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ABSTPRACT

The objectives of this study were:

1) To ascertain the challenges facing school adminisirators
during the remainder of this decade, using the Delphi
Technique,

2) To evaluate the potential of the Delphi Technique for
school administrators,

To fulfil these objectives a small sample of school administirators
(F=33) completed a three-round Delphi procedure, In the first round,
participants were invited to respond to the question: "What are the
challenges facing school administrators during the remainder of this
decade?" A total of 136 statements were received and, after screening
and editing, these were refined to a list of 34 items, For Round Two,
respondents had their own Round One responses and the summary list

of 34 items returned, and they were asked to reconsider the question
about the future challenges facing school administrators, in the

light of their previous reply and the group summary, A list of 42
statements, 33 of which appeared in the second round, was derived

as a result of Round Two, In the final round, respondents were fed
back the list of 42 statements and were asked to indicate the
importance of each, A statistical analysis of data derived from
Round Three indicated 'Staffing Practices and Issues' items were the
most prominent amongst challenges facing school administrators during
the remainder of this decade, with the most important issue being

to 'improve staff professional competency and development through
training, closer supervision and collegial support'.

A Follow-Up Evaluation of this three-round Delphi project was carried
out to obtain information relevant to the second objective outlined
above, The sample of school administrators was sent a questionnaire
which, inter alia, sought their opinions onsthe degree to which they
concurred with the outcomes from Round Threej; difficulties they
encountered during the project; and advantages and disadvantages

of Delphi, The tenor of the respondents' comments in this Follow-Up
Evaluation indicated general support for the Delphi Technique as a
potentially viable tool for school administrators.

And, finally, after considering the significant methodological issues
that arose during the course of this study (e.g. the selection of the
sample; the editing process) it was concluded that school adminis-
trators may find a number of advantages in using the Delphi Technique,
particularly in areas such as curriculur planning, developing goals
and objectives, and arriving at consensus and budgeting allocations,
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INTRODUCTION

The rapid political, social, economic and technological changes that
are occurring in society have brought many problems which need urgent
attention, Education has often been valued as a vital mechanism for
solving some of these problems, Consequently, administrative decision-
making in education is very important as it is often the key to
effective education, However, this administrative decision-making

is now reputed to be more difficult than ever before, partly as there
are "more variables to consider and less leeway for error" ( Podemski,
1982), but also because consensus is frequently difficult to obtain,

It is in a situation such as this that the Delphi Technique is gaining

prominence as a method for aiding decision-making by generating consensus,

The Delphi Technique was developed in 1948 and, since then, it has been
used for a variety of purposes where general consensus of opinion is
necessary, Through Delphi, consensus is arrived at by subjecting a panel
of respondents to a series of questionnaires interspersed with feedback,
Respondents remain anonymous to each other, although they are given
access to the views of their co-respondents through the feedback
process employed with the Delphi Technigue, Delphi is claimed to

avoid many of the disadvantages common with round-table discussion

and face-to-face interaction (e.g. 'bandwagoning's influence of dominant

individuals),

Most applications of Delphi in education have been concerned with the
general field of educational planning, However, in this present study,

attention is focused on the use of Delphi in school administration

with the two-fold aim:

1) To ascertain the challenges facing school administrators
during the remainder of this decade, using the Delphi

Technigue,

2) To evaluate the potential of the Delphi Technique for
school administrators,



Accordingly, the report of this study is in four sections,

Chapter One gives an overview of the Delphi Technique, including

a general description of its history and development, The
characteristics of the typical Delphi process are then elaborated,
followed by a discussion of the advantages and disadvantages of the
technique, Applications of Delphi, especially in education, are
outlined, and the chapter concludes with a rational for the present

study.

The research design is outlined in Chapter Two, Here, the framework
of the study is shown, followed by the description of sample selection,

the Delphi procedure that was used, and the Follow-Up Evaluation,

Chapter Three presents the results obtained from each of the three

rounds which are then analysed and discussed,

Chapter Four focuses on the results of follow-up evaluation and
methodological issues concerning Delphi with a view to determine

the potential of Delphi for school administrators,



CHAPTER ONE

THE DELPHI TECHNIQUE



INTRODUCTION

Thie chapter focuses on a discussion of the Delphi Technique, and
is in three sections, The firast commences with a description of
the technique, followed by a discussion of its history and develop-
ment, ite characteristics, and advantages and disadvantages of its
use, The second section outlines variations of the technigue and
some of its applications, And the final part of this chapter

details the rationale for the present study.

GENERAL DESCRIPTION OF THE DELPHI TECHNIQUE

The Delphi Technique is a research tool which has been developed for
forecasting, policy-planning, and decision-making, The technique
worke on the parallel principles of 'pooled opinions' (Dalkey, 1969,
p.415), and the fact that "two heads are better than one" (¥cCaw
et al,, 1976, p.59). In essence it is a method of eliciting opinions
or judgements on a particular issue or problem, from a group of
individual experts, or informants, who remain ancnymous to each other,
The combined responses are subjected to a process of refinement,
through the use of successive gquestionnaires and controlled opinion
—feedbacks, with the opportunity for the respondents to revise their
earlier views, Although termination criteria for an investigation
can vary, most Delphi studies are terminated when agreement or

consensus of opinions has been reached,

The Delphi pioneers, Norman Dalkey and Olaf Helmer, claimed that the
Delphi Technique, with its features of response anonymity and con-
trolled feedback of information, has several advantages over the
conventional uses of expert opinions, such as in rownd-table

discussions and other face-to-face meetings (Dalkey and Helmer, 1963).



THE HISTORY AND DEVEILOPMENT OF DELPHI

The Delphi Technique was originally developed for forecasting and
predicting tasks, The first known Delphi experiment was carried out
by the RAND Corporation in California in 1948 when it was used to
improve the prediction of horse-race outcomes, There were some
defects in that experiment and the criticisms it received offset the

promise it showed (Quade, 1967).

In the early 19508 the staff of the RAND Corporation explored the
effectiveness of using group information for short-term predictions
of technological events, They set the prediction time-span for less
than one year so as to enable them to check the resulting accuracy
and reliability, Moreover, predictions were limited to very specific
and narrow events, This experiment resulted in some interesting
conclusions, with the more important being that more accurate projec-
tion results could Se obtained from combining individual responses,
This quasi-Delphi experiment also demonstrated that preventions

(e.g. keeping respondents anonymous) could be taken against dominant

individuals influencing the opinions of a group.

The first significant and relatively légéé-scale use of the Delphi
Technique took place in 1953, This work was a top secret dqfonce
scheme ¥Xnown as 'Project Delphi' and was undertaken when RAND was
contracted to forecast the international military situation between
the years 1966-2015, This defence project was pioneered by two
strategic scientists, Dalkey and Helmer, who worked with the United
States Air Force in conjunction with the RAND Corporation persomnel,
They applied a version of the Delphi Technique'to elicit opinions

from a group of Air Force atomic warfare expertis vho were to simulate



Soviet strategic planners in selecting key United States industrial
targets and then estimate the number of atomic bombs regquired to

destroy and reduce the mumition productivity of these targets,

The original 'Project Delphi‘(1) had a panel of seven experts: four
economists; one physical-vulnerability specialist; one system
analyst; and one electrical engineer, They were administered five
roxds of intensive questionnaires accompanied by controlled feed-
back at approximately weekly intervals, The experts were told
that while the experiment was in progresa_Ehey were not to discuss
the study, This was necessary to keep their identity anonymous and
to avoid any face-to-face confrontation which might result in hasty
or biased opinions (Dalkey and Helmer, 1963), Through the process
of iterative questionnaires and controlled opinion feedback there
vas opportunity for the experts to review their previous judgements,
The five successive sets of opinions and the corrected responses
showed a convergence of opinions amongst the panel of strategic
scientists, Table 1 shows a summary of the estimated number of
bombs required to destroy and reduce the United States' munition
outputs, The Table indicates that after five successive rounds of
questionnaires the scientists' opinions gradually converged. The
smallest estimates increased from 50 to 167, while the largest
decreased from 5000 to 360, The median advanced slightly from

200 to 276,

(1) A fuller description of 'Project Delphi' can be found in
Dalkey and Helmer, "An Experimental Application To The
Delphi Method To The Use of Experts", Management Science,

Vol, 9, No. 458, pp.458-567, 1963,




Table 1: A Summary of the Estimated Number of Bombs Required
to Reduce the U,S, Munition Output

Source:

Estimated Number of Bombs
Response Answver
Small Medium Largest
Initial 50 200 5000
Final 159 255 495
e 167 276 360

N, Dalkey and O, Helmer, "An Experimental Application
Of The Delphi Method To The Use Of Experts™, Managem

Science, Vol, 9, Fo, 458, p.460, 1963,

Dalkey and Helmer believed that if 'Project Delphi' had continued
with more roumds of questionnaires the median would have shown a
downward trend and the ratio of the largest to smallest answer would
have narrowed to two or less, In their critique of the experiment,

however, they suggested:

a) the experts' responses were not strictly independent;
b) one of the respondents was also used by the experimenters
a8 a consul tant on one aspect of the subject matter of
the experiment; and
c) some 'leading' by the experimenters inevitably resulted from
the selection of the information supplied by the experts,
In the decade following 'Project Delphi' the RAND Corporation refined
and published a number of papers on the Delphi Technique ( see Quade,
1967), By the 1960s the technique had become a popular research
t00] which use had extended from various scientific and technological
fields to diverse social, economic, and political endeavours, By
this time, Delphi was being employed in shorti-term intermediate,
as well as long-range, forecasting, policy—planping, and decision-
making, The process of ﬁelphi also underwent refinement, although

the central characteristics of the technique remained umaltered,



THE PROCESS AND CHARACTERISTICS OF THE DELPHI TECHNIQUE

In its application, the procedures of Delphi often vary, However,
the flowchart (Pigure 1) shows the typical Delphi process. This
process begins with the assumption that to gather information for
forecasting, policy-planning, or decision-making, the issue, or
problem, must first be defi&od clearly, According to the require-
ments of the study, the expertise necessary to provide a solution
to the problem is then ascertained, The experts are selected and
the sample sige is determined, Then a questionnaire is designed
to elicit the opinions, or views, of the panel of experts, The
questionnaire is then administered to them on an individual basis,
When this questionnaire is retumed, the responses are analysed
and summarised, If a consensus has not been reached, a further
questionnaire is prepared on the basis of the previous responses,
analysis and summary, The new questionnaire, together with the
analysis and summary, are then distributed to the respondents,
This part of the Delphi process is repeated, as is shown in Figure

1, until a final or satisfactory consensus is reached,

Figure 1: A Flowchart Of The Typical Delphi Process

Start
Probdlem definition
' Determine expertise required
Select experts {nmplo size)
Prepare questionnaire
Dietribute questionnaire -—
Analyse questionnaire response
YES Has conssnsus been reached?

¥O

|

Provide requested information
and tabulate responses

Prepare the next questionnaire

Compile final responses and
%
dismezinate results (final report)

Source: ¥,B, Riggs, "The Delphi Technique, An Experimental
Evaluation™, Technological Forecasting & Social Change,
¥Val. 21 w Qn 1GH1




For most applications the Delphi Technique is characterised by

" three features:

a)

b)

Regzggao H
Anonymity

"Rounds" &:
Controlled
Feedback

Round One

This is achieved by the use of questionnaires
or other formal communication channels, such
as on-line computer communication, The

panel of experts, or respondents, is asked to
make independent judgements in response to a
particular issue under study. In most studies
the participanta—;ra required to keep their
identity anonymous, This provides a way of

reducing the effect of dominant individuals,

Until consensus has been reached, a sequence
of "rounds", which are the iterations of the
primary question, are administered to the
panel, Generally, most studies find it
sufficient to use three to four rowmds to
arrive at a éatisfﬁctory consensus, However,
further rounds may be added according to the
complexities of the issue under investigation
and the clarification required. The general

features of the different rounds are:

In this round a questionnaire is sent to

each respondent, This questionnaire outlines
the problem of the study and seeks the respond-
ents' opinions and judgements in response to

it, (For an example, see Appendix B,)



Round Two :

Round Three:

Round Four 3

10

The responses from the previous round are
immediately screened and summarised, Here

some editing of the responses may be involved,
On the basis of the summary, a second question-
naire is drawn up, This questionnaire is sent to
the panel members, together with the summary
1list and their Round One responses, In the
light of thie feedback, the respondents are
asked to reconsider their previous opinioms,
Also, if there are participants whose opinions
deviated from the majority judgement, they may
be asked to supply a brief rationale for their
previous answers and their new replies, ( For

an example, see Appendix G.)

As before, the responses from Round Two are
sumnarised and fed back to the respondents in

a new questionnaire, Once again the experts
are asked to reconsider their views, Those
vhose responses deviated from the norm may be
asked to provide their justifications, A
rating-scale may be employed in this rowmd so
that participants can indicate the 'importance'
of an issue or the 'desirability' of the event

if 1t occurs, (For an example, see Appendix D,)

This round, or additional rounds, may be admin-
istered according to the complexities of the
investigation and the clarification required,
The procedures described above are applied to

the subsequent rounds,
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c) Statistical: A statistical analysis in the form of median

Groug
Response and standard deviation may be undertaken at

the end of the second and/or subsequent rounds,
The presentation of the statistical group
response enables the respondents to ascertain
quickly the group's consensus and to see how

other panel members rank their opinions,

In summary, the Delphi Technique is characterised by the features of:
response anonymity; "rounds" plus controlled feedback; and statistical
group response, The next section of this chapter will discuss the -

advantages and disadvantages of Delphi,

ADVANTAGES AND DISADVANTAGES OF DELPHI

Dalkey and Helmer, the pioneers of the technique, claimed that the
Delphi type of controlled interaction can avoid many of the dis-
advantages common to the more conventional roumd-table discussions
and other forms of meeting, They argued that confrontations in these
face-to-face encounters often lead people to formulate preconceived
notions hastily, to close their minds to novel ideas, and to be

swayed by persuasive opinions of others (Dalkey and Helmer, 1963),

In summary form, the advantages of Delphi can be listed as follows:

Advantages:
The Delphi Technique is claimed to have the following advantages:

a) As Delphi is relatively nontechnical it is appropriate

for use with a population not familiar with research

techniques (Nash, 1978).



b)

e)

g)

h)

It is a convenient vehicle for predicting the future
(Ibiad).

Delphi is comparatively inexpensive, quick and in-
volves much less effort than a conference, A well-
designed, mailed questionnaire can elicit informa-
tion from relatively large numbers of participants
who cannot physically come together (Halmer, 1966
Pill, 1977; Rabiega, 1982; Riggs, 1983).

