
to . They ' ll be able to offer the craf t course for a minimum number of people , 
that ' s  a funct ion I don ' t  think we should be of fer ing . 

R Well  that raises the point of I guess there ' s  a lo t of work to be done in terms 
o f  setting up a network of relat ionships with the secondary schools . . . . . 

S Very much so . 

R . • .  which hitherto hasn ' t  been really touched very much . 

S Although there are one or two already like Havelock High for example Por t Ahuriri , 
Tamatea Intermediate , there are one or  two schools that are now becoming 
involved and actually j ust  before you cam Trevor Campbell from Port Ahuriri  
phoned me and said you know , I ' ve got two courses I ' d  like to run because there 
was a localised need because of our s i tuation to his . 

R Yes I have in mind a comment by Frank Krist - have you met Frank Krist?  ( S  Yes) . 
And he was saying in an interview I had with him some time ago that they had 
something like 30% of all the e ligible adults  at one point enrolled in night 
courses in the high school . That is adults  from Has t ings , I guess , but what that 
does raise , of course , is the quest ion of what then does the college set out to do 
as d istinctly a college funct ion rather than activities which can be mounted 
as i t  were in schools and which become ident ified wi th the school , with the 
neighbourhood , with the local area . 

S I would be most  reluc tant to place arbitrary d ivis ions between what is the school 
funct ion in terms of community education and what is the community college ' s  
funct ion . The college , j ust  because o f  its  accep tability in high places if  
you like , is  able to invite important people to an  area whareas a school would 
f ind it difficult to do that and we wouldn ' t  hesi tate to bring up the person we 
thought was the righ t  person for a class , say from Welling ton or down from 
Auckland and I think that ' s  where a school could benefit  from the sort of 
ability we have to do that . But if the school wished to· do that , if Frank Krist 
wished to do that then I think he should feel perfec tly free to be able to run 
his operation in whatever way meets his owm part icular needs and if there is 
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enough custom for Frank to run a class down there and us to run it up here then 
there ' s  no reason why we shouldn ' t  both be running the same class , no I wouldn ' t  
put any arbitrary lines on this one . 

R Mmm , so it ' s  a mat ter of the college diffusing itself as it  were into the 
community? 

S Yes , yes . 

R You see I think some people have an idea that it ' s  impor tant for the college to 
acquire kudos , now what you ' re suggest ing may in fac t result in the very long 
run of the college of acquiring kudos through its  activities in a community , but 
as a short run thing . . • • .  

S Kudos is not important as far as I ' m concerned , it ' s  not an important element . 
I think that it  has been done and i t  probably was impor tant in the initial 
s tages I ' m quite  sure although I disagreed wi th John very strongly on the sor t  
o f  already high academic success o f  many of  our cus tomers and this was the group 
that he was aiming his classes at , it was clear from his appointment of the 
original community educat ion tutors , Peter , Roley and so on , that their field 
would only appeal to a very limited number of people , John ' s  reply to that was 
that it was important to get the support  of those people before you move down or 
up . 

R That ' s  right , in fac t the page I ' ve got open here you made the comment - my 
impression an ins titut ion with - again an impression - a culturally oriented 
programme which at the moment seems to be catering for a very limited clientele -
that was your observat ion about a month ago . 

s 

R 

But with the new appointments now I think that - if you ' ll excuse the expression ­
we can look at downers in our community , a wider social base . (nothing here • • •  ) 

What I ' d  be interested to hear from you on is this bus iness of the division of 
iabour now that you ' re here and John ' s  in a position to start handing over stuff 
to you presumably , I may presume too much of course but . . . .  

S You don ' t .  

Annotations 
Comments 

Category 
Code 

Kudos no t important -- i . e .  recog­
nition from without as a prestigous 
ins titution . (A - G . A . ) 

' 
! 
I 

Reference here to J . H ' s  strategy of I A3 
satisfying a ' middle class ' 
clientele to es tablish the C . C .  - a I 
secure social base (Sclznick) . 

The recruitment of new tutors to 
extend the College ' s  social base -
Follow this up with J . H .  re youth 
work , Maori Ed . programmes . 

I .A2-3 

f 

w (j\ � 



Interview Protocols 

R To get you to comment on the relat ionships that actually exist with o ther people 
in the ' hierarchy ' and then to make some comments of how you see a non-hierarchal 
organizat ion - a non-hierarchically organized place developing and whether that ' s  
possible , and if not why not .  

S Can I take you last point f irst . A non-hierarchically organized inst itution . 
There ' s  a very genuine effort being made to create a plateau of seniority rather 
than a pyramid . John ' s  working very hard on creating a sor t of platform o f  
executive of mysel f ,  Greg , himself of course , and Jack , where there ' s  a sharing 
of decision making once a week at that level and I think tha t ' s  been very 
successful and I ' m  t rying to operate in the same way wi thin the Dept in that I ' m 
not creating a hierarchical struc ture within a department . Now I don ' t  know 
what Greg ' s  doing . 

There ' s  a hierarchy in the office  adminis tration , very definitely and I think 
that ' s  self-created people recognize seniority there and perhaps that is the 
nature of commerce I don ' t  know they ' re used to that type of s tructure , and that ' s  
unfortunate because tha t ' s  creating all sorts of undercurrents and whatever . 
Relationships on that executive level are very harmonious and I think they are 
harmonious because there is a sharing of ideas and then we each return to our 
own special areas and perform or carry out the decision making within the idea at 
our own speed without consultation any further . At this early s tage I feel I 
need to consult on a numbe r  o f  things . The ideas that are promulgated at that 
level are shared at my own departmental level and we discuss them there so I don ' t  
in fact see a step down from the executive plateau if you like of decis ion making 
and sharing down to a departmental level which means an extens ion across the 
board at least that ' s  what I ' m trying to create , each member of the community 
studies department is as important when it  comes to making a decision , as either 
myself or John or Jack or Greg . Some people find it ' s  very hard to accept it ' s  
a new concept to a lot o f  people , par t icularly those like myself who came up 
through a hierarchical system in the secondary school . I ' ve forgo t ten your next 
quesation , what was it?  