Empirical evidence has shown that the group consensus
in Delphi has increased accuracy compared with other
kinds of group opinions (Dalkey, 1968),

On issues that are uncertain and intangible the
Delphi Technigque has been able to generate a consensus
so that forecasting and planning can proceed (Pill,
1971), ’

The use of systematic procedures, such as in Delphi,
lend an air of objectivity to the outcome (Pill, 1971).
When managed properly, Delphi exercises can have a
highly motivating effect on respondents, They also
tend to produce a high degree of panel commitment to
the output (Ibid),

Delphi's features of response anonymity, controlled
information feedback, and statistical group response
allow an equal opportunity for respondents to affect
decision-making, This, in turn, reduces any group
pressure for conformity or 'band-wagon' effect and
plays down the influence of dominant, highly articu-
late or high-status committee members (Helmer, 1966

P11, 1971; Stenberg, 19793 Riggs, 1983).



i)

3)

k)

1)

13

Respondent attrition rates appear minimal and judge-
mente of individual's hostility to one another may
also be lessened,

Delphi exercises often accommodate novel and inter-
esting feedback to respondents, thus minimising the
possibility of overlooking some divergent viewpoints
(Pi11, 19713 Battersdby, 19793 Riggs, 1983).
Modifications to Delphi have meant that 'expert'
respondents are no longer limited to the 'highly
educated and experienced specialist' but, rather,
they can include people who may contribute to the
relevant information required, This creates in
Delphi a more socially representative tool

(Cyphert and Gant, 1970).

As a pedagogical tool, Delphi provides 'explorers'
with lots of simulated situations which can lead to

creative planning and decision-making (Weaver, 1972).

A summary list of the disadvantages of Delphi is shown below:

%
Disadvantages

a)

b)

Delphi exercises tend to be administratively complex
and often take several Qeeks, or even months, to
complete (Preble, 1983),

The panel selection method can lead to a loss of a
sampling technique which is a reliability requirement
in any research work, This may cause doubts concern-
ing the efficacy and representativeness of an 'expert'
panel, Moreover, in some cases, it may be problematic

as some expert respandents may be known to each other



o)

e)

)
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and thérofore their responses may not be strictly
independent ( Rabiega, 1982; Preble, 1983).

If the questionnaires are poorly designed and vague,
commmication misunderstandings may occur and responses
may be of 1ittle value for analysis (Preble, 1983),

In the case of scaling the opinions, there is a problem
of assigning a numerical value to what is essentially
an opinion,

Delphi has reasonable forecast accuracy but the long-
range accuracy of the technigue is difficult to deter-
mine ( Preble, 1983),

The users of Delphi may rely heavily on it to make
decisions rather than use it as an information-

gathering and option-generating tool (Turoff, 1971).

VARIATIONS OF DELPHI AND ITS APPLICATIOKS

Traditionally, the Delphi Technique was developed for the purpose of

forecasting and policy-plamning, However, it has been modified as

a tool for decision-making, Weaver (1971) has classified Delphis

into two distinct types, as follows:

a)

The Traditional or Exploratory Delphi, as initiated by the

original 'Project Delphi', This application of the Delphi

Technique has the goal of forecasting and seeks to develop

accurate pictures of the future by generating consensus con-

cerning a set of events that is expected to occur,

The Conventional or Normative Delphi, as exemplified by many

current Delphi studies, This type of Delphi has prescriptive

direction, i.e, it is designed to obtain consensus of a set
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of events, issues or goals that is desired, rather than

expected,

Rauch (1979) has also classified different Delphi studies and has

divided them into three types, as follows:

a) The Classical or Traditional Delphi, This type of Delphi

is used as a tool for obtaining a group opinion through an
anonymous, multilevel group interaction, It can be applied
with the greaterpfonfidence in the natural sciences and
engineering, This is similar to Weaver's Exploratory
Delphi.

b) The Policy Delphi is modified from the Classical Delphi

as the latter's application may not be as suitable for
the analysis of very controversial social and political
issues, It is a tool to collect ideas to describe events,
Again, this corresponds closely with Weaver's Normative
Delphi.,

c) The Decision Delphi has a prescriptive goal in that it

80licits from the panel the general lines of thinking
in complex social situations, then coordinates and
structures this thinking in order to arrive at decisions

which influence social developments,

From the plethora of Delphi studies now available, Linstone and
Turoff (1975, p.4), found that apart from its use as a forecasting

tool, Delphi has_wide application in the following areas:

a) gathering current and historical data not
accurately known or availablej
b) examining the significance of historical eventsy

¢) evaluating possible budget allocations;



e)

)

g)

i)

3)

exploring urban and regional plannings

plamming university campus and curriculum
developments

putting together the structure of a modelj
delineating the 'pros’' and 'cons' associated with
potential policy optionsy

developing causal relationships in complex economic
or sociml phenomenaj

distinguishing and clarifying real and perceived
human motivations; and

exposing priorities of persaonal values, social goals,

Moreover, MoGaw et al. (1976, p.61),.3tenberg (1971, p.381) and

Preble (1983, p.76) found that Delphi is further applied in:

a)
b)
c)
d)
e)
£)
g)
h)

medical plannings

military plannings

educational problem-solvings
corporate and business affairs;
transportationg

communications

public budgetings and

goal-setting,

The following section of this chapter focuses on the applications

of the Delphi Technique in the field of education,

APPLICATIONS OF DELPHI IN EDUCATION

Delphi studies in education date from the mid 1960s, One of the

earlier studies was conducted by Helmer (1966) as part of the 1965

16
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(2)

Kettering Project . The Delphi Technique here was designed to
produce a list of goals or innovative futures for education based
on the consensus of various groups of experts, A chart of pro-

posed ecucational innovatione was produced as a final product,

Table 2, on the following page, shows an updated 1isting of Delphi
studies in education originally compiled by Elms and Battersby

(1979, pp.14%15),

Referring to Table 2 it can be seen that, while in some studies
the Exploratory Delphi has been used for forecasting educational
futures, virtually all Delphi applications are Normative in nature,
Moreover, the applications of Delphi shown in Table 2 demonstrate
that the Delphi Technique is capable of satisfying a wide range of
educational research needs, These studies also show socme of the
different modifications of the Delphi, such as, for example, in the
selection of the panel where some studies have used only a single
group of expert respondents while others have used either several

groups or a range of interest groups as their respondents,

An application of the Delphi Technique in education is briefly de-
tailed below using as the example Cyphert and Gant's (1970) study

which is listed in Table 2,

Cyphert and Gant used the Delphi Technique to elicit suggestions

in defining objectives for the School of Education at the Univer-
sity of Virginia for the next decade, They used a four-round Delphi
inquiry with an open-ended first round, A panel of 421 respond-

ents was selected for the study, These respondents represented

(2) For a detailed accomt of the 1965 Kettering Project, refer
to O, Helmer, "The Use Of The Delphi Technique In Problems
Of Educational Imovation"™, Rand Paper, p.3499, Santa Yonica,
California, RAND Corporation, 1966.



_Table 2: Delphi Studies in Education

T.J.Gordon
R.Sahr

H.d,Dyck
GodiCmury

JeJucobenn
AM,Fox

W.K,Brookshire

S.C.T.Clark
H.T.Coutts

W.L.Moore
R.M.Winss

V.Fahsrty

H.Suar=-Cannay

WA, Rablege

T.5pinell

Sevarasl
groum of w
Raspondents

5.Cochran
H.H.Crumlay
B.H.Ovarby

R.C.dudd

1968

1970

1370

1971

i

1913

1979

1982

1982

19831

1970

1970

Source: Elms

and Battersby, 1979,
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the significant power structure relating to this School of

Education and were chosen on the assumption that:

"eeeso.¥hat those persons in positions of
influence believe will happen or should

happen

is the best indication of what

actually will occur in the near future.,"

(p.420)

The Delphi procedure used by Cyphert and Cant was as follows:

Round One - Participants were asked to suggest the prime tar-

Round Two -

Round Three =

gets on which the School of Education should con=-
centrate its energies and resources for the next
decade, Sixty-eight per cent of the sample
replied to thie round, offering 750 individual
suggestions which were reduced to 61 generic
statements, The returns from Round One formed
the basis for the Round Two questionmaire,

These 61 items were fed back to the participants,
They were asked to differentiate between these 61

statements in a hierarchical fashion and rate each

item on a five-point scale, Two hundred and sixty-

two participants replied in this round, The

responses were processed to determine the distribu-

tion and mode of priorities for each item, On this
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basis, the Round Three questionnaire was constructed,

Individuals were fed back their own rating and the

group consensus on each item, In the light of this

feedback, each respondent was requested to rerate
all the items, Participants who wished to remain

outside the consensus on an item(s) were asked to

state their reasons for doing so, Sixty-two per

cent of the original sample returmed responses,



Round Four -

From the responses to Round Three a mode of
'priorities' was determined and this acted as a
basis for the fourth gquestionnaire,

The results from the third round, plus 218 items
representing the dissenting opinions from Roumd
Three, were fed back to the respondents, The

panel was asked to rate each item based on their
own values and knowledge of both the minority and
majority views, Sixty-two per cent of the original

sample returned responses,

The analysis of the results centred around the goals that attained

high priority for the sample, Some of these high-and low-priority

goale are shown below:

A Sample of Cyphert And Gant's High- And Low-Priority Goals

High Priority Goals

Priority 1l: Increasing the number of talented young people who enter
and remain in the teaching profession.

Priority 2: Developing better methodology of teaching throusgh re-
search on such topics as motivation, study skills, in-
dividual differences, child development, creativity, the
learning process, constructive thinking, cost, communi-
cation, educating the physically handicapped, teaching
large groups and discipline.

Priority 3: Preparing educators to function effectively in innovative
programmes that deal with constantly changing educational
problems.

Priority 4: Developing knowledge concerning the effective preparation
of teachers.

Priority 6: Developing programmes of nationally recognised excellence.

Priority 8: Attracting more men into elementary education.

Priority 10: Developing more egually balanced school divisions.

Low Priority Goals

Priority 56: Developing a knowledge base that sets the parameters of
capability and modus operandi of a school of education's
function.

Priority 57: Modify the curriculum of the School of Education to give
greater attention to Negro history, occupational orien-
tation of children and citizenship education.

Priority 58: Assisting schools to develop better school buildings
through such means as standard construction elements.

Priority 59: Preparing interdisciplinary courses for high school
adoption.

Priority 60: Preparing plans that schools could use for goal defin-
ition.

Priority 61: Eliminating competition among institutions of higher
learning in Virginia.
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According to Cyphert and Gant, their data generated from this four-
round Delphi proved most useful in formulating future targets of

the School of Education at the University of Virginia and, moreover,
the outcomes 'made influential persons aware of the School's existence
and awakened them to a realisation of its future accomplishments'

(Cyphert and Gant, 1970, p.425).

Generally, then, the Delphi method is used primarily in education

for the purposes of:

a) educational planning;
b) developing desired educational events;
c) designing educational evaluation; and

d) searching out educational and curricular objectives,

Although the Delphi Technique has become a useful research tool in
education in general, its application in school administration,
which is the focus of the present study, is still in its infancy,
The last section of this chapter details the objectives of the

study and the accompanying rationale,

RATIONALE FOR THIS STUDY

Since the development of the Delphi Technique in 1948 it has been
used widely in many fields to elicit expert consensus on certain
issues s0 as to facilitate forecasting, policy-planning, and
decision-making, Table 2 shows that although Delphi is widely u=ed
in the field of education there have been few, if any, applications

in school administration ( Schmuck et al,, 1977 and Johnston, 1981),



Accordingly, the intention of this study was to investigate the
feasibility of using the Delphi Technique in school administration

and, as such, the study had two objectives, as follows:

a) To Ascertain The Challenges Facing School Administrators
During The Remainder Of This Decade, Using The Delphi
Technique, (Pnase One of the study)

Phase One of the present study focused on the above objective for

three reasons:

Firstly, it is a typical Delphi problem in that it seeks to arrive
at a consensus of opinion about a number of challenges which,
in this case, are those facing school administrators during the

remainder of this decade,

Secondly, the substantive issue concerning the challenges facing
school administrators is relevant to current debate in school
administration, For instance, many prominent educators, such
as Culbertson and Renwick, agree on the importance of school
administrators having an appreciation or understanding of the
likely challenges they are to face during the coming decades,

and how these challenges might be met,

And, thirdly, it was decided to undertake Phase One of this
study so as to evaluate the feasibility of using the Delphi
Technique as a tool for school administrators, This constituted

Phase Two of the study with the objective being:

b») To Evaluate The Potential Of The Delphi Technique For
School Administrators, (Phase Two of the study)
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In their recent studies, Schmuck et al, (1977) and Johnston
(1981)_reviewed the various research tools used by school adminis-
trators, Their reviews indicated that the Delphi Technique has

rarely been employed in the school administration investigations,

This second objective, then, sought to focus on some of the
methodological and operational aspects of the use of Delphi
arising from studying the challenges facing school administrators
during the remainder of this decade, In particular, it was
hoped that the advantages and disadvantages of the technique

for school administrators would be identified,

CONCLUSION

In summary, this chapter has provided: (i) a description of the
Delphi Techniquej (ii) a discussion of its history and development,
its characteristice plus its advantages and disadvantages; (iii)
information on the variations and the applications of the techniques

and (iv) the objectives and rationale for the present study,

The following chapter will discuss the research design of this

present investigation,



CHAPTER TWO

BESEARCH DESIGN
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INTRODUCTION

Chapter One concluded with a discussion of the two major object-

ives of the present study, These objectives were:

a) To ascertain the challenges facing school administrators
during the remainder of this decade, using the Delphi
Technique,

b) To evaluate the potential of the Delphi Technique for

echool administration,

The review of the literature on Delphi in the previous chapter
outlined variations and modifications to the technique, and
confirmed Judd's (1975, P.175) view that:

"There is no single monolithic structure to
to the Delphi Technique",

Indeed, each Delphi method of investigation is dictated by the
research problem under study, The problem outlined in the first
objective of this study necessitated a Normative Delphi design,
which would consist of three to four rounds of questionnaires,
Here, the aim was to arrive at a general consensus from a panel
of school administrators, about the challenges facing them during
the remainder of this decade, Once consensus was reached, a
follow-up evaluative questionnaire would be designed to assess

the potential of the Delphi Technique for school administrators.

This chapter will present information on the framework adopted
in this study, the selection of sample, and the Delphi procedure

used,
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THE FRALNEWORK OF THE STUDY

Figure 2, on the following page, shows the overall framework of
this Delphi project. In January and February 1984, the investi-
gator formulated the problem and reviewed the relevant literature,
During March and April, the research design was planned, and the
first letter and questionnaire were drafted and prepared, From
May through to August the sample was selected and the Delphi
procedure of administering the rownds of questionnaires, screening
editing, summarising the raturns:'and preparing new queétionnairea
was carried out, From September to December the data was analysed,
the results were drawn up, and the report was written up ( see

Figure 2),

For the period from May through to August an inset framework shows
the dates of questiomnaire dispatch, when replies were received,

and vhen data analysis was carried out ( see Figure 2, inset),

THE SELECTION OF THE SAMPLE

Both the objectives of this study necessitated the selection of a
sample with knowledge of current events in school administration
in New Zealand, The Delphi literature revealed that although
selection of a large sample (usually hundreds of participants)

has its advantages, it also has its hagards, For instance, the
mourting administrative work (Qyphert and Gant, 1970; and McGaw

et al,, 1976), the high cost and the length of time involved, the
loss of panel participation and the lack of representativeness of
the remaining participants (Judd, 1972) have been reported as dis-

advantages of using large numbers of participants,



Figure 2: The Overall Framework Of The Study (1984)
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With the consideration that this project was to be undertaken by
one investigator, who was inhibited by a lack of finance, facili-
ties and time, it was decided to select a relatively small group
of school administrators as the sample, At the time of sample
selection, a group of 40 school administrators, enrolled in a
Diploma in Educational Administration programme, had gathered at
¥assey University for their annual vacation course, Further in-
vestigation revealed that these school administrators came from
various rural and urban primary, intermediate and high schools
throughout New Zealand ( see Map in Appendix A), After consulta-
tion with the lecturers in charge of this programme, it was
decided to approach this group of school administrators and ask

them to become participants in this study,

Accordingly, the investigator briefed tho sample concerning the
study., Thirty-three out of the 40 school administrators agreed

to participate in the study, They were told that three to four
rounds of questionnaires would be mailed to them over the coming
montha(B). Also, they were instructed not to confer with one
another in their responses, and to return their completed question~-

naires promptly within the stipulated time,

The 33 volunteers came from different levels of the school system
and from different parts of the North and South Islands of New
Zealand, They held various administrative positions in their
respective schools as Table 3 shows, Of the participants, 21
were males and 12 females, giving a male-to-female ratio of

approximately 2:1, respectively ( see Table 3),

(3) To strive for the response anonymity feature of the Delphi
Technique, it was decided to elicit the opinions of the
panel only after they had returned home from their course,



All these respondents had wniversity degrees or the equivalent,
with the typical qualification being a Bachelor of Arts and Post-
graduate Diploma in Education, The age of the sample ranged from

25 to 56, with an average age being in the mid-30s.

Table 3: The Sample

Panel's Position in School Male Female Total
Principal 2 1 3
Deputy Principal 5 2 T
Dean/Head of Department 9 4 13
Senior Teacher 1 2 3
Teacher with Position of > 0 >
Responsibility
Form Teacher 1 2 3
Careers Adviser 0 1
Curriculum Coordinator 1 0 1
Total 21 12 33

With the selection of the sample completed the next process in
this Delphi project was to design and implement the questionnaire

rounds,

THE DELPHI PROCEDURE =

In the Delphi process there are contentious views concerning the
number of questionnaire 'rounds' necessary for the identification
of an acceptable response consensus, Cyphert and Gant (1970), in
their exhaustive analysis of the Delphi investigations, concluded
that 99 per cent of respondents' changes in opinion had taken place
by the third round of the Delphi procedure, The findings of
Weatherman and Swenson (1974) also confirmed that for most Delphis,

three rounds are usually adequate, Dajani, Sincoff and Talley (1979),
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in their discuesion of this issue, suggested that it is important
for Delphi investigators to look into the consistency of responses
between successive rounds and the stability of individual's responses

to the given questions before terminating a Delphi investigation,

In the 1ight of the above findings it was decided that for Phase
One, a three-round Delphi format would be employed, and that
additional rounds would be added if a consensus was not reached by

the third round,

The three rounds of questionnaires used in this study are described

below:

Round One

In this round the panel of 33 participants was sent an introductory
letter of explanation (see Appendix B), The letter informed them
that this project would employ three or four rounds of questiomnnaires,
and that the second and subsequent questiormaires would be based on
information gathered from the previous rounds, A stamped-reply
envelope was supplied with each round to facilitate the prompt

return of the questionnaires, Participants were assured that during

the course of the study their identity would be kept confidential,

Accompanying this letter was the Round One questionnaire ( see

Appendix B), with an outline of the problem, It read as follows:

"What do you see as the challenges facing
school administrators during the remainder
of this decade?"

An open-ended first round was used and the participants were asked
to write down their responses in the light of the problem, They
were urged not to confer with anyone and to return their completed

questionnaires within the specified time,



Thirty (90,9%) out of the 33 original voluntaers(4) replied to this
first round., Their responses, totalling 136 'challenges', were
screened and scrutinised to eliminate any duplicate responses, A
final 1ist of 34 items representing the respondents' Round One
comments ( see Appendix C), on the challenges they envisaged, was

compiled as information for Round Two questionnaire and feedback,

The compilation of the final 1ist of 34 'challenges' was done by
firstly screening all the Round One responses, Statements with
similar meanings or themes were clustered together, They were then
screened again to eliminate any duplicate answers, Subsequently,
each group of related statements was scrutinised and summarised
into a single, concise statement. An example of how a group of
related responses in Round One was reduced to a concise statement
can be detailed, A 1ist of all the original statements
concerning 'falling rolls', which a number of participants viewed
as a 'challenge' facing school administrators during the remainder
of this decade, appears on the following page, These statements

were extracted and clustered during the first screening of responses,

(4) The three dropout volunteers were not followed up because
it was assumed that given the voluntary nature of the
study, respondents who did not retwrn questionnaires no
longer wished to participate
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1)"At present, falling rolls mean less teachers are raquired per
school. This means incompetent staff are going but how will
sdministrators face the challenge of deciding which competent
teacher to lose™.

2)"Coping with the consequences of falling rolls and staff
redundancies™.

3)"Helping their staff to adjust to falling rolls and ch.nging
subject orientation".

4)"Coping with fall in rolls”™.

5)"Falling rolls in relation to staffing".

6)"Falling rolls and subssquent teachsr-pupil ratio problems”.
T)"Falling rolls and the effects on staffing".

8)"Falling rolls--loss of PR allocation, job security, being able

to operate and to offer full range of subjects and staff these
subjects™., —

9)"Coping with falling roll problems i.e. teacher layoffs and

resulting problems of low morale, poor recruitment levels end

possible staff shortsges especially in technical and economic
areas”.

10)™o maintain professional direction and morale -- to promote
professional growth and responsibility at a time when falling
rolls and economic pressures are showing the avenues of promotion

and add to erosion of morale promptasd by public and political
criticism".

11)*Falling rolls --lack of promotion opportunities for younger
staff --loss of status for existing middle managers especislly
senior masters, PR4's and FR3's™.

12)"Falling school rolls and the management of contraction®.

13)"0ffering a range of subjects inspite of ths restrictions impased
by falling rolls".

From this list, four statements concerning 'falling rolls' were
retained, The rest were adjusted to be similar to one or more

of these four statements, For example,

statement Nos, 2, 4, 5, 7 and 12
were similar to No, 13

statement Nos, 3, 12 and 13

were similar to No, 8j

statement Nos, 11 and 12
were similar to No, 10; and

statement No, 9
was similar to Nos, 1 and 8,
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The four statements retained were:

1) At present, falling rolla mean less teachers are required
per aschool, This means incompetent staff are going but
how will administrators face the challenge of deoiding
which competent teacher to lose,

6) Talling rolls and subsequent teacher—pupil ratio problems,

8) Falling rolls-——loss of PR allocation, job security, deing
adble to operate and to offer full rangs of subjects and
staff these subjects,

10) To maintain professional direction and morale — to promote
professional growth and responsibility at = time when
falling rolls and economic pressures ars slowing the
avenues of promotion and mdd to erosion of morale prompted
by pudlic and political eriticism,

Subsequently, these four statements were carefully examined and

scrutinised, then summarised into a single, concise statement:

"Falling rolls and management of contraction,"

From this type of screening, scrutinising and summarising process,
a final list of 34 challenges was derived from the original list
of 136 statements, This final 1ist of 34 items was mailed to the

participants as the feedback information for Round Two,

Round Two

Each of the 30 resﬁgﬁdents who replied to Round One was sent a
covering letter with instructions, Accompanying it were: a copy
of the participant's previous Round One responses; the summary list
of 34 comments contributed by the panel to the Round One question-

nairey and also the Round Two questionnaire ( see Appendix C),

The second questionnaire outlined the problem statement again, The
participants were requested to reconsider their Round One responses,
bearing in mind the group's comments, and to form a short list of

concise statements concerning the challenges facing school admin-



istrators during the remainder of this decade, They were given the
freedom to retain their original Round One responses and/br to use
key statements from the feedback summary 1ist which they might wish

to add to, or modify ( see Round Two in Appendix C),

Only one participant did not return this round's responses, The

29 (96.7%) completed questionnaires were examined and the duplicate
statements removed, When all the responses were aggregated, it was
found that 33 of the 34 group summary comments from Round One were

reinstated, The item which did not receive a mention was:

"Making students aware of the place of
Christianity in an increasingly secular
society."

There was an addition of nine new challenges which the participants
thought would face school administrators during the remainder of

this decade,

The nine new items were:

1) Coping with inadequate and incompetent staff,

2) Providing a balance between satisfying the school and
community demands, and maintaining freedom for teacher
and administrators to develop the well-being, initiative,
and creativity of students,

3) Restricted promotion prospects,

4) Preparing students to adapt to new technologies,

5) Encouraging female staff to take up administrative jobs
and ensuring that they have equality of opportunity.(5)

6) Boosting the status of outdoor education, musio, art
and other cultural experiences,

T) Examination-orientated education wversus job—orientated
education,

8) Bducating for self-actualisation,

9) Ensuring that we do not lose our present assets in
attempts to make further gains,

(5) This item was derived from splitting item No, 33 in Round One
( see Table 7). :
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These nine new items were listed by eight participants of the sample,
Thus, from Round Two, a new 1ist of 42 'challenge' statements was
compiled ( see Appendix D), This formed the basis for the Round

Three questionnaire and the feedback information,

At the completion of Round Two there appeared to be an emerging
consensus on the challenges which the participants envisaged as
facing the school administrators during the remainder of this

decade,

Round Three

In this round, each of the remaining 29 participants was sent a
package including a covering letter, the new summary list of
'challenge' comments, and the Round Three questionnaire, The
instructions directed the respondents, firstly, to consider the
panel's 1ist of comments, then to express their opinions by indicat-
ing, with the help of a 5-point Likert-type scale provided, the
relative importance of each item in relation to the challenges
facing school administration during the remainder of this decade

( see Appendix D), The relative importance of each item was required
for the calculation of the Mean and Standard Deviation, which could

help in the assessment of the consensus,

The Likert-type scale was used because of its simplicity and suit-
ability for the Delphi investigation ( see Cochran et al,, 19703
Fox and Brookshire, 1970; Judd, 1972;Deutsch and Hamm, 1975).

The responses were to be given according to the following code:

Extremely Important (5)
Very Important (4)
Of Some Importance (3)
Of Little Importance(2)
Of No Importance (1)
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Twenty-seven (93,1%) participants returned responses, Their re-

rlies were analysed using the MNean and Standard Deviation for each

of the 'challenge' items listed, Then the items were listed accord-

ing to their rank of importance, based on Mean and Standard Deviation

values ( Round Three results, shown in Appendix E),

Using the Nean values, the item with the highest Mean was ranked
the highest, and when there was a tie in the Mean values of two or
more items, the item with the smallest Standard Deviation, i.,e, the
highest consensus, would be ranked highest amongst the tied items,

For example, this can be seen in the Selection of Round Three

Results, as follows:

Rank Items/Challenges Mean Standard
Devistion
1 Improving staff professional competency 4.33 D.6202

and development through treining, closer
supervision & collegisl support.

2 Providing relevent and meaningful 4.27 D.B744
education to reflect the needs of students,
community, society, economy & government.

3 Providing staff with & sense of purpose, 4,22 0.8473
self worth & echievement.

4 Providing e belance between satisfying the  4.04 0.8077
school & community demends, end maintaining
freedom for teachers & administrators to
develop the well-being, initistive &
creativity of students.

i 4
& 3 Teaching students to have flexible 4,04 0,8540
sttitudes & versstile skills.
= 5 Developing attitudes for life-long 4,04 0.8540
educeation,
é Developing further the concept of equal 4,04 D.8979

educational ppportunity.

Referring to the above selection, the item ranked 1 had the highest
Mean compared to all the other items, The item ranked 2 had the

second highest Mean, and so on, The items ranked from 4 to T had



tied Xean values, Therefore, in this case, the iter with the

smallest Standard Deviation was ranked the highest amongst them,

A complete 1ist of the Round Three responses was compiled using

the values of Mean, Standard Deviation and Rank,

At this stage in the research, a further analysis was carried out
on the results of Round Three to ascertain the degree of consensus
of opinion on the challenges facing the school administrators

during the remainder of this decade,

Cyphert and Gant (1970),33 well as Weatherman and Swenson (1974),
had concluded that the opinions given in three rounds of most
Delphi investigations should be adequate for a general consensus,
To confirm this, the Coefficient of Variation (V), was used, The
use of this procedure in Delphi investigations was developed by

English and Kernan (1976).

English and Kernan, in their Delphi study of the future of air
travel and aircraft technology, used the Coefficient of Variation
in conjunction with a decision rule, as the stopping criterion,
The Coefficient of Variation was calculated by dividing the Standard
Deviation by the Mean of the responses, They selected ranges for
the Coefficient of Variation and associated these ranges with
decision rules that defined consensus, and hence a strategy for
continuing or terminating Delphi rounds ( see Tadle 4), They
recommended the use of the Coefficient of Variation as a measure
of stability in Delphi studies, This can be achieved by checking
for changes in the Coefficient of Variation within each rownd and
between two successive rounds and terminating the inquiry when

such changes assume a predetermined small value,
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Table 4: Coefficient of Variation As A Stopping Criterion

Coefficient of Variation (V) Decision Rule

0 < T £0,5 Good degree of consensus; no
need for an additional round

0.5<V < 0.8 less than a satisfactory degree
of consensus; possible need for
an additional rownd

V> 0.8 Poor degree of consensusj
definite need for an
additional round

Source: G,M, English and G,L, Kernan, "The Prediction Of Air
Travel And Aircraft Technology To The Year 2000
Using The Delphi Method", Transport Res,, Vol, 10,
pp.1-8, 1976.