R Well the question related to the sorts  o f  things that you are  now taking over 
from John at a time when he was the only person running the community education , 
but can I j ust backtrack a wee bit before we get on to that , and it ' s  no t so 
much a mat ter o f  prying but a concern for the way in which you see the adminis­
trative o ffice funct ion working itself through . 
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S Mmmm, well  I 'm not backing off on this one but at the moment I can ' t understand 
the adminis trative office , and by that I mean Registrar ' s  operation . It  seems 
to me to be grossly top heavy in terms of man power and machines for the level of 
work I assume goes into it and certainly the level of output from i t . I ' m not 
aware of the output from i t  or the degree of output I would expect from that 
number of staff and machines . That in fac t may be a good thing , it  may mean i t ' s  
working eff iciently but on the other hand there seemed to be alo t  of gaps , 
a lot of unnecessary paper flying around . There is a growing tendency and perhaps 
i t ' s  the nature of administration , of sharing , shar ing dec isions sharing common 
rooms and so on for office staff to become involved in affairs which should be 
the - I think the domain o f  the communi ty educat ion department . Dec ision making 
and solving of problems . . • •  

R What sort of things would they be? 

S Whe ther or not for example a seminar is at the basic level a good idea and whe ther 
they think tha t  in fact I ' m  going to get the custom for i t , and quite  frankly I ' m  
not interes ted in what the office  s taff  think in that regard , I consider myself 
to be  the profess ional at that level and I ' ll make that decisions . As to , for 
example , where the chop off point is on enrolments and so on . Now , there ' s  got 
to be a buffer I think between the community query of a course or whatever and 
myself and the office staff should be that buffer . Where a decision has to be 
mad e  that should be referred d irectly to me rather than a decision being made by 
an o ffice staff member on the telephone . 

R Can I pry j us t  a wee bit further , does Jack tend to be the one who intrudes as 
it were inthis dec ision making process ? 

S To some degree , yes . Yes , he does , I mus t be honest . I feel tha t - and I ' m 
being very frank which is what you want • . •  ? ( R  Yes) . That he perhaps feels his 
position extends beyond that of Registrar and I don ' t think that it should . 
- telephone interrupt ion - I think that the Registrar ' s  posi tion ,  even in 
an experimental college like this should remain an adiministrative func tion , 
he should be respons ible for the taking of enrolments , registrations , the 
financial side and so on and he shouldn ' t  become involved in the planning of the 
community educat ion programme . Surely if we as the decis ion makers in this 
area can make life easier for his office staff , the sugges tion should come from 
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him ,  and in this regard he has . He put out some extremely good planning guides 
for example which help his administrative struc ture now I think it shouldn ' t  go 
beyond that . I see a growing inclinat ion in fact for Jack to become involved 
in the general adminis tration of the college , tutor func t ions and so on and 
whether or not they ' re performing efficiently , whe therthey ' re f illing in their 
registers and if they ' re not then I obj ect to Jack tel l ing me that my community 
education tutors are not f illing in their regis ters adequately and so on . I 
would prefer that to come through my Director . Now perhaps this has grown out of 
the college being small  and in the early formative s tages and it  was necessary 
perhaps through the d ivision of labour in theearly stages for that to happen , 
1n this stage I don ' t  think it  is I think that there is so much of importance 
to be done in the office that that is where Jack ' s  func t ion is and he should be 
there in an advisory capacity - decision making capacity .  

R Yes , well . • •  you ' ve made t he comments and I guess I would be predisposed to think 
of the administrat ion serving the profess ional s ide of the college , rather than 
having some othe r ,  the obverse of that being the case . 

S Yes , that ' s  right . What I ' ve said may sound derogatory in fact i t ' s  not .  I ' ve 
got great admirat ion for Jack and his operat ion . I think he ' s  a very efficient 
person and he ' s  a professional in his own right and that ' s  where I like to see 
his skills focussed . 

R Rather than stepping outside the scope? 

S (couldn ' t  pick up comment) 

R Well the reason again that I ask you that quest ion is that I would l ike to talk 
about your func t ion now and John ' s  funct ion given the appor tionment of j obs to 
you that he used to be responsible for . 

S This hasn ' t  clarif ied i tself as yet because I ' m still  working really through a 
backlog of work which John had stockpiled for my appointment - pending my 
appointment . I think what is extremely gratifying is that at no stage do I feel 
that John and I have c learly defined func t ions be tween ourselves and this is 
tremendous . Where a problem arises and he has the ski lls to solve that problem 
he automatically takes it  on , we both assume tha t  that will be the case . And 
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if I have the skills in that particular area then I take that particular proj ect 
on . 

R Can you instance cases where that has happened . What would be illus trations of 
that?  