Referring to Table 4, if the value of (V) is greater than O but
equal to or smaller than 0,5, i.,e, 0<V<O0.,5, then there is a high
degree of consensus and no additional round is necessary., If (v)
is greater than 0,5 but equal to or smaller than 0.8, i.e,
0.5<7<0,8, there is a less than satisfactory degree of consensus
and there is a possidle need for an additional round, However, if
(V) is equal to or greater than 0.8, i,e, V>0,8, the consensus is

poor and there is a definite need for a further round,

As the ranges chosen by English and Kernan (Dajani et al., 1979,
p.B6) were based on the decision rules that defined consensus and
their application had proven to be useful as a strategy for termina-
tion of the Delphi rounds, it was decided to use the same ranges in

this present study,

The calculation of the Coefficient of Variation (see Table 5) for
all the items in the Round Three results indicated that the value
of (V) for all the items was greater than O but equal to or greater

than 0,5, i.e, 0<Vg 0.5, Thus it was concluded that no further



round was necessary for this phase of this study,

Table 5: Calculation Of The Coefficient of Variation (V)
From Round Three Results

Renk of Mean Stesndsrd (V) Rank of Mesn Standerd (V)
Item Devistion ltem Devistion

1 4.33 0.6202 D0.14 21 3.41 1.0099  0.30

2 4.27 D.BT44 0.21 28 3.41 D.8884 0.26

3 4.22 D.BAT3  D.20 29 3.37 0.7917  D.24

4 4.04 0.8979 0,22 30 3.35 1.0175  0.30

= 5 4.04 D.B540 .21 3 3.33  1.1094 0.33

= 5 4.04 D.BS40 D0.21 3z 3.03 D0.7753  0.26

7 4,04 D.BO77T D0.20 33 3.27 0.B744 0.27

8 4,00 D0.6794 0.17 34 3.26 D0.9443 0.29

9 3.89 D0.B80D6 .21 s 3.19 D0.7494 0.24

10 3.85 0.8640 p.22 6 3.15  1.0635 0.34

= 11 3.85  0.7181 0.19 a7 3.11  1.2195 0.39

=11 3.85 0,7181 0,19 kL] 2.93  D0.6752 0.23

13 3.85 D.6624 p,17 39 2.92 D0.7961 0.27

14 3.78  0.9740 0.26 4D 2.88  D.9519 0.33

15 3.74 0.9027 0,24 41 2.8B5 D.B64D 0.30

16 3.74 D.85%0 p.23 42 2.67 0.87TT1 0.33
17 3.74° 0.8130 0.22
18 3.70  0.9533  0.26
19 3.67 .0.7338 0.20
20 3.63 0.7917 Q.22
21 3.59 0.9306 0.26
22 3.56 1,0860 0,31
- | 3,56 1.0500 0.30
24 3.56 0.9740 0,27
25 3.48 0.7530 0,22

26 3.44 0.8473

"ith a high degree of consensus already attained, a follow-up
evaluation round which would help to achieve the second objective
of the study, viz, assessing the potential of the Delphi Technique

for school administrators, could proceed,
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FOLLOW-UP EVALUATION

In this follow-up round, the 27 panel members who completed Round
Three were sent a covering letter, an analysis of Round Three
responses together with a Follow-Up Respondent Evaluation Question-
naire ( see Appendix E), This final phase was designed to elicit
comments concerning the potential of the Delphi Technique for

school administrators,

In the light of their previous participation and experience and
the feedback results, the respondents were asked to respond dbriefly

to the following open-ended questions:

1) To what degree do you concur with the results?

2) To what extent have your views about the future
challenges facing school administrators changed
during the course of this study?

3) As a participant, what were the main problems
you faced in responding to the three question-
naires?

4) TFrom your participation in this study, what do
you see as some of the advantages and dis-
advantages of the Delphi Technique?

5) Prior to this study, have you ever participated
in a Delphi Investigation?

6) GCeneral comments,

In this follow-up round, 20 (74,1%) of the remaining 27 respond-
ents returned their responses and an analysis of their replies

will be discussed in Chapter Four,

CONCLUSION

In summary, then, this chapter outlined the research design adopted

in this study, Details about the framework for the study, the



sample selection, the Delphi procedure, and the follow-up evalua-
tion have been given, The following chapter will discuss the

results obtained for the three rounds of questionnaires in Phase

One of this project,
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CHAPTER THREE

RESULTS AND DISCUSSION

A5
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INTRODUCTION

The research design of the present study was outlined in the previous
chapter, This present chapter will detail the results obtained from
Rounds One, Two and Three of this Delphi exercise, These results
will be analysed and discussed in the light of the first research

objective which was:

"To ascertain the challenges facing school
administrators during the remainder of
this decade, using the Delphi Technique,

ROUND ONE RESULTS

In response to the request to write down their opinions concerning
what they would envisage as the challenges facing school adminis-
trators during the remainder of this decade ( see Round One in
Appendix B), the participants' returns contributed a total of 136
response statements, An example of the types of items listed

is shown below and further examples are given in Appendix G,

An example of a Round One response:

"The challenges are:

1) £alling rolls in relation to staffingj;

2) changes in school infrastructurej

3) inecreasing attempts to integrate ethnic
groups into the schooling pattern of
the pastj and

4) possidle increasing control by government
in the running of schools, its aims and
management,"

Through the process of screening, clustering, eliminating, editing
and summarising that was outlined in the previous chapter, a summary

1ist of 34 concise statements was compiled ( see Table 6). These

'challenge' items were not listed in any priority; rather, an attempt



Table 6: A Summary IList Of The Respondents' Round One Comments

The challenges facing school administrators during the remainder of
this decade are:

1)
2)
3)
4)
5)
6)
)

8)

9)
10)
11)
12)
13)
14)

©15)
16)
17)

18)

19)
20)
21)
22)
23)

24)
25)
26)

27)

28)

Catering for students who face unemployment,

Training for adequate and fulfilling use of leisure time,
Curriculum review - core and non-core,

Broadening the range of subjects in school

Teaching students to have flexible attitudes and versatile skills,
Ensuring greater freedom of choice in materials being used in class,

Providing relevant and meaningful education to reflect the needs of
students, commmity, society, economy and government,

Falling rolls and management of contraction,

Developing further the concept of equal educational opportunity.
Multiculturalise in community, school and classroom, e
Immobile and aging staff,

Staff stress,

Untrained school administrators and teaching staff,

Improving staff professional competency through further training,
closer supervision and collegial support,

Providing staff with a sense of purpose and self-worth,
Coping with non-dynamic and non-professional staff,

Allowing and providing opportunity for teacher experimentation,
adaptation, research and discussion,

Breaking traditional hierarchies of responsibilities to provide
new experience in the profession,

Achieving less bureaucracy in schools,

Arousing parents' awareness of child-care responsibilities,
Dealing with a more informed and more critical community.
Adopting the computer as an educational and administrative tool,

Coping with the conflict in producing scientific-technologically
able students versus culturally aware students,

Making the most efficient use of resources available,
Removing U.E,
Developing Form Six Certificate Courses,

Promoting public and political awareness to ensure the maintenance
and development of educational institutions,

Maintaining school's function despite pressures from various groups,
Coping with social changes and social pressures,

Developing attitudes for life-long education,

Meeting the needs of the gifted and less able students,

Coping with pressure to be more accountable to Boards of Governors,

Ensuring that female students and female staff have equality
of opportunity. '

¥aking students aware of the place of Christianity in an
increasingly secular society.
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was made to arrange in close proximity those items with a similar
theme, For instance, items 1) and 2) were related to unemployments
items 3) and 4) focused on curriculum issues; items 9) and 10)

dealt with educational equality; items 11 to 19) were concerned with
different staff issues; items 22) and 23) related to educational
technological issues; items 25) and 26) centred on evaluation of
students; and items 27 to 32) were challenges relating to developing

and maintaining the school's functions,

Items 5), 6), 7), 8), 20), 21), 24), 33) and 34) were categorised

as 'other',

In summary, eight general categories of items emerged from the Round
One results, These were: unemployments; curriculum issues; educa-
tional egqualitys; staff issues; educational technology; student
evaluationy school functionsj and 'other'. The largest group

consisted of items related to staff issues,

After the collation of results from the first round the resultant
summary list formed the basis for the Round Two questionnaire and the

feedback information,

ROUND TWO HESULTS

In this round the respondents were asked to review their previous
opinions, in the light of both the feedback information given on
the panel's summary list of 34 statements and their own individual
original replies to Round One, They were requested to compile a
short 1ist of concise statements again on the challenges facing
school administrators during the remainder of this decade, The

participants were told that they may reinstate their original
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standpoint, summarise their comments, or choose key statements from
the summary 1ist, which they might wish to add to or modify ( see

Round Two in Appendix C),

When the Round Two responses were returned, screening was done to
remove any duplicate 'challenges', The responses showed that no
participant rejected any of his/her original standpoints ( see

Appendix H for some examples of Round Two replies),

A list of 42 items resulted from this second round ( see Table 7),
33 of vwhich also appeared in Round One, Only one statement was
deleted from the 1ist of 34 items in Table 6, and nine new
'challenges' were added in this round, The deleted item and the

nine new statements were mentioned in Chapter Two (see p, 34).

These nine new items, added to the Round Two summary list ( see
Table 7), were numbered 13), 19), 21), 25), 38), 39), 40), 41)
and 42), respectively, These challenges were inserted into the
list and were clustered near items of the same category., Through
the screening process carried out in this round, item Nos, 14),

16), 27), 35) and 37) were further edited.

From the replies to Round Two, the fact that only one 'challenge'
item was dropped from the initial summary list indicated that
members of the panel were probably nearing consensus on the
challenges likely to face school administrators during this decade,
The nine new items added to the list showed that some(s) participants
expressed nevw standpoints as their perspectives on the challenges
were widened, possibly by the feedback of information and most

certainly by their involvement in this study.

(6) These nine new items were contributed by eight of the participants,



Table 7: A Summery liet Of The Feepondenin' Round Twe Cermenta
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The

challeages facing school a2ministrators during the remainder of

this decade are:

1)
2)
3)
4)
£)
6)
7)

8)

9)
10)
11)
12)
13)
14)
15)
16)
17)
18)

19)

20)

21)
22)
23)
24)
25)
26)
27)
28)
29)
30)
31)

32)
33)

34)
35)

36)
37).
38)

39)

40)
41)
42)

Catering for students wko face unomployment,

Training for adequate and fulfilling use of leisure time,
Curriculum review - core and non-core,

Proadening the range of subjects in scheol,

Teaching students to have flexible atiitudes and versatile skills.
Encsuring greater freedom of choice in materials teing used in c¢lass,

Providing relevant and meaningful education to reflect the needs of
stvdents, community, society, economy and governwent,

Falling rolls and management of contraction,

Developing further the concept of egual educational cpportunity,
¥ulticulturalism in community, school and classroom,

Immobile and aging staff,

Staff stress, -

Coping with inadequate and incompetent steff,

Improving staff professional competency through training,
Untrained school administrators and teaching staff,

Froviding staff with a sense of purpose, self-worth and achievement.
Coping with non-dynamic/unmotivated and non-professional staff,

Allowing and providing opportunity for teacher experimentation,
edaptation, research and discussion,

Providing & balance between satisfying the school and community
demznds and maintaining {reedom for teachers and administrators
te 2develop the woll-being, initiative and creativity of students,

Brezking traditional hierarchies of ra2sponsibilities to provide
new experiencas in the profession,

Resiricted promotion prospects.

Lechieving less bureaucracy in schools,

Arcuoing parenis' awareness of child-care responeibilities,
Dezling with & more informed and more critical community.
Preparing students to adapt to new technologies,

Adorting the computer a3 an educational and administrative tool,
Bals:cing the emphasis on technology with culturzl awareness,
¥eking the most efficient use of resources evailadle,

Rezoving U,E, .
Deveioping Form Six Certificate Courses,

Promoiing pudblic and political awarensss to ensure the maintenance
end devslopment of educational institutions,

¥ain4aining school's function despite pressures from wvarious groups,

Coping wiik sccial changes and social pressures.
Developing attitudes for life-long education.

¥eeting the needs and developing greater provision for the
gifted, the reluctent and the less able students,

Coping with pressure to be more accounteble to Loards of Covernors.
Ensuring that female students have equality of opportwnity.

Encouraging female staff to %ake administrative jobs and
ensuring that they have equality of opportunity,

Boosting the status of outdoor education, music, art and other
cul tural expariences,

Exemination-orientated education versue job-orientated education,
Educating for self-actualisation,

Ensuring that we do not lose our present assetis in‘aitecptis
+n malta Purther gains.
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Referring to Table 7, the items listed as the challenges facing
school administrators during the remainder of this decade could
be broadly divided into six categories, These categories represented
a further refinement of the eight categories derived during the Round

One analysis,

The first category of challenges related to 'Staffing Practices and
Issues', such as the need to improve staff professional competency,
This included 18 items numbered 3), 6) to 8), 11) to 18), 20) to
22), 38), 39) and 42),

Another category of response was that related to 'Students' Needs'
(see item Nos, 1), 2), 4), 5), 34), 35) and 41) in Table 7). Here,
the emphasis was placed on issues such as training for effective

use of leisure time and developing attitudes for life-long education,

The challenges linking the functioning of 'School and Community'
formed another broad group, Item Nos, 19), 23), 24), 31) to 33)

and 36) were classified under this category and reflected the school's
need to account to the different sectors of the community and the

community's awareness of certain responsibilities towards the school,

Item Nos, 9), 10) and 37), concerning multiculturalism and the
provision of equal educational opportunity, were categorised as

'Equality of Opportunity’.

Those challenges emphasising the new technologies and the use of
available resources in schools were reflected in items numbered

25), 26), 27) and 28), and were categorised as 'Technology and

Resources,

Item Nos, 29), 30) and 40), on 'Student Evaluation', focused on

the School Certificate (S,C,) and University Entrance (uv.E.)
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examinatione and the orientation of education towards examinations

versus employment training,

In summary, the six categories of challenges derived from the Round
Two analysis were: Staffing Practices and Issues (S); Students'
Needs (SH); School and Community ( SC); Equality of Opportunity (E);
Technology and Resources (T); and Student Evaluation (SE), Table 8
on the following page lists these categories and their respective
items, It can be seen that the 18 items relating to 'Staffing
Practices and Issues' made up the prominent category, Both the
'Students' Needs' and 'School and Community' categories, consisting

of seven items each, were the next largest group of items,

As well as categorising the items in the way described above, a
frequency count was taken of the number of respondents who mentioned
each item in Round Two, and the results are shown in Table 9. It

is interesting to note from this Table that of the 42 items listed,
39 received a mention by two or more respondents and, in the case

of the first seven items, 10 or more respondents mentioned each item

in their Round Two replies,

A further breakdown of the results shown in Table 9 indicated that
of the first 21 items,the majority of those items categorised as

the 'Students' Needs' and the 'School and Community' were listed,

In each case, five of the seven items for each of these categories
appeared, this suggesting the relatively high priority given to both

these categories of items by the respondents,

Overall, then, the analysis of Round Two results indicated that:
(i) the most prominent set of chsllenges facing school administrators
during the remainder of this decade concerns 'Staffing Practices and

Issues'y (14) 'providing relevant and meaningful education to reflect



Sabtie Fv Tra

*ay L atepartan T8 CraVlesom Frow Boend Tun Carolts

Categorien

Challeapes

1) Staffing
Practicec

and
Tesuas (5)

Curriculum review - core and non-oore,

Eunsuring sroater freedoc of choice in natorials
Yoing used in clase,

Providing relevant 2nd meaningful education to reflect
ths needs of studente, ccasunity, sociely, economy
and guvernment,

Falling rolles and managoment of contraction,

Irmobile and uging staff,

Staff strees,

Coping with inadeguate and incompetent staff,

Improving staff professional competency through training,
Untrained echool administrators and teaching staff,

Providing staff with a esnse of purpose, sslf-worth
and achievement,

Coping with non-dynamis/unmotivated and non-
professional staff,

.

Alloving and providing opportunity for teacher experi-
mentation, esdaptation, research and discuseion,

Breaking traditional hierarchies of responeidilities
to provide newv experiences in the profeseion,

Esstricted promotion prospects,
Achieving less bureaucracy in schools,

Encoursaging female staff to take administrative jodba
and ensuring that they have equality of opportunity.

Boosting the status of outdoor education, music,
art and other cultural experiences,

Ensuring that we do not lose our present aseets in
atiempts to make further gains,

“12) Stuleats'

Feecs ( S¥)

Catering for stvdents who face unemployment,
Training for adequate and fulfilling use of Jeisure time,
Broadening the range of subjects in schocl,

Teaching students to have flexible attitudes and
versatile skills,

DNeveloping attitudes for life-long educztion,

¥eeting the needs end developing greater provisioa
for the gifted, the reluctent and the lJess able students,

Educating for self-actualisation,

3) Scheol
and
Coorunity
(sc)

Providing & btalance between satiesfying tho school
ard community demands and maintaining freedor for
teechers and edministrators to develop the well-
being, initiative and creativity of students,

Arousing parents' awareness of child-care
reepcnsibi’lities,

Dealing with a more informed anc more critical
community,

Promoting public and political awareness to ensure
the maintenznce and development of educationel
icetitutions,

Maintaining school's function despite pressures
frem various groups,

Coping with social changes and social pressures,

Coping wita pressure to be more accountadle to
Boarde of Covermors,

4) Eguality
of

Opportuni
(x)

Develioping further the concept of equal educational
opportunity.

Yulticulturalien in community, school aad classroom,

Ensuring that ferale students have equaiity o
opportunity. i

5) Tecknology

Preparing =aiudenis to adapt to new technologies,

(s2)

Eraluaticn

and Adcpiing the computer am 2n education and
Binouscai edrinisirative tool.
(T) Balancing the exphasis on iechnology with cultural
awsaTeness, ;
{ ¥sking the moet efficient use of remources availabdle,
§) Student Peroving "miversity Entrance examination ED.E.Y,

Tevelcping Form Six Certificate Coursas (S.C,) °
Exemination-crientated education vorsus jot-

n=lantatad adveatian
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Table 9: The Frequency Of Mention For Round Two Results
Categories
Frequenoy % Challenges for each item
17 59 Providing relevant and meaningful education 5 14 Allowing and providing opportunity for 8
to refleot the needs of studonts, community, toacher experimentation, adaptation,
socliety, economy and government, ressarch and discussion,
7 59 Catering for students who face unemployment, SN 14 CInenring that female s*udonts have squality E
4
13 45 Improving staff profensional competency S of. Sppertanity.
through training, oloser supervision and 14 Yaking the most efficient use of resources T
collegial oupport, . avallable,
11 38 Treining for adequate and fulfilling use SN 14 Developing Form Six Certificate Courses =
of leisure time, 14 Tal B
ancing the emphasi tech 3
11 35 ﬁgi:::zguﬂ ism in community, school and B culturalgsvaraneﬁa,s 8 on technology with T
L
14 Coping with non-dynamio and non-professi ]
1 38 Falling rolls and managoment of oontraction, S at.-.prf, = RReaion
10 35 Teaching students to have flexible attitudos sn 14 Adopting the computer as an educational and T
and verssutile skills, administrative tool,
9 k§ Devalgpl?f furtker the concept of equal B 14 Immobile and aging etaff, s
opportunity, .
10 TProadening the f sudb
9 31 Preparing students to adapt to new : = PAREN. aT mbjents dn sehool, .
technologies, 10 Urtﬂ;?ined echool adminimtrators end teaching S
; ntaff,
9 31 Vaintaining school's funotion despite sC
pressures from various groups. 10 Achieving less buresueracy in schoole, S
10 Eneurin eater fresd I cholce 1
24 Coping with eocial ohanges and sooial sC € &r oscem of stinles dn s
7 4 prle)ua'ﬁru. ge materiale being uced in olasa,
T 24 Promoting public and politioal awareness to sC 10 fngg-ng githfp::ousure 1o ke more ascountable sc
ensure the maintenanca and development of oards of Governcrs,
educational institutions, T Providing a balance between saiisfying ‘ha sC
6 21 Providing staff with a senme of purpose, S achool and community demands end maintaining
pelf-worth and achievement, freedom for teachers and administrators to
d t -
6 21 Developins attitudes for life-long education, SN 0:::1‘:5“;00;53‘1‘“::;:5: Anstiative. and
é 21 Currioulum review, ooro and non-core, 3 T Reutrictod promotion pronpocta, ]
6 21 Staff stroos 5 7 Dreaking traditional hierarchies of re
[ ! : arc aponei- S
6 21 Arouning parents' awarensss of child-oare sc “lities to provide nsw experiencas in
rosponsibilities, the profession,
6 21 Removing U,E, CE 7 TExarination-orientcted versus joh-oriantated 5=
5 17 Encouraging fomale staff to take up adminis=- 5 adudntion,
irative jobs and ensuring thut they have 3} Educating for eelf-arctualisation, SN
equal ity of opportunity, 1 Doosling the statun of outdoor eduction, 8
5 17 Doaling with a more informed and more sC musie, ari, and cther culiural oxpnriences.
4
eritical community, ) FEnsuring that wo do rot Joae our prossnt S
4 14 Yeeting the noeds and develop greater pro- sy asuata in attenpts tn make furiher galne,

viaiona for the gifted, the reluctant and
the less abtle students,

3
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the needs of students, community, society, economy and government',
along with 'catering for students who face unemployment' were the
only two items to be mentioned by half or more of the participants
during Round Two and (4ii) relatively high priority is accorded by
participants to those items categorised as 'Students' Needs' and
'School and Community' when the frequency of mention of the first

21 items is considered,

ROUND THREE RESULTS

In this round, the new summary list of the respondents' Round Two
comments, with a total of 42 items, was fed back to the panel, The
respondents were directed to consider the new summary list and then
to reconsider and express their opinions about the challenges facing
echool administrators during the remainder of this decade, by
indicating the relative importance of each 'challenge' item on the
5-point Likert-type scale provided, The scale was coded as follows:
Extremely Important (5); Very Important (4); Of Some Importance (3);
Of Little Importance (2); and Of No Importance (1) ( see Round Three

in Appendix D),

Following the return of the responses, the Mean and Standard Deviation
for each of the 42 items was computed, ( For an example, refer to
Appendix F,) When this was completed, the items were ranked from

the highest to the lowest Mean, and if items had the same Mean the

one with the lowest Standard Deviation (i,e, the highest consensus)

was ranked the highest ( see Chapter Two, p. 36).

Table 10 shows the ranking of the Round Three results according to
the computation of their Means and Standard Deviations, On almost

all the items, the Mean was greater than three, thus suggesting that



Table 10:

Round Three Results With Mean And Standard Deviation And Categories

-

STEIs USEC

Tha challanges fccing_ychoal administreters
during the :lnninde{_nf Eﬂé- deceds sre, in
order of importances=

Ll S

Rank Challences and Categories ()

1 Improving staff professional compstency
and development through training, clossr
supervision & collegial support. (S)

2 Providing relevant and msaningful
education to reflect the needs of students,
community, sociaty, ecocnomy & government(s)

3 Providing staff with & sanae of purposs,
aelf worth & schisvement.(S)

4 Providing a balance between satisfying the
echool & community demands, end meintaining
freecom for tcachers & administrators to
dzvelop the well-being, initiative &
creativity of students.(SC)

-5 Teaching students to have flexible
sttitudes & versatile skills. (SN)

-5 Developing sttitudes for life-long
education. SK)

i & Developing further the concept of equal
sducational opportunity.(E)

(=)
8 Catering for students who face “nemployment.

9 .Hcotinq the needs of & developing greater
provisions for, the gifisd, the reluctant
& the less able students. (&5)

10 Preparing students to adspt to.new
technologies.(T)

-1l Treining for adequate end fulfilling use
of leisure time. (SN)

=11 Curriculum review - cores & nor-cors.(S)

La Multi-cultuzolicm in coanunity. school and
clasaroom. (E)

14 Educating for self-sctuslization.(s3)
15 Staff stress.(s)

16 Coping with social changes & wocial
preasures. ( SC)

17  Allowing and providing opportunity for
teachor wxperimentation, adaptation,
research L discussion.(5)

18 Ensuring that famale students hsve wsquality
(s

of opportunity.(E)

o T - . & - "%

Haon
4.33

4.27

3,85

1.85

3.78
3.T4

3.74

5 - Extremely important
- Very Important

- Some lmportence

-~ Little Importance

- No Importance

Standacd
Qev:nliun
0.6202

D.8744

0.8473

0.6077

0.8540

0.8540

0.8979

0.6754

0.8006

0.6624

D.7181

0.7181

0.8640

0.9740
D.5027

0.8130

C.85%0

0.9533

" ==a8gq

20

21
22

23

24

25

26

27

28

29
o

kb |

32

b |

34

33

36
3T
a8

39

LiC

41

a2

Making the most efficient use of resources
availeble, (1)

Developing Form 6 Certificate Courses. ( SE)

Balancing the emphasis on tachnology with
cultural awsrensss. (T)

Promoting public & political ewasreness to
ensure the maintenance & development of
education institutions,{Sq)
Encourmging fermale staff *u teks up
adeinistrative jobs & mnsuring that they
have sguality of cpportunity.(s)

. (s
Coping with insdequate and incompstent Itlf}-

Buofting thes atatus of outdoor education,
wusic, art, and other cultural exptriencaaiS)

N
Brosd=ning the renges of subjects in l:hgoll

Coping with non-dynamic/unmotivated &
non-professional staff.(s)

Restricted promotion prospects. (S)

Untrsined schdol administrators and
teaching staff.(s)

Sreaking traditional hisrarchies of
responsibilties so as to provide new

experiencea in tha profession.(s)

Adopting the computar am an educational &
edministrative tool.(T)

Meinteining the school's function despite
pressurs from various groups.(sScC)

Arousing pearents' awareness of child-care
responsibilities.(SC)

Dealing with a more informed & more
critical community,(sc)

Achieving less buresucracy in schools.(S)
Removing U.E.(sT)
Imnobile end aging staff.(S)

Examination-orientated education versus
job-arientated education. ()

Ensuring grester freedom of choice in
materials being used in class, (5)

3.63

3.59
3.56

3.56

3.48

3,44
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at least some importance was attributed by the respondents to each
of the challenges listed, Moreover, the Standard Deviation
calculations indicated that on most of the items there was tight
consensus of opinion, Using the six general categories of items
derived from the Round Two analysis, it can be seen from Table 10
that items relating to the 'Staffing Practices and Issues' occupied
the top three rankings, and that four challenges categorised as

'Students' Needs' appeared within the first 10 highest ranked items,

On closer scrutiny, it seems logical that the challenge of
'improving staff professional competency and development through
training, closer supervision and collegial support' was ranked
highest because without the competency of school administrative
staff, most of the challenges listed, such as the provision of
relevant and meaningful education, the inculcation of flexible
attitudes and versatile skills in students, the preparation of

students for new technologies, and so on, could not be met,

Generally, the trend which is most evident in Table 10 relates

to the importance of school administrative staff improving their
professional competency so as to meet more effectively the needs

of the students as individuals, as members of society, and the
demands of the community and society: This trend concurs with

that postulated by Renwick (1983) who also suggests that

one of the most important challenges facing school administrators
is the issue of school administrative staff professional competency.
In a recent publication, Renwick stresses the need for school
administrators to be professionally assessed so they can know their
ovn‘level of competency and improve on it, He also comments that

in this and the following debades, the issue of accountability will

very much be related to professional competency amongst school
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administrators,

These sentiments have also been expressed by Culbertson, who has

been Executive Director of the University Council for Educational

Administration (UCEA) for the past 22 years., In a recent interview

( see Podemski, 1982) Culbertson outlined what he felt were the

future challenges facing school administrators and, in summary form,

he listed the following:

1)

3)
4)

5)
6)
7)

8)
9)

In the recruitment and selection of educational administrative
staff, there will be a pressing challenge to seek and attract
the very best of societal leaders in education, Therefore
educational administrators will need to improve their
professional competency as they will be viewed in terms

of their specific skills and vision of the future,

During the 19508 and 19608, there was a great need of various
school staff as the number of schools and educational
institutions grew, In the 1970s, there was a shift to

fewer students, Therefore educational administrators

need to be able to cope with 'the management of decline’,

Administrative staff need skill in anticipation and
management of the future,

There is a decrease in resources, thus leading to an
increased competition of resources,

Accountadbility to parents and the community.
Increased need for computer literacy.