S Well  an illustration of this would be • . •  quite  a large undertaking at the 
moment is the course Volunteer Community Workers and we ' re offering ultimately 

a certif icate for volunteer community workers . Now the housekeeping arrangements  
of locating tutors , drawing up brochures , t imetabling tutors and so on  and so 
forth , that ' s  the func t ion that I ' m taking on , that ' s  the level of the adminis­
tration as far as that course goes that I ' ve got , but when it  comes to advice 
on course content which is John ' s  par t icular field then I go back to John and 
say look is this what you had in mind , yes or no , and he ' ll make suggestions , 
perhaps an alternative tutor for that particular module . So we ' re working very 
closely on this one . At the moment I ' ve handed one sect ion of that work to tally 
over to him and that is the decis ion on what modules should become core modules 
for this and what level of pract ical involvement we expect from a candidate 
before the issuing of a proper certificate . In certain instances with this parti­
cular course problems have arisen where neither of us have the knowledge or the 
skills to supply an answer and so we ' ve gone to the community to a profess ional 
soc ial worker and said what do you think about this . So it ' s  been very much a 
team effort and I think this is applying to a number of things that are happening 
at the moment .  John ' s  particular skills - one of John ' s  part icular skills - is in 
the ideas area , he ' s  a great ideas man and he can trot ideas off the top of his 
head related to a part icular problem he ' s  a great lateral thinker . He ' ll shoot 
those ideas to me for considerat ion and perhaps further exploration and I can 
go back to him and say this will work and that one won ' t .  

R How does he do that , does he j o t  it down on a bit of paper and whiz it through 
or do you get over the table and have a yarn about it ? 

S Yes , usually over a table and we have a yarn about it , or I can take a problem 
to him .  I might have come up against a brick wal l  on a part icular proj ect 
and he ' ll present alternat ives which I haven ' t  even thought about and I ' ll go 
back and explore those . So without that sor t of intellect a lot of what I ' m 
doing , in fact , wouldn ' t  operate and it ' s  great to have that liaison . In o ther 
words i t ' s  not a situat ion where he says this is your baby John , you go and solve 
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that and you see it through from beginning to end . I don ' t feel I ' m  in that 
s ituation at all . Things become a team effort although probably the bulk of  the 
work is being done from this office on any particular course that ' s  being mounted . 
A lot of  the vital thinking is  being done by John , he ' s  feeding that in all the 
t ime . Now I don ' t  feel in any way subservient because of that , I don ' t  feel I 'm a 
lackey j ust going away and looking to the house-keeping arrangements , it ' s  an 
extremely good team that ' s  operating at the moment . 

R Well  can I j ust relate that back to this policy . I ' ve got a bit  of a bug about 
policy that I ' m trying to work out in my own head at the moment .  You know , in 
fact when I ' ve looked at the documents of the institution so far , very little 
is written down in any way whatsoever .  Now is this strategy quite deliberate on 
John ' s  part?  

S Yes , I think so . 

R But at the same time what we have emerging is a kind of policy which is unwritten , 
and the policy gets made in the process that you ' ve j ust described a dialogue 
between you and John and the way you work it out , resulting in courses being set 
up without any formal s tatement as it were of obj ectives , would you see - is that 
a fair characterisat ion of the way it tends to happen? 

S It is yes , it is . 

R Do you think at any point in time the college is going to have a formal document 
which articulates policy in some way - I 'm not thinking of policy here as an 
inflexible s tatement o f  direction and where we ' re going but rather s tatements of 
guidelines of  priorities over periods of  time that sort o f  thing . 

S Yes I think so , I think that that will have to be coordinated . Yes , the feedback 
I get back from tutors in part icular would indicate that it ' s  necessary , I don ' t  
think we ' re ready for that yet , I think we ' re too much at t,he exploratory s tage 
I don ' t  think we would even attempt to put down any sort of priorit ies in terms 
of community education funct ions anyway . 

R So at the moment you ' re st ill as it were being sensitive to the social base of  
the community? 

His initial assessment of  the situ- jL2 /I3 
ation ; but note the reference to 
lackey and the possible implication 
the in time J . W .  will be given 
fuller authority to run the C . E .  
Dept -- i . e .  exercise his own 
leadership . 

For pol icy read implementation of  
organisational procedures to  
coordinate activities and make 
decisions . 
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S Very much so , yes . You see part of the emphasis of operation is right down at 
the lower social base if you like and we ' re flexible enough at this level to say 
that i t ' s  happening and let it happen , let those people on the tutorial staff who 
are working at that level work out their own priorities and solve their own 
problems and they come to us and tell us that they ' ve been doing and everything 
they come and tell us we accept and we may of fer suggestions , but it ' s  largely a 
package deal that they ' re operating on their own and providing we ' re kept informed 
about what ' s  happening then we can make suggestions and marry it in with something 
else that ' s  going on that they ' ve not been aware of . No I think we ' re at much 
too early a stage to start commiting anything to paper at all and I think this is 
what is attracting staff  to the college to a great extent . I think it ' s  
why we ' re getting the Wally Hunts and we ' re getting the Mike McCallums who are 
independent operators and like to feel a degree of autonomy and don ' t  need to be 
motivated by any sort of j ob specification or order of priority . 

R And predominantly those two people are working out in the community? 

s Increasingly Fay is working out in the community too . I think this is a good 
example of what can happen as a result of tutor f lexibil ity whereas I think she 
was employed initial ly to cover the area of child development ,  parent education 
and so on in terms of tutor contact hours within the ins ti tution . If she was 
staying next year and I don ' t  think she is , she probably would only want to commit 
herself to one 2-hour session per week within the college . Whether she realises 
that the most good can be done out in the community in sort of unscheduled , 
unstructured situations and let classes grow out of  those which may take 
another 2-3 years . . .  very difficult to evaluate that sort of operation but I 'm 
satisfied that she indicates that in her heart she knows that she ' s  doing a 
tremendous amount of  work with a group of mothers who will never come to college , 
and so therefore she has to work in a very f lexible way and play things by ear 
the whole t ime , very valid class contact hours and she doesn ' t  need to be 
comit ted to so many classes in the college programme . 