The need to develop better balance between and among
purposes, programs and administrative processes,

Competition between the private and the public schools,

The needs for greater interpersonal and political skills
and an ability to articulate the purposes of education
during periods of ferment and change.

The general concurrence between Culbertson's challenges and those

listed in Table 10 lend support to the outcomes derived from this

Delphi study.



CONCLUSION

In this chapter the results from each of the three rounds of this
Delphi study have been outlined and discussed, The major categories
of items, along with information on the items' frequency of mention,
and their eventual ranking of importance, have been the focus of
attention, Overall, items relating to 'Staffing Practices and
Issues' were most prominent amongst the challenges facing school
administrators during the remainder of this decade, with the most
important challenge beiﬁé to 'improve staff professional competency
and development through training, closer supervision and collegial

support’,

The final chapter of this thesis will discuss the potential of the

Delphi Technique for school administrators,

56



CHAPTER FOUR

THE POTENTIAL OF THE DELPHI TECHNIQUE
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INTRODUCTION

In Chapter One of this thesis discussion centred on the Delphi
Technique - the technique's history and development, its process
and characteristics, its advantages and disadvantages, variations
and general applications of Delphi, plus ite specific uses in
education, The chapter concluded with the rationale and objectives

for the present study., These objectives were:

a) to ascertain the challenges facing school administrators
during the remainder of this decade, using the Telphi
Technique; and

b) +to evaluate the potential of the Delphi Technique for

school administrators,

Chapter Two presented the research design of the project., Here,
discussion focused on the framework, the selection of the sample,

the specific Delphi procedure used, and the follow-up evaluation,

Chapter Three presented the results obtained from the three rounis
of this Delphi exercise and this was followed by the analysis and

discussion of these results,

This final chapter will present the results of the follow-up
evaluation and, in so doing, will explore the potential of the
Delphi Technique for school administrators, kethodological issues
relating to Delphi that emerged during this investigation will be
discussed in this chapter, These issues are: +the selection of
the panelj the character of Round Onej the editing of the rounds;
the timing of each round; the group consensus; and the administra-

tive burden on the controller of a Delphi study.



THE FOLLOW-UP EVALUATION AND RESULTS

For the follow-up evaluation, the 27 respondents who returned Round
Three questionnaires were sent a covering letter, a summary analysis
of Round Three results, and a Follow-Up Evaluation Questionnaire
(see Appendix E), In the light of the respondents' experience in
the first three rounds of this Delphi project and the feedback
information, they were asked to respond briefly to six open-ended
questions, Twenty (74.1?3 respondents returned their completed
questionnaire;: The results and analysis to each question are

shown below and, in several instances, reference is made to items

and rankings in Table 10, on page 53,

Question 1: To what degree do you concur with these results?

Eighteen (90%3 respondents commented that they concurred completely
or to a large extent with the group's responses, Some of their
comments were:

- "I agree with the results; they reflect
my own priorities with few exceptions,"

- "I agree with most of the results,”

- "High to medium degree of agreement,"

On the basis of these types of comments it would seem that the
Delphi Technigque did act as a consensus-generating tool in this
project, thus confirming the conclusion made by both Helmer ( 1966)
and Uhl (1971) that convergence of opinion occurs in most cases

when the Delphi Technique is employed,

Nevertheless, of those respondents who were generally in agreement
with the group's consensus, three questioned whether the high rank-
ing of item No, 1, in Table 10 = "Improving staff professional

competency and development through training, closer supervision
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and collegial support" - might have been influenced by the emphasis
placed upon the concept of 'Instructional lLeadership' in their
current Diploma of Educational Administration course, These three

respondente briefly elaborated on their views:

- "We have probably rated item No, 1 first
because of our studies in Diploma of
Educational Administration,"”
- "I agree very largely with the results
except for No, 1 which I feel is an
artificial result engendered by the
heavy propaganda for instructional
leadership currently being studied
by members of the group,"
- "I concur with the results but did not
realise that instructional leadership
would appear so strong,"
Six respondents also questioned the ranking priority of a few lowly
rated items, They commented that generally they did agree with the
items at the top end of the ranking but felt other items deserved

higher ranks,

In summary, responses to the first question of the Follow-Up
Evaluation seemed to indicate a general agreement on the Round
Three listing and ranking of challenges facing school adminis-
trators during the remainder of this decade, although this
evaluation did show that a minority of participants questioned

the ranking of a few items,

Question 2: To what extent have your views about the future
challenges facing school administrators changed

during the course of this study?

A1l the respondents maintained that during this study their views
concerning the future challenges facing school administrators had

probadly changed very little, However, 12 of them admitted that



the group's summary feedback of information did broaden their
perspective to accommodate others' viewpoints and priorities,
Below are some examples of their comments in response to the

above questions

- "My views have changed very little,
although the feedback has made me more
aware of the priorities of others,"

- "My views have not altered considerably
although T may have incorporated some
of the group's views into my own,"

- "No general change to my views though —
they broadened because of feedback,"

- "My views have broadened through being
exposed to the ideas of a larger group."
These comments corroborate, to some extent, the findings of
KcGaw et al, (1976) and Dalkey (1969), that the pooling of
opinions through Delphi does broaden the range of views avail-

able to respondents,

Question 3: As a participant, what were the main problems you

faced in responding to the three questionnaires?

Only two (10%) panel members stated that they had no problems at all,

The remainder admitted facing some problems and their reasons for
this can be grouped into four categories, The first category

consisted of two respondents who had problems in Round One, One

commented that he did not know how much to say in the first round,

and the other found Round One overly demanding and suggested that
rephasing the question with more specific instructions may have

assisted,

Four other participants found it difficult either (i) to decipher

subtle differences in the meanings and implications of some items;

€1



(11) to make concise statements; or (1ii) to assess the relative
importance of every item, Lloreover, it was pointed out by one of
theese participants that because some of the iters seemed to over-
lap, it was difficult to 'dissect' them into succinct staterents

end to evaluate their relative importance,

The third group, comprising four respondents, thought that time
pressure wae their main problem when responding to the three

questionnaires, The following comment reflects this:

- "The problem was getting time to read

the questionnaires and then trying to

post them back on time,"
And the fourth category of problems, incorporating the views of
seven participants, indicated that involvement in the administra-
tion of their own echools had narrowed their views concerning the
challengee facing school administrators in general, As a result,
they found difficulties in finaliming their responses when pre-

sented with the wide range of the group's opinions, For instance:

- "I had a problem in ensuring that I gained
adequate understanding and realisation of
problems facing areas of education other
than those in which I work and, therefore,
responding from an 'equivalent' base of
knowledge and concern,"

In summary, the four problematic areas the participants found in
responding to the three questionnaires were: (i) the imprecision

of the first roundj (ii) the subtle differences in the meanings

and implications of items; (iii) the interval between questionnaires;

and (iv) the diversity of the group's opinions,
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Question 4: From your participation in this study, what do you
see as some of the advantages and disadvantages of

the Delphi Technique?

As the participants worked through the three rounds of this Delphi
project it was felt they would note some of the advantages and
disadvantages of the Delphi Technique, Table 11, on the following

rage, shows the 'pros' and 'cons' they listed,

Many of the advantages outlined by participants confirm the claims
of earlier studies relating to the advantages of the Delphi
Technique, For example, advantage Nos, 2, 6 and 11 concerning

the achievement of consensus add further confirmation to Helmer's
(1966) and Unl's (1971) conclusionsthat convérgenco of opinion on
the solution of a particular problem is one of the resultant bene-

fits from using the Delphi Technique,

Those advantages relating to controlled feedback of information
(Nos, 3, 4 and 15) seem to strengthen the claims of Dalkey (1969)
that feedback procedures enhance the accuracy of a group of people's
views, opinions and estimates, It was Dalkey (1963) who also stated
that the Delphi Technique avoids many of the disadvantages common

with people communicating as a group in face-to-face interaction,

Advantage Nos, 1 and 12 suggest that with the application of Delphi,
a wide range of opinions could be elicited from a group of people
from a wide geographical area without them meeting, The implica-
tion here is that, for school administrators, this may avoid some
of the inconveniences of face-to-face meetings (see No. 5) and
perhaps give more credence and legitimacy to the views of

individuals (see Nos, 13 and 14).

¥hen considering the disadvantages of Delphi listed in Table 11 it
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Table 11: The 'Pros' And 'Cons' Of Delphi As Noted By The Panel
Advantiages Disadvantages
1) Exposed to a wide range 1) Large responses —-specific to

2)

3)

4)

5)
6)

7)

8)

9)

10)

11)

12)

13)

14)

15)

of ideas from a wide
geographical area.

Not very time-consuming,
can focus on important
consensus quickly,

Opportunity for all views
as there is the possibility
of amending responses with
more feedback information,

The depth of responses —
increased at different

leveles of confirmation
through feedbacks,

Avoid interpersonal conflict
of meeting,

Crystallises or identifies
areas of major concern,

A sense of development,

Unbiased and freedom of
opinion in the first round,

Good way of canvassing

opinions which disallow
prompting or consultation
beforehand ( anonymous response),

non-specific, Some items are
very general, vague, idealistic
and overlapping, therefore
difficult in ranking task,

2) Time-consuming and therefore
needs more time allowance,

3) large range of responses—-your
ideas covered by others,

4) The frequency with which the
questionnaires appear tends to
become a little irritating.

5) Danger of conforming to
group's ideas,

6) Strong individually-held views
are watered down by group's size,

7) Open to manipulation possibly
by those running the technique
to get the results they want,

8) Need some understanding of
the aims of survey.

9) Isolation of respondents,

Useful tool for gaining 10) Fails to provide real consensus,

a perspective of how
administrators view their
futures and problems in the
educational system,

Useful process for 11) Not sure how final consensus
achieving consensus on arrived at statistically.
priorities,

Get opinions of a group 12) Researcher might not have

without meeting,

An element of taking

interpreted your meaning as you
intended, rephrasing responses
can alter their underlying
meaning and implications,

13) List is too long, not enough

increased responsibility refinement,
for one's responses,
One's concerns are 14) Tend to be black and white,

legitimised further,

Probably pretty reliable
because of repetitions

no shades of grey.
15) No record of what was sent off,

16) Narrow selection of subjects,
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is important to realise that some of these might not be disadvan-
tages per se, For example, disadvantage No, 3 refers to a common
ozcurrence in Delphi studies because consensus implies that a
participant's responses may be covered by others, The loss of
the individuality of the response when consensus is being reached
is probably bheing hinted at in this particular criticism, Dis-
advantage No, 9, which refers to the isolation of the respondents,
is, in fact, often necessary in Delphi studies to ensure that

anonymous, independent responses are received from participants,

On closer examination, disadvantage Nos, 8 and 11 are not related
to the Delphi Technique itself but, rather, seem to identify

shortcominge in administering the present study.

Other disadvantages listed in Table 11 can be grouped into methodol-
ogical concerns, For instance, Nos, 2 and 4 are related to the
pressure of time which sometimes can be easily eliminated by setting
a longer time interval between questionnaires, Disadvantage No, T
speculates about the unethical procedure of manipulating research

to obtain desired outcomes, and this may be no more common with
Delphi than with any other research technigue, The subjectiveness
of editing responses between rounds, indicated in Nos, 12 and 13,

is a more acute prodblem in Delphi studies and is discussed later

in this chapter,

Question 5: Prior to this study, have you ever participated in

a Delphi Investigation?

A1l the participants who responded to this question stated that
they had never participated in any Delphi Investigation before,
This finding strengthens Schmuck's (1977) and Johnston's (1981)

observations that the use of Delphi by school administrators



is 8till in its infancy.

Question A: General comments,

Five respondents made no further comments in the evaluation
questionnaire, However, 11 participants expressed their apprecia-
tion of being invited to cooperate in this study because the
'challenges' facing 8school administrators were a major concern

to them, Pelow are some of their comments:

- "I was happy to help, It was interesting
to see the results; to see what other
people thought, It made me think about
what was important, It provided a good
'working list' if I ever get to be an
administrator with some influence,"

- "It has been really interesting to think
about challenges from my point of view,
to see what others think and their new
points of view, to have my points re-
iterated by others and feel 1 am not
alone in my concerns,"
- "I was glad to cooperate as it is very
interesting to relate my priorities to
other administration people,”
Indeed, coming through these and the other comments was the view
that this Delphi study provided a motivating environment for the
participants to consider the challenges confronting school admin-
istrators, and the relatively low atirition rate during the three
rounds partly reinforces this, It can be seen from Table 12 that

only six of the original 33 participants dropped out,

Table 12: The Attrition Rates For The Sample

Questionnaires Total No, & % No, & % of Fo, & % of
of participants Returned Responses Dropouts
Round One .33 (100%) 30 (90.,9%) 3(9.1%)
Round Two 30 ( 100%) 29 (96.7%) 1 (3,3%)
Round Three 29 (100%) 27 (93.1%) 2 (6.9%)
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Other ggneral comments reiterated remarks which some respondents
mentioned in response to previous questions, For instance, the
overlap between some of the challenges was mentioned by one
participant, And another questioned the underlying meanings and

implications of some of the items,

In summary, this discussion of the Follow-Up Evaluation has

shown fhat:

1) Ninety per cent of the respondents concurred with the
outcomes from Round Thre;:

2) A1l the Participants maintained that during the course
of this study their views about the future 'challenges'
facing school administrators probably changed very little,
although some participants indicated that their perspec-
tives had broadened by their involvement,

3) The four problematic areas they faced in responding to
the three rounds of questionnaires were: the imprecision
of the first round; the subtle differences in meanings
and implications of some items; the short time-interval
between the questionnaires; and the diversity of the
group's opinions,

4) The panel identified a number of advantages and disad-
vantages in the Delphi Technique, as applied in this
study, although it was noted that several of the disad-
vantages did not relate to the technique per se,

5) Kone of the respondents had participated in any Delphi
Investigation before this study.