R Yes . Would you see Fay ' s  involvement in that  kind of ac tivity pretty much a 
direct outcome of  your influence? 

S I think so . I think she wanted the support form somebody - I 'm not saying that 
John hasn ' t  given her the support ,  I think there was a slight difference in 
philosophies as far as John and I are concerned here and we both recognise this 
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this and I think it ' s  to his credit  that he ' s - he ' ll allow this degree of 
flexibility , that whereas he would prefer to see programmes and have tangible 
evidence of tutor contact which can be clearly illustrated to the Department 
and also to the community , I 'm quite happy to know that these things are happening 
and herald i t  because I think that in the long term we ' ll get the sort of  feed­
back that we want from the community . A sort o f  process that I ' d  like to see 
buil t  up . 

R Yes , in a sense I suspect John ' s  in a bit of a double bind here because he 
recognises you ' ve got to crank out student hours to warrant staff and yet he 
has this other mission in mind as \•7ell of  gett ing out into the community . Is 
there any way whereby say Fay ' s  ac t ivi ties . . . .  

(End of tape) 

S We ' re now having to think of  ways and means to credit that type of  exercise - a 
student contact f igure , and that ' s  fairly hard to do and there ' s  nothing in the 
regulat ions which takes account of that informal situation . Thf crunch is going 
to come of course when the Department asks us to - for some/ 5�rreturn which wants 
us to furnish them with contact student hours for the community educat ion 
tutors and I think we ' re going to have to state very clearly that this casual 
meeting of half a dozen mums down at Maraenui and a dozen kids for a couple of  
hours is  in  fact  a student contact situation even though it ' s  not structured as 
a formal course and doesn ' t  appear on a programme as a formal course . Now I 
don ' t  think we ' ll have any problem convincing the Dept of  that - j usti fying Fay ' s  
existence in termsof s tudent contact hours , not with the support we ' ve got from 
the Dept . 

R Yes . Well  taking that thinking one step fur ther , is it the sort of  intended plan 
that out of this contact that Fay ' s  gett ing she will es tablish - to use your 
expression - cells of people who can then take over running the show themselves 
while she moves on as it were to ini t iate others ?  

s Yes , that ' s  exactly what we plan to do and we have discussed this very recently, 
Fay ' s  opinion in this particular case is that the group isn ' t ready to do that , 
and that ' s  a matter of  personal - i t ' s  obj ective j udgement isn ' t  it  you know this 
group is now ready to start making decisions on their own and she thinks it may 
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be another 6-7 months before it happens which will be sad because if she leaves 
she won ' t see it . On the other hand , being optimistic Fay leaving might be j ust 
what that group need s .  

R Could be , yes . 

S They j ust  might need that little bit of push to go out on their own . Now there ' s 
creat ing a cell in the most dif f icult possible circums tances and I think that we 
could run a similar operat ion say with youth and make them sel f-suf f icient and 
having them running their own operation or we could do the same with a nice 
little group of middle class mums looking after themselves and running their 
community education programme with out support and us suppor ting them with a tutor 
perhaps once a fortnight or three weeks , that sort of thing , and from that cell 
they might want to run their own learning exchange or mothers circle or invite 
their own speakers in and pay them their own travelling expenses and that sort of  
thing and we ' ll support them . In terms of the Maraenui mums that is exactly what 
we have in mind that they will become a self-supporting group and we don ' t opt 
out we continue to extend their range of  experiences . 

R That leads on to another pain with respect to Fay , at one point she was planning 
to get involved in the exercise of training pre-school centre supervisors , now 
I don ' t  know whether that ' s  still on but whether or no t it ' s  on raises another 
issue . The distinction between vocational s tudies as typif ied by what ' s  going 
on in the trade courses and community educat ion studies . Now it seems to me 
that under the guise of community education studies you can legitimately have in 
fact vocational programmes and the youth leadership training programme is a case 
in point I would think , which leads me to ask you how is iE that you see your 
funct ion being - as HOD community education studies being rationalized with Greg 
Gear ' s  funct ion as HOD on the 'vocational training side ' ?  

S There ' s  a very woolly area here in fact , as you know , what is a vocational course 
and what is not a vocat ional course in terms of organization within the college . 
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An upgrading course , the one we ' ve jus t  run for retail pharmacy assis tants for 
example , is a vocational course in the true sense of the word al though it was 
organized by John under a community education programme . I think this sort of  
thing is something that will be apportioned out internally and probably is exactly 
what we need to break down the barriers and particularly where we can use the 
so-called "vocational" tutorial s taff and bring them in a tutorial role on one 
of these woolly areas and this will help them break down their self-imposed areas , 
they think we are vocational tutors , period . . .  and I think a lot of  them do 
still think that way . And I qui te expect that that will be the case for along 
t ime . 

Well the reason I raised that question is that I ' ve thought for a long time .that 
the way in which the Education Department decided to make appointments at the 
level of HOD pre-empted whether or not alternative modes of development could 
occur -- other than community s tudies and trade training - tech insti tute . . .  

No , I think we ' ll be running a large number o f  these undefinable courses in terms 
vocational/non-vocat ional and I think it will j ust  be a matter of  an internal 
decision round a table , you know , here a course reques t it ' s  clearly an upgrading 
course therefore it ' s  vocational - who ' s  going to handle it and if I haven ' t  
got a lot on my desk I ' ll say I ' ll do i t  or I might say to Greg I think that 
you ' ve got the tutors in fact who will slot into this already in your Department , 
how about you handl ing this . Now that ' s  the way i t ' s  being done at the moment 
and I don ' t  see an�· reason why we shouldn ' t  continue in this way . 

R How do you propose - given that - to work out the problem then of  the chain of  
command that other people , subordinates to you and Greg in  the organization 
regard as being their legitimate superoridnate - their boss or however you want 
to put i t .  For instance the blokes down in the trade shops I imagine see Greg 
as as off icially theor HOD . 

S Sure , sure , I think that that will continue to be the case �o that they will see 
Greg as their HOD and the community education tutors will see me as their 
HOD . I ' m not quite sure how that att idue should be changed or i f  in fact i t  
should be , perhaps i t ' s  as  well  that tutors look towards one person to  whom they 
can go with their problems and so on , it might be to their advantage that i t ' s  
clearly def ined in their own mind , even though in my mind and in Greg ' s  you 
know , we ' re part of the organization and we know we ' ve got our own areas of  
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responsibility and we were d iscussing this ac tually when you came in . Tha t there 
are clearly some ways in which the vocational element and the non-vocat ional 
community s tudies element can be brought closely together o therwise , proj ecting 
ourselves forward 20 years , we may in fact have a technical ins titute operat ion 
ent irely separate from the community s tudies operation and we ' re looking at some 
solid ways of being able to bring these toge ther and one of the ones we ' ve come 
up with is a liberal s tudies programme for next year . 

R Which bridges the two? 

S Which bridges the gap ; in o ther words , all students and all tutors for that one 
hour per week will  j us t  be community college tutors and there ' ll be a big cross­
over of tutors to students who will be teaching wi thin their area or outside it . 
In o ther words the metal work guy , the engineering guy might be teaching guitar 
or something like that to a group of typing s tudents , a general sort of pot­
pourri of skills . But i t ' s  very hard to come up with some positive ideas you can 
philosophise on i t , ways of doing are not easy . 

R People like Garret t  and Renwick were saying 18 months ago we want the distinc tion 
between community and vocational s tudies to be blended somewhow or other , we 
want some sort of integrat ion to occur and yet they really didn ' t  have terribly 
many good ideas about how you would do that . 

S No , that ' s  right , I don ' t  think we can . I think on the social side it ' s  been 
accomplished with the common s taff room and I think when the new building goes up 
because that will  be a common teaching ground for a lot of us ins tead of the 
vocational one s ide of the drive and community the other - we ' ve even got two 
signposts coming through the drive - ' workshops '  and ' community education ' so i t  
divides u s  straight away i n  the drive . The common build ing , common teaching 
administrat ion area mus t  make a lot of difference . John has deliberately in 
his planning - He ' ll tell you about this no doubt - planning of o f fices mixed 
people up so there ' !! be a sharing of ideas you can achieve a lot over a cup of 
tea or a 5 minute chat between paper work , but beyond that I ' ve go t no 
pos i t ive suggest ions for bringing the two together . 

R Yes , wel l  • . . •  
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S Graham Allport of course , some of the tutors are being used for community educa­
t ion programmes . I think one of the motor engineers is doing a vehicle 
appreciat ion for women and we ' re hoping to operate a women ' s  s tudies class on a 
regular basis throughout next year and would anticipate that we could bring some 
tutors in on what to do wi th a sticking drawer , door and that sort of thing , 
so they are becoming more involved in a wider field of community education than 
they would if they were teaching in a technical institut e .  

R Yes , well that ' s  fair enough . That ' s  probably as much as you can say at the 
moment .  

S I think s o .  

R I suspect I may have pretty well covered a l l  the sort of s tuff I wanted t o  talk 
about at the moment . . • .  

S Will you be up again? (R I may not be , so . .  why do you ask? ) 

S Because i t  would be interesting - I ' m not clear in my own mind what the func t ion 
of a community educat ion advisory commit tee is . I ' m  Chairman of that commit tee 
and i t ' s  made up of a Council member - sorry two counc il members , a non-council 
member but a tutor , part-time tutor I should say Dick Spence , and any of the 
community educat ion staff that happen to be free at the t ime of the meet ing which 
is normally around about 3-4 . Now I ' ve sat in on two which were chaired by John 
and Ive chaired two and I ' m  not clear on its funct ion , I know what I ' d  like i t  
t o  b e  and I ' m j us t  wondering i f  you come up again I may be able t o  tell you 
what in fact it ' s  supposed to do . 

R What do you call it again? 

s The community educat ion advisory commi ttee , i t  meets once a month prior to the 
council meeting and we report  to counc il on mat ters pertaining to communi ty 
education programmes and so on . My feeling is that mos t people feel it ' s  a waste  
of t ime and that ' s  my feeling at the moment and the meet ing really is a presenta­
t ion of fact s  and data you know , the programme to date - our problems at the 
present t ime sugges t ions for courses , this sort of thing , which could be done 
j us t  as well by s t icking i t  on a bit of paper and showing it to everyone on the 
committee rather than bringing them in once a month for 1�2 hours . . . . .  

Annotat ions 
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R What would you see it doing - you know what ' s  that idea you ment ioned? 

S Yes , I ' d  like to see it  define its func t ion first of all , which is what we ' re 
go ing to do this week and I will j us t  ask each one of the commit tee what they 
think the func t ion of the commit tee is because I don ' t  really know myself . I ' d 
like to see it  as a trouble-shoo ting almost think tank si tuat ion , say here ' s  
where we ' re at where do you think we should be going , perhaps this is a group 
which should s tart thinking in terms of prior ities and guidelines , perhaps they 
shouldn ' t  be advising me or the tutor ial staff on what they should be doing 
at any s ingle t ime but they should be saying that ' s  a good idea , have you thought 
about doing such and such or combining you know , the mus ic and ar t for a 
particular proj ect or something of that sort . This is the sor t of informat ion 
the sort of ideas that we sor t of thrive on. So more of ten than not the tutors 
and myself are the ones that come up with these sor ts of ideas and not the part­
time tutor or the counc il member . In other words , I think we could operate 
very well  without the part-time tutor and council member , I don ' t  really know why 
they ' re there . 