6) The low attrition rate amongst the respondents possibly

reflected the increasing commitment they developed towards

the study as each successive round progressed,
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Overall, the tenor of the responcdents' comments in this Follow-Up
Evaluation indicated general support for the Delphi Technique as

a potentially viable tool for school administrators, In order to
further evaluate the usefulness of the Technique for school admin-
istrators, a discussion of the major methodological issues to

emerge during this study will now follow,

THE SICNIFICANT METHODOLOGICAL ISSUES

During the course of this study several methodological issues arose,
These related to the selection of the panel; the character of Round
One; the editing of the rounds; the timing of rounds; the group's

consensus; and the procedures involved in the administration of the

Delphi Technique,

The Selection of the Panel

In any Delphi study the selection of a panel becomes a crucial
methodological issue, Some Delphi investigations have selected
panels of up to 1000 respondents in order to avoid what Judd (1972)
refers to as the hazard of creating 'inbreeding', i,e, =electing
people who would reflect a singular set of judgements on a particular
jssue or problem, However, Cyphert and Gant (1970) reported that
associated with the selection of a large number of participants
for a Delphi study is the attendant problem of attrition and, in
turn, the remaining active participants not being broadly repres-
entative of the larger puble that was sought, NcGaw et al, (1976)
also point out the problem of excessive administrative work in-
volved with Delphi studies utilising extremely large samples of

respondents,
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Keeping in mind the above cautions about the use of large panels
of respondents, both the objectives of this study dictated the
selection of a sample comprising persons of experience and with
a knowledge of current events in school administration in New
Zealand, This consideration, along with the fact that this pro-
Ject was to be undertaken by one investigator, who lacked the
finance, facilities and time to carry out an investigation using
large numbers of respondents, necessitated the selection of a
relatively small group of 40 New Zealand school administrators

as the sample for the study,

Although this sample was statistically small, its members came
from a wide geographical area of the North and South Islands of
New Zealand and held various administrative positions at different
levels of the school system, The participants consisted of both
males and females whose ages ranged from 25 to 56, However, while
the sample did seem to provide a representative cross-section of
school administrators, caution should be attached to generalising

the outcomes beyond the sample used,

The Character of Round One

The issue involving the character of Round One focuses on whether
to use closed-ended statememts or an open-ended approach in asking
the panel to respond to the problem under investigation, In the
closed-ended approach, participants usually choose their responses
from a 1ist of prepared statements, or they complete partly-
structured phrases, Uhl (1971) and Peterson (1971) found that the
closed-ended approach has the advantage of saving time since Round
One responses do not have to be collated or edited, Neverihelass,
a disadvantage of the closed-ended approach is the likelihood of

omitting important statements and limiting the participants' freedom
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in responding to the problem,

An open-ended approach was used in Round One of this Delphi exer-

cise because it:

1) enabled a large range of opinions on the issue being
explored to be elicited;

2) provided participants with the freedom to respond to
the problems and

3) avoided any bias towards a structured consensus,

Generally, most participants had few problems in responding to
this open-ended Round One, with only one respondent reporting that
this first round was demanding, and another commenting that there
was uncertainty about how many responses were required, In this
study, then, the open-ended approach was adjudged to be the most
appropriate for Round One, although methodological problems in-

volving the editing of responses did arise,

The Editing of Rounds

The choice of an open-ended format in Round One necessitated the
editing of returns, which were often handwritten, In this case,
the magnitude of the editing process following an open-ended first
round was much greater than realised, Judd (19?2, P.183) aptly

states the dilemma facing the Delphi editors:

"The situation is not unlike the problem
of whether to use a butcher knife or a
scalpel in trimming the responses to a
portion that can be served up in Round
Two,"

Using the editing procedure adopted in Rounds One and Two of this
study ( see Chapter Two), the investigator found the process trying
and tiring, For instance, in Round One, the investigator had to

edit 136 statements, It took a total of 38 hours to arrive at the
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summary list of 34 items, and while every attempt was made to be
systematic in this editing process it could be regarded as being

highly subjective,

Given resources and facilities, the fatigue problem and the sub-
jective nature in editing Delphi replies can be overcome, For
instance, Huckfeldt (1972) suggested that editing should be
undertaken by a professional staff possessing expertise in
language and communication, To avoid fatigue, says Huckfeldt,
they should have secretarial backup and the necessary technical
equipment (e.g. computers) for screening and coding responses,
Moreover, according to  Huckfeldt, there should be 'quality con-
trol checks' to test the level of agreement amongst the editing

staff,

The Timing of Rounds

There is little research data on the effect of the duration of the
time-interval between the rounds in Delphi studies, or the time
given respondents to complete each round, However, in this present
study it was found that the length of the time-interval is an
important methodological consideration, In all the rounds, most
of the respondents returned their completed questionnaires within
the stipulated time, Nevertheless, in the Follow-Up Evaluation

it was revealed that two-thirds of the panel found 'the time

pressure' a main problem in this exercise,

However, it was realised from the Follow-Up Evaluation that more
cognisance should have been taken of the hectic schedules of some

of.tha participants and allowances made accordingly concerning

their returns,
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The Croup's Consensus

One of the most crucial issues relating to the use of the Delphi
Technique is whether the final consensus is genuine or specious,
Specious consensus, according to Welty (1970), Sandow (1971),

and Sackman (1974), wusually occurs when respondents

are fed back statistical summaries of the group response in the
second round, thus forcing them to converge towards the median
response in the second and subsequent rounds, In the present
study, however, statistical feedback of the group's responses

did not occur until the study was completed, MNoreover, data from
the Follow-Up Evaluation seemed to suggest that the consensus of
opinion on the challenges facing school administrators was authentic

rather than specious,

The Administration of the Delphi Technique

In the application of the Delphi Technique there is the reported
danger that those in charge can administer the technique to obtain
the desired results, This issue, which was mentioned in the Follow-

Up Evaluation, is discussed by Welty (1971, p.377) who claims that:

"The Delphi manager may deliberately mis-
represent the outcome of one Delphi round
to the participating expert in the next
round, in an attempt to influence the
outcome of the entire exercise."

In this Delphi study the use of an open-ended first round and
returning both the respondents' own replies and the summaries

of the group response during successive rounds would have acted
against any deliberate attempts to misrepresent the outcomes,
Furthermore, the nonstatistical feedback of information for Rounds
Two and Three did not provide the participants with any median

answer, specious or otherwise, to converge towards,
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Xethodologically, the issue raised by Welty about the Delphi
investigator being able to influence the cutcome of an exercise
raises some interesting questions about the feedback of informa-
tion during the rounds and, in particular, about the effects of
feeding back false or misleading data, Further studies to deter-
mine whether respondents are susceptible to such deception are

Tecommended,

So far in this chapter, the results of the Follow-Up Evaluation
and methodological issues concerning Delphi have been discussed,
In the final part of this chapter the potential of the Delphi

Technique for school administrators will be considered briefly,

THE POTENTIAL OF THE IELPHI TECHNIQUE FOR SCHOOL ADiINISTRATORS

In school administration, goals and decisions are often based on
opinions and beliefs and, because of this, it seems important that
school administrators have access to reliable research tools to
help thex tap these opinions and beliefs, especially in relation
to issues where there is likely to be a lack of consensus,
Although many school administrators are already familiar with
conventional methods of information-gathering (e.g. one-shot
surveys), it is likely they will turn to new and innovative

techniques, such as the Delphi Technique,

On the basis of this study, school administrators may f£ind 4
nurber of advantages in using the Delphi Technique, The technique
can generate consensus on issues where there is a lack of agree-
"ment, It can elicit opinions from a group of people without them

having to meet face-to-face, Due to this anonymity, respondents
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have an equal opportunity to affect decision-making because group
pressure to conform and the influence of dominant individuals is
minimised, Moreover, the reiterative nature of the technique,
vwhere respondents can reconsider their previous opinions, acts
against the hasty formulations of preconceived notions, And,
with the application of Delphi, respondent attrition rates are

often low,

At the same time, however, the users of Delphi should be cautioned
about possible disadvantages of the technique which have been
identified in this study., These include: the editing of open-
ended responses where the magnitude of the editing process can
be demanding; the timing of the rounds, which can impose undue
constraints on respondents; and the administrative burden that
an investigator may have to cope with in carrying out a Delphi

study.

Overall, Delphi does appear to be a potentially viable tool for
school administrators and, in particular, it may be useful to
them in areas such as curriculum planning, developing goals and

objectives, and arriving at consensus on budgeting allocations,

CONCLUSION

From the results of the present study, and on the basis of other
Delphi 1nveatiggtions, the Delphi Technique can be recommended as
a tool for school administrators, However, as Pill (1971) has
pointed out, the value of Delphi will be enhanced when it is used
alongside other conventional tools which are constantly utilised
to solve the wide range of problems which inevitably confront

gchool administrators,
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CONCLUSION
This study has investigated an application of the Delphi Technique
in school administration with a view to evaluating its potential

for school administrators,

The results from the three rounds of questionnaires indicated that
consensus amongst the sample of respondents was achieved in relation
to challenges facing school administrators during the remainder of
this decade, In particular, 'Staffing Practices and Issues' was the
most prominent category of challenges listed by the respondents, with
the need to "improve staff professional competency and development
through training, closer supervision and collegial support" being
ranked as the most important of all the challenges,

In the Follow-Up Evaluation, most of the participants indicated
general support for the Delphi Technique as a potentially wviabdble

tool for school administrators, This same conclusion was arrived

at after considering the significant methodological issues concerning
Delphi that arose during the course of this study,

Overall, the findings from this study seem to confirm some of the
reported advantages Delphi has over round-table discussions and
face-to-face meetings, The response anonymity feature appeared to
allow respondents freedom to define, reconsider and refine their
opinions without fear of causing confrontation or having to conform
to the opinions of others, Moreover, the low attrition rate, which
has also been reported in other studies, suggests participants

develop enthusiasm and commitment in a Delphi project.

Although Delphi still remains virtually unknown amongst school
administrators, it can be suggested, on the basis of this study,
that it may be a potentially useful tool to help generate consensus
of opinion, particularly where there is lack of agreement, such as
in defining goals and objectives, and in developing budgeting

priorities,
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APPENDIX A

THE LOCATION OF PARTICIPANTS



THE LOCATION OF PARTICIPARTS
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Massey University

PALMERSTON NORTH, NEWW ZEAILAND TELEPHONES. 09079, 64 08Y, 64 (4
In repl, pivase grote
Education Department
18 May 1984

Dear Colleague,

It was a great pleasure meeting you during the Vacation Course,
Thank you very much for volunteering to participate in my research
project.

This project will employ the Delphi Technique to elicit your opinions
concerning the challenges facing school administrators during the
remainder of this decade.

The Delphi used here involves four rounds of questionnaires, The
first questionnaire is attached to this letter. The second, third
and fourth gquestiomnaires will be based on information gathered
from the previous rounds, Because of this process, it is important
that you return promptly your response to each round, It would be
most convenient, therefore, if I could receive your response to
Round One by 25 May, BRound Two should be in your hands by about

5 June,

I would like to emphasise again that your identity and opinions in
this study will be treated as strictly confidential,

If you have any queries, please do not hesitate to contact me,
Thank you once again for your cooperation and participation in
this study.

Yours sincerely,

Miss Heidi Lee,
Postgraduate Student in Education,
Massey University

Enclosed: Round One Questionnaire,



ROUND ONE

Please indicate your name and the forwarding address for the next
round,

NAME

ADDEESS

[ E X R R R N N R N R R A RN N RN N R AN R

THE PROBLEM

¥hat do you see as the ohal?anges facing school administrators
during the remainder of this decade? FPlease list below your

response( 8) to this question,
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Massey University

PALMERSTON NOURTH. NEW ZEALAND TELEFPHONES. 69 579, 64\ ~on, 5 4460
Ir rep's Ploasi nuote
Education Department
5 June 1984

Dear Colleague,
Re: Delphi Study (Heidi Lee)

Thank you very much for returning Round One, Your responses were
very interesting and much appreciated.

Enclosed is Rownd Two of this study, including a stamped-reply

envelope, I would be grateful if you could return your responses
to Round Two promptly. If I could receive your Round Two responses

}y 12 June, then Round Three should be in your hands dy adbout 19
we,

Do feel free to contact me if there are any queries, Thank you
again for your cooperation and participation in this study,

Yours sincerely,

¥igs Heidi ILee,
Postgraduate Student in Education,
¥aesey University

Enolosed: Round Two Questionnaire and Round One Summary List
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ROUND TWO

Please indicate your name and the forwarding address for the next
round,

NAVE

ADDRESS

LA R R R R R R R R R R N R N NN NN NI RN A R

THE PROBLEK

In Round One, you were reguested for your opinions on what do you
see as th;_challonges facing school administrators during the
remainder of this decade, Attached are your expressed views for
Bound One, and also a summary 1ist of all the comments which you

and your fellow participants in this study have made,

Keeping in mind all the comments you and youf colleagues have
made, please compile a short 1ist of concise statements relating
to what you see as the challenges facing school administrators
during the remainder of this decade, TYou may wish to choose key
statements from the summary list, TYou can also add to, delete

from, modify or summarise the comments you gave in Round One,

I would be grateful if you could promptly return your Round One

responses, Wwith your opinions to this round, in the provided

stamped-reply envelope,



A SUMMARY LIST OF THE RESPONIENTS' ROUND ONE COMRKENTS

The challenges facing school administrators during the remainder of
this decade are:-

1) Catering for students who face unemployment.

2) Training for adequate and fulfilling use of leisure time.

3) Curriculum review - core and non-core.

4) Broadening the range of subjects in school.

5) Teaching students to have flexible attitudes and versatile skills.
6) Ensuring greater freesdom of choice in materials being used in class.

7) Providing relevant end meaningful education to reflect the needs
of students, community, society, economy and government,

8) Falling rolls and management of contraction.

9) Developing further the concept of eguel educational opportunity.
10) Multi-culturalism in community, school and classroom.

11) Immobile and aging staff.

12) Staff stress.

13) Untrained school administrators and teaching staff.

14) Improving staff professional competency through further training,
closer supervision end collegial support.

15) Providing staff with a sense of purpose and self worth.
16) Coping with non-dynamic and non-professional staff.

17) Allowing and providing opportunity for teacher experimentation,
adaptation, research and discussion.

18) Breaking traditional hierachies of responsibilities to provide new
experiences in the profession.

19) Achieving less buresucracy in schools.

20) Arousing parents' awareness of child-care responsibilities.

21) Dealing with a more informed and more criticeal community.

22) Adopting the computer as an educational and administrstive tool.

23) Coping with the conflict in producing scientific-technologically
able students versus culturally aware students.

24) Making the most efficient use of resources available.
25) Removing U.E.
26) Developing Form Six Certificate Courses.

27) Promoting public and political awareness to ensure the maintenance
and development of educational institutions.

28) Maintaining school's function despite pressures from various groups.
29) Coping with social changes and social pressures.

30) Developing attitudes for life-long education.

31) Meeting the needs of the gifted and less able students.

32) Coping with pressure to be more accountable to Boards of Governors.

33) Ensuring that female students and female staff have equality of
opportunity.