R I suspect for that reason they may no t eithe r .  

S I ' m  pretty sure that ' s  the case , yes . 

R Well , if  I am up nex t t ime I ' ll ask you that . 

S Perhaps I ' ll drop you a line after this meet ing and let you know what ' s  happened . 

R Well  yes , I ' d  apprec iate that . How does that relate to the Board of S tudies ­
that a different sort of deal . . .  

S Dif ferent sort of thing altogethe r .  

R Are you on that?  

s Yes . 

R And does i t  have a construct ive sort of posi tive sort of . . .  

Annotat ions 
Comments 
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S Yes the Board o f  S tud iesis broken up into a number of small  working groups . 
One looking at s tudent amenities for example , ano ther one which is looking 
specifically at the liberal  s tud ies programme , and there are about four of them 
and we meet prior to the Board of S tudies meeting where there is a representative 
from each of these groups which makes up the Board of Studies and we report back 
to John our findings or recommendations so that he can bring them up at Council 
meetings so if any maj or decis ion is to be made in terms of policy relat ing to 
student amenities then that s truc ture works very nicely . I t ' s  clear cut . 

R And they ' re essent ially professionals on that - s taff members?  

S Yes . Oh no , s tudent amenit ies we have a couple of ancillary s taff  on this , 
Gordon McDermott  is one , Maryanne the typist  is on the buildings . 

R While you ' re mentioning staff , I detect a little  bit  of tension . 

S There is tension . Don ' t  ask me to def ine i t , I can ' t ,  it ' s  there and I don ' t 
know why . I haven ' t  really invest igated it , I ' m one of these people that prefers 
to keep out of that sort of thing unless i t  concerns people that I ' m direc t ly 
with , if  I feel that they ' re get t ing upset over something then I ' ll get to the 
bottom of it and try and sort  things out . There ' s  tension in the of fice , why 
there is I don ' t know . I think I ' d  need to work in there for a while fo f ind 
out what ' s  going on . It manifes ts itself in the occas ional bit  of back-bi ting 
here , an odd word is dropped about so ' n  so no t pulling their weight that sort 
of thing , I don ' t  know what i t  is but it ' s  there all right . Perhaps you get i t  in 
any ins titut ion . 

R Yes , I ' ve been trying to make up my mind on that , you do get tension in any 
inst itut ion and I don ' t know whether the tension that ex is ts in the office is more 
than what you would expect to get in any ins titution . 

The Board of S tudies - its  purpose/ I I 6  
role . 

Tensions in the Regis try . Ll 

S I don ' t know . I t  j us t  might be an unfortunate group of peop le in that you ' ve 
go t two older , fairly experienced people and one very young one who , I think , 
appears to be doing less work than they ' re doing . Now this just  might be petty 
j ealousy , I don ' t know what i t  is , if that ' s  the case at all . There ' s  

Possible cause of tensions . Ll lW -...J 

certainly a P . R . breakdown I think somewhere in the office I don ' t know why i t  is 
- I ' m  j us t  aware of it , I know Greg ' s  aware of it too , and we actually discussed 
that too to see if there ' s  anything we could do about it  but we can ' t do 

-...J 
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anything about it I don ' t think . 

R No , it ' s  a very tricky one . I recongise that maybe Jack ' s  the one who ought to 
be approached , who ought to be doing something but then maybe Jack ' s  the 
very person who ' s  unable because of the sort of person he is to sort out that 
kind of problem I don ' t  know. 

S I t  could be that the office is becoming a machine place rather than a people 
place , the people there might feel personally threatened as an individual by 
proliferation . 

R Wel l  the Burroughs thing sitting there in the corner . . . .  

S Oh yes , thery ' re all over the place . You see there ' s  a new receipting machine 
which virtually takes away the personal contac t which Adele had with the s tudent 

- you know that ' s  no t a nice thing to be go ing on . I hate to feel that the 
s tudents come in and feel as if they ' re being processed . 

R Which they may well  do . Jack ' s got a bit  of a fett ish about machines . 

s Sure , which is OK provided they 

R • • •  don ' t subvert other func t ions . 

S Mmm , and create disharmony in any way . 

R Anyway , I won ' t push too hard on that one . 

S Well  it ' s  j us t  as well because I ' ve got no firmly held opinions on it any way , 
I j ust  know it ' s  there , to what extent I don ' t  know . 

R O . K . , wel l  we ' ll leave tha t  one aside . I ' m j us t  wondering �hat else I ' ve got here 
that I wanted to pick up on , we ' ve sort of j umped around a bit but I think I ' ve 
covered - oh , the learning exchange , how' s that shaping up? 

S We got nowhere on this one except that I have located . . .  I floated the idea in 
two areas , one was with the senior citizens in Taradale because I think this is 
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going to have to be a conununity func t ion I don ' t think it ' s  something the college 
would take on wholus-bolus for two reasons . One , I think people would be more 
ready to plug into a learning exchange if it wasn ' t  at the college and secondly 
I think there ' s  a great deal of benefit  to be gained by the people who are opera­
t ing it , they in fac t are gaining some sort of community education themselves 
through operating it . Now the senior citizens group would seem to be an ideal 
group to do that , they would have the time and be able to operate it  success fully . 
I f loated the idea wi th Central Hawkes Bay where i t  was snapped up and I ' ve no 
doubt that that will be the f irst  one that becomes operat ive . 

R Where in Central Hawkes Bay? 

S This will  be down at Waipawa . (R oh yes) And there ' s  a group there that I ' ve 
worked wi th towards the organization of a seminar and I mentioned the idea very 
casually although it was a deliberate sown seed and they indicated they ' d  like to 
set  up a learning exchange .  Ideal rural s i tuat ion , because they ' re very homely 
they probably know everyone . Quite a good illus trat ion - I ment ioned the idea to 
Jack you see and his first react ion was put i t  through the computer - no the 
computer ' s  not big enough but we can plug into - which has some fantas tic machine 
and he saw that as an ideal funct ion for the computer , to plug in request s  and 
get feedback s traight away . Now that makes it c lear-cut , easy , fas t , but I don ' t 
think • • .  in fact that would negate part of the community learning exchange 
funct ion which is a human , person to person contac t .  

R Yes , I can see how oqe might use the c omputer i f  you had a link up to the homes 
of all the people who were involved so they could get quick access through the 
computer to information , but if it replaces people , contacting o ther people then . .  

s Well  there ' s - wi thout going into it  in depth - there ' s  one important phase of the 
opera tion and that is the follow up of teacher and learner , to the teacher - how 
are things going , did you get a contac t from Mrs so ' n  so because we gave you her 
telephone number , and to the learner is the teacher satisfac tory as far as you ' re 
concerned , would you like us to put you on to some thing else . Jus t in general 
how are things going , we ' re supporting you if it ' s  no t working out you can come 
back to us we ' ll have a look at something else , so it ' s  very much personal 
contac t .  

R Yes . 
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S Yes . Well  ideally I think you know , some of the big  learning exchanges in  New 
Zealand , the Christchurch one has gone out of all proport ion it ' s  too big , I think 
there ' s  alesson ' to be learned from that and also from learning in Auckland which 
if floundering a little bit  because of its  size , they ' re trying to cover a maj or 
metropolitan area j us t  with one centre . Both organizat ions are now of the same 
opinion that learning exchanges should be very much localized thing , perhaps one 
to every 2000 people in a neighbourhood , probably that ' s  the right sort of size , 
i t  doesn ' t  overload the volunteer who ' s  manning i t  and their resource people 
are within an easy travell ing d istance with the people who are plugging into the 
learning exchange . 

R Yes , fair enough . So you want to decentralise it?  (S  Yes ) . O . K . ,  well  Wally 
Hunt and Mike McCallum , is  there anything else to add on them . They ' re simply 
at the moment mounting their programmes are they? 

S That ' s  what they ' re do ing . 

R Where is Wally working in order to do that?  

S He works all  over . He  operates from here as  a base of course but he also has 
a floating off ice at the YMCA and he works wi th Fay and Maranui and the YMCA 
operat ion and Fay ' s  Maranui operation are very much tied in one with the o ther . 
I ' m  trying to extend his programme and leading him towards leadership training 
at the youth level . Now he ' s  thought in terms of leadership training at the 
Y ,  I ' m now want ing him to think in terms of mount ing a leadership programme into 
which anyone of that age group can come , using the Y ' s  resources and whatever 
o ther resources we can lay our hands on . 

R So wha t ' s  his contac t at the moment ,  who ' s  he working with? 

S He ' s  working with the Y . M . C . A . 

R And is that youth leadership training that he ' s  do ing specifically? 

S That ' s  what he ' s  doing , yes . 

R What about Mike? 
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S Well  when Mike s tarts in September - We ' ve delayed deliberately his f irst youth 
re-entry group till February next year because I don ' t  think he can possibly 
get it off the ground in three weeks successfully . There ' s  a tremendous amount of 
liaison work to be done with local employers for example and so we ' re giving him 
this t ime from now until December to make his contacts , plan his programme build 
up the sort of personal l iaison that ' s  going to  be necessary and to p lan as far 
as possible the day to day running of the 16 week block . 

R Can you j ust tell me in a sentence what youth re-entry means ? 

S Yes . Youth re-entry is really a third opportunity for young people probably who 
will  be between the ages o f  1 7  - 19 or somewhere in that age group , boys and. 
girls - men and women I should say , who have had failing experience at school or 
dropped out early in the piece , have had a similar experience a t  work . So we ' re 
looking for people who left  school early and who probably have had two or three 
j obs in a year and we ' re bringing them back and giving them a general re-educat ion 
if you like for life over 16 weeks , and including in that a variety of work , 
opportuni t ies and experiences . We ' re saying to them okay let ' s  s tart again -
catch your breath , perhaps you were wrongly placed in your f irst j ob or your 
second j ob ,  this is what else is available for this area of Hawkes Bay . We ' d  make 
the contacts  for them , give them experience and variety of work , we ' d  use our own 
workshops here , we ' d  give them the general liberal s tudies programme with some 
recreation , perhaps an outdoor educat ion - literacy , socialization work experience 
etc  worked into a 16 week , hopefully if they ' re successful they ' ll go back to a 
j ob .  

R And what sort of numbers are you thinking of a t  the moment ?  

S A maximum o f  2 0 ,  I think for our first course we ' ll s tart with 1 4  and build up 
to a maximum perhaps in the third 16 week session . 

R And do trial runs on it  and de-bug i t  and so on? 

S That ' s  right . 

R Are there any things tha t  pertain to the j ob which in your mind are important that 
I ' ve missed out on , haven ' t  d iscussed? 
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S Yes , I think so . I ' m  concerned with my own func tion at the moment .  I feel that 
I ' m gett ing a disproport ionate amount of administrative paper work which could 
well be done by a good secretary or somebody who was trained to skills at a 
slightly lower level than the ones that I possess , so that let ' s  say for example 
mount ing a seminar from go to know is quite a maj or operat ion in some cases and my 
skills are at the early stages of liaison between the community and the colleges 
of locating the right people to speak at a seminar and so on and so forth.  I t  
comes t o  a chop-off  point where i t  could then b e  handed over t o  an efficient 
secretary and say now go through the process of arranging travel , brochure , 
advertising , press release and all that sort of thing which at the moment is being 
done in this office , not j ust  with one but perhaps a dozen or more at the same 
t ime . And I can ' t  see an end to this at the moment because as soon as one get s  
completed they ' re always coming in at the bot tom .  New courses are coming i n  a t  
the bottom which require a similar sort o f  operat ion now I don ' t  think that I 
should be being paid $13 , 000 a year to do a secretarial j ob ,  not when I ' ve got 
the skills that I have got (and I ' m  no t being conceited) and I should be using 
those skills for perhaps 80% - 90% of my t ime instead of 30% of my t ime and 70% 
on rountine administration . And this type of operat ion I ' ve got at the moment 
on my desk s tops me liaising with my tutors , both full t ime and part t ime , stops 
�e get ting out into the community and talking to people . I ' m  becoming desk bound 

(nad· I ' m looking for a way to break this down at the moment ,  there must  be a way ' 
and it ' s  probably my fault in that I ' m not apportioning my time or I ' m not 
planning far enough ahead or something o f  that sort . I think what we ' ve got to do 
is to say here ' s  a block of t ime , wlthin that t ime we ' ll accept a limited number 
of new courses for preparat ion and mounting , or a limi ted number of seminars or 
whatever and at that point we chop off , and if you haven ' t  got to a certain s tage 
by that t ime then that course or that seminar skips ten weeks and goes into the 
third one , so that you ' ve always got a minimum of ten weeks , or as it is 8 weeks 
in our session at the moment between an init ial enquiry or suggestion through to 
the poss ible mounting of a course or some other activity . 

R Do you have a full-t ime secretary? 

S I share Mary-Anne with John and she is fir3t class . 

R But probably overloaded? 

S Very much overloaded . I ' m very aware of that . 
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R Is John aware of tha t ?  

S John ' s  aware of that . 

R So really it  may turn about that you end up get t ing a secretary? 

S I think I will yes . I ' m making overtures in that direct ion . You see what John 
needs and what I need is a litt le bit more than a secretary , every administra tor 
needs somebody who can make some decis ions , who is also their secretary . Some­
body I think who should share in the planning of the year ' s  work or the session ' s  
work. Someone who will take over at that level that I discussed of a particular 
proj ect and see that thing through . Now whether that ' s  possible , whether you 
could f ind a person with those skills or not I don ' t  know . I think we could 
train somebody to have those skills and I ' m quite sure Mary-Anne if she was full­
t ime with me or full-t ime with John we could legitimately expec t her , because 
she ' s  an intelligent girl and I mean intelligent in the overall sense , so that 
she can see forward to be able to plan and she can make a rat ional decis ion about 
something without consult ing us . Perhaps there is a need for an organizing tutor 
to take over that funct ion and that would be full- time , a full- time j ob for some­
body to organize seminars , we don ' t  get one request a week , we get - I get 4-5 
a week and I ' m j us t  saying no , hold it . 

R Yes , maybe there is someone to be found . I know one of the pract ices we adopt at 
Massey is sometimes - we have done it  - is to take say a ret ired headmaster , 
ret ired teacher or someone l ike that , bring them into the Dept and appoint them 
as a temporary adminis trative assistant and they could do all that admin . 
rout ine work . 

S Yes , vou see a lo t of it  is rountine . Once the pattern is established and once 
a person unders tands that then your ret ired headmaster , your ret ired teacher , 
somebody who ' s  used to wroking with people and wi th paper and organiz ing could 
do it  quite happily . And it  doesn ' t need somebody of - li�e senior s tatus to do 
that sort of thing , I think it ' s  j ust  a waste of our t ime . 

R Well , next t ime I see you , you might have someone like that . 

J Well with thP- present allocation of staff to ter t iary institut ions I don ' t  think 
its  very likely . 
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R Well  one of the point s you raised in here a couple of months ago was your fear 
that tha t ' s - what you ' re now describing - would happen to you . 

S Yes , well i t ' s  happened all r ight , it ' s  happened . I think we ' ve got to be honest 
with ourselves and say look we ' re not here to mount as much as possible in the 
shortest possible t ime but we ' ve got o ther important funct ions as well  and the 
fact tha t  we got a month without mounting a new course doesn ' t  matter . We don ' t  
have to be evaluated on the number of courses . 

R Well  that of course - going to may old hobby horse , that ' s  what policy is all 
about I believe , it gives you a way of providing a rat ionale for deciding . 

S Well ,  no , I haven ' t  go t to that stage yet , but I think that probably in another 
6 months . . .  

R Yes , i t ' ll come . And it ' s  sort of implicit in what you ' re saying . 

S I t  is , tha t ' s  right . I ' ve fallen into this trap before , I ' m probably a little  
bit  impetuous when i t  comes t o  policy making decis ions . I try and rationalise 
before I make a decision but I ' ve been caught out on more than one occasion by 
making the decision too soon because i t  seems to be important to make i t  or 
because people think that because I ' m in a posi tion to make decisions that I 
should make decisions but I ' m  becoming increas ingly insulated I think , thats 
an impression . I thi nk it ' s  an ideal situat ion to be insulated against i t , in 
fact it insulates you agains t pressure from anybody for decisions to be made . 
Perhaps there was an over-consciousness to prove ourselves in those days , I 
think we ' ve got beyond tha t .  

Annotations 
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