34) Making students sware of the place of Christainity in an incressing
seculsar society.
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Massey University

PALMERSTOQN NORTH. NEW ZEALAND TELEFHONES. 69 074, 649 (89, ~te 1 -
I g Thems i
Education Department
25 June 1984

Dear Colleague,

Re: Delphi Study (Heidi Lee)

Thank you very much for returning Round Two of this Delphi Study.
Your responses again were very interesting and much appreciated,

Enclosed is the final round together with a stamped-reply
envelope, I would be grateful if you could return your responses
to Round Three by 2 July.

When your responses are returned, I will analyse the data and
send you a copy of the results for your comments with regards
to this study,

I wish to express my sincere appreciation for your time and
assistance in this project.

If you have any queries, please feel free to contact me,

Yours sincerely,

Miss Heidi Lee,
Postgraduate Student in Education,

Massey University

Enclosed: Round Three Questionnaire and Round Two Summary List



ROUND THREE

Please indicate your name and the forwarding address for the next
rowmnd,

NANE

ADDRESS

.'.'.......I..I.l.l...II...‘....O.........l.......‘l..".‘.'....'

THE PROBLEM
In Round Two of this study you were asked to reconsider your Roumd
One responses, in the light of your colleagues' comments, and to
compile a short list of concise statements relating to what you
see as the challenges facing school administrators during the
remainder of this decade, Attached is a summary list of all the

Round Two responses from you and your colleagues,

In this round, you are asked to consider the 1ist of challenges
on the following pages, and to express your opinions by indicating
the relative importance of each item in relation to the challenges

facing school administrators during the remainder of this decade,
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ROUND THREE QUESTTONNATRE

= sxpress your opinien by Indlceting, with the scele provided, the
relative importance of ssch item In relatlon to the challenges facing
school esdminis tors durlng the remsinder of this decedei-

JETLT] S5ale
Impt,= Importent
l-t\l ely Very Soms Little Neo
Impt, .Impt, Iwpt. Impt. Ilmpt,
1) Cetering for students who face | ’ I l —l |
unamployment,
2] Trasining for adequats and [ i | | ‘ l
fulfilling use of lelsurs time,
3) Falling rolls and mansgemant of [ | | | | I
contraction.
4) Curriculus review - core and l | 1 I | I
non-core.
%) Brosdening the rengs of subjscts I l I J [ |
in school.
§) Tasching students to have l | | | | |
flexible sttitudes L versatile
skills,
T) Cnsuring grester fresdos of
cholce {n matsrials belng used | | ! 1 |

in class.

8] Providing relevant snd meaningful
education te reflect the needs of | I I 1 | |
students, comsunlty, soclety,
sconomy and government, '

9) Developing furthar the concept

of squsl sducetionasl opportunity. i | l I I I
10) Multi-cultursliss in fty.

school end classroom, [ | | I | !
11) lmmobils and sglng staff, [ { I I l ,
12) Steff streas. | | | }
11) Coping with inadequsts and [ ] =

Lncompatant staff. I I | | | |
14) lsproving steff professionsl

campetancy and developmant ] | | I I |
through training, closer
supervision L colleglesl support

15) Untreined school adsinistrators
and tesching steff. I !

16) Providing staff with & sense of
purpose, 3elf worth L schisvemsnt.

17) Coping with non-dynamic/
L non-profeasional astaff, | |

L3 ] —

18) Allowing & providing opportunity [
for teschar perimantation,
adeptation, srch L discusaion

19) Providing & balsnce betwsen
setiafying the school L community
demands, and malntaining frasdom r [ | ] l l
for teachers L administretors
to develop the wsll-being,
initistive L crestivity of
students,

20} Breaking traditlonal hiermrchies
of reanonsibilities so as to [ ] I | I ]
provide new sxperisnces in the
erofesainn,

21) Rastrictad prosation prospects.

22)

21)

24)

25)

26)

21

28

29

n

2

n

as)

16

n

3

)

an

4y

Achleving less burssucracy in
schoole,

Arousing parsnts' swersness of
child-care responaibilities,

Denling with s more inforssd L
more critical community,

Preparing students to adapt to
new technologims,

l

[
L
L

-

Adopting the computsr ss an

educational L administretive
tool.

Balancing the ssphasis on

technology with cultural swerensms

resources avallable,

Removing u,L,

Developing Fore Siw Certiflcats

Courams.

Haking the most efficient use of [

Promoting public L politicel
awareness to snaure the l

maintenance L development of
aducetional institutions,

Haintalning the school's function |
despite pressurs from veriouw

qroups.

Coping with socliel changes L
woclel pressures, |

Developing sttitudes for life-
long sducation. [

Hesting the needs of L devekping

qr ar provisions for, the
giftad, the reluctant L the hu[

able students,

Coping with the pressurs to be
more sccountable to Bosrd of |

1

Governors.

Ensuring that female students
have equality of opportunity. |

Encouraging female staff to take

up sd=inistrative Jobs L snauring
that they have sguelity of I

opportunity.

Boosting the status of outdoor
education, muslc, art, snd other l

culturesl sxperiances.

Cxsmination-orientated sducetion
versus Job-orientated sducation.

[rducating for self-actuslisation, l

[nauring that w» do Aol loss

our present ansets in attamnis L
o moke furfher guing.
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A SUMMARY LIST OF THE RESPONDENTS' ROUND TWO COANENTS

The challenges facing school administrators during the remainder of
this decade arei-

1) Catering for students who face unemployment.

2) Training for adequate and fulfilling uss of leisure time.

3) Curriculum review - core and non-core.

4) Broadening the range of subjects in school.

5) Teaching students to have flexible mttitudes and versatile skills.
6) Ensuring grester freedom of choice in materials being used in class.

7) Providing relevant and meaningful education to reflect the needs of
students, community, society, economy and government.

8) Falling rolls and mansgement of contraction.

9) Developing further the concept of equal educational opportunity.

10) Multi-culturalism in community, school and classroom.

11) Immobile and aging staff.

12) Staff stress. >

13) Coping with inadequate and incompetent staff,

14) Improving staff professional competency through training.

15) Untrained school administrators and teaching staff,

16) Providing staff with a sense of purpose, self worth and achievement.
17) Coping with non-dynamic/unmotivated and non-professional staff.

18) Allowing and providing opportunity for teacher experimentation
adaptation, research and discussion.

19) Providing a balance between satisfying the school and community
demands and maintaining freedom for teachers and administrators to
develop the well-being, initiative and creativity of students.

20) Breaking traditional hierarchies of responsibilities to provide new
experiences in the profession.

21) Restricted promotion prospects.

22) Achieving less bureaucracy in schools.

23) Arousing parents' awarsness of child-care responsibilities.

24) Dealing with a more informed and more critical community.

25) Preparing students to adapt to new technologies.

26) Adopting the computer as an educational and administrative tool.
27) Balancing the emphasis on technology with cultural swareness.
2B) Making the most efficient use of resources available.

29) Removing U.E.

30) Developing Form Six Certificate Courses.

31) Promoting public and political awareness to ensure the maintenance
and development of educational institutions.

32) Maintaining school's function despite pressures from various groups.
33) Coping with social changes and social pressures.

34) Developing attitudes for life-long education.

35) Meeting the needs and developing greater provision for the gifted,
the reluctant and the less able students.

36) Coping with pressure to be more accountable to Boards of Governors.
37) Ensuring that female students have equelity of opportunity.

38) Encouraging female staff to teke administrative jobs and ensuring
that they have equality of opportunity.

39) Boosting the status of outdoor sducation, music, art and other
cultural sxperiencss.

40) Examination-orientated education versus job-orientated education.
41) Educating for self-actualization.

42) Ensuring that we do not lose our present assets in sttempts to
make further gains.
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Massey University

PALLMERSTONN NORTH. NEW ZEALAND TELEPHONES. 64 0179, £U i+ gl 1330
Ir: repiy pien e QO
Education Department
20 July 1984

Dear Colleague,

Re: Delphi Study (Heidi Lee)

Thank you very much for returning Bounds One, Two and Three of
this Delphi Study in which you have been involved, Your par-
ticipation and responses were very much appreciated,

Enclosed is an analysis of the third round, together with a
Follow-Up Respondent Evaluation Questionnaire and a stamped-reply
envelope, I would be most grateful if you could respond to this
final round with some urgency and return it by 27 July,

I take this opportunity to express my sincere gratitude to you
for taking time off your busy schedule, in order to participate
in this study. Thank you again for your valuable assistance,

Yours sincerely,

¥iss Heidi lee,
Postgraduate Student in Education,
Massey University

Enclosed: Follow-Up Questionnaire and Round Three Analysis,
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FOLLOW-UP RESFONDENT EVALUATION QUESTIONNAIRE

Attached are the results from this Delphi Study.

In the 1light of your previous participation and the results, I would
be grateful if you would respond briefly to the following questions:-

1) To what degree do you concur with these results?

2) To what extent have your views about the future challenges facing
school administrators changed during the course of this study?

3) As a participant, what were the main problems you faced in
responding to the three gquestionnaires?

4) From your participation in this study, what do you see as some
of the advantages and disadvantages of the Delphi Technique?

Advantages:- : Disadvantagzes:—

5) Prior to this study, have you ever participated in a
Delphi Investigation?

Yes No

6) General comments:—



ROUND THREE RESULTS

The challengua facing school asoministrstors during the yamsindar of
this decede asre, in order of ispoertancei-
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Improving staff profesalonal cospetlancy
and davelopment through training, clowser
supervision & colleglal mupport,

Providing ralsvant and msaningful
sducation to reflect ths nesds of students,
community, society, sconosy L government.

Providing staff with a senss of purposs,
sslf worth L schisevemant.

Providing s balance betwsen satiafying tha
school L community demsnds, snd masintaining
fresdom for teachers & sdainistrators to
develop ths wall-Seing, inftistive &
creativity of students.

Tesching students to have flexibls
attitudes &L wersstile skills.

Developing attitudes for life-long
=ducation.

Davsloping further the concept of squal
sducationsl opportunity.

Catering for students who facs unsmploysant.
Hesting the nesecs of L daveloping gruater
provisions for, the gifted, the reluctant

L the lews able studentas.

Praparing students to sdapt to naew
tachnologiss.

Training for adequats snd fulfilling use
of lelsure tims.

Curriculus review - cors L non-cors

Hulti-culturelism in community, schaol and
classroom,

Educating for self-sctuslization.
Staff atrass.

Coping with sccial changses L socisl
pressures.

Allowing and providing opportunity for
taschar sxpurimentation, sdaptation,

rescarch &L discussion.

Ensuring that femsle studsnts havs sguslity
of opportunity.

Falling rolls snd mansgesent of contraction.

Making the most afficient use of rescurces
availabls,

Developing Form Six Certificate Couraen.

Balancing ths emphasis on technolaogy with
cultural swarensss.

Promoting public & political swarsness to
ensure ths mgintensnce L developwant of
educetion institutions.

Encouraging femsle ataff te taks up
administrative Jobs & ensuring that they
have sgquality of epportunity.

Coping with insdeguats and incompstent staff,

Booating the atatus of cutgoor sducstion,
music, art, and other cultural sxperiences.

Broadening the rsnges of subjescts in school.

Coping with non-dynamic/unmotivated L
non-professional steff,

Restricted promotion prospects.

Uatreined school sdministrators and
tesching staff.

Breaking traditional hisrarchies of
rasponsibilties so as to provide ne=
expariences in the profession.

Adopting tha computer as en sducational L
sdministrative tool.

HMainteining the school's function despite
preasurs Trom verious groups.

Arousing parents' awarsnsss of child-cars
responsibilities.

Desling with e more informed L more
critical comaunity.

Achieving less burssucrascy in schools.
Remowing U.L.
Ismobile and aging staff.

[Lsxamination-orientatsd sducetion versus
job-orientated scucation.

Ensuring grester fresdo= of cholca in
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0.8744
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MEAN AND STANDARD DEVIATION

For example item number 1) in the Round Three responses, the

results werei-

tem Scale
Impt.= Important
1
Extiihery vi4) 581 Bhe B
Impt. .Impt. Impt. Impt., Impt.

1) Catering for students who face
unemployment. 6 % 6 4] 0

Total number of respondents who returned responses 3 27

6 respondents egreed that item 1) was extremely important
15 respondents agreed that item 1) was very important

6 respondents agreed that item 1) was of some importance

Nobody commented if it was of little or no importance

According to the 5-point Likert-type scale as coded above, the

Mean and Standard Deviation could be computed by their respective

formula as follows:i- " - ) Symbols
Mean = % - & Xi x =S5ample mean
e &1
. =5um

Therefore Mean of item no.l = (6x5)+(15x4)+(6x3) n =Number of
2

1 cbservation in
sample
=ﬁff ) :ﬁf Xi =ith'samp1e value
S =Standard
Deviation

Using the same symbols,

n
. 2
Standard Deviation =5 =J/S° =/3 (Xi-x)
i=1

n=1
. 1 ok _ < - 2}
Therefore Standard Devxnt.\.unrﬁ: lxl— %) + (xz-x) T | h&'{ )

for item no.l
v I T
=ﬁ1‘5{(12+12 w2+ B 42%) & (09) + (]21']-‘,*-‘2}

+17+1 +1
== 6
[;6(6+01 )
- = 0.6794
/r“?i' A
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Example One

The challenges are:

1)

2)

3)

Providing a balance between satisfying the demands proclaimed
by the 'establishment' and the community on the one hand, and
maintaining freedoms for teachers and school administrators
to develop the well-being, initiative and creativity of the
students on the other,

Educating for leisure — wmemployment; creating positive self-
images in studants whilst providing opportunity for self-set
challenges and successes,

Allowing and providing opportunity for teacher experimenta-
tion, adaptation and research at the 'teaching-face',

Example Two

The challenges are:

1)
2)
3)
4)
5)
6)

7)

Coping with multi-cultural needs,
Falling rolls and the effects on staffing,

Improving school development and professicnal development of
staff, DBPreaking with traditional hierarchies of responsibility
to provide opportunities for new experiences in the profession,

'Fielding' the move to restrict freedom of choice in materials
being used in classes,

Pressure to be more accountable to Boards of Governors and
parents in professional curriculum matters,

Fnsuring that women take on (and are encouraged to do s0)
positions of responsibility.

Coping with the needs for professional development in a
profession where remaining in the one school for very loag
periods is likely to be the norm,
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Example Three

The challenges are:

1)

3)

To develop further the concept of equal educational opportunity
— to provide an education relevant and meaningful to students

- at a time when educational instructions are under attack to
meet particular objectives of social, economic, political and
racial pressure groups,

To maintain professional direction and morale - to promote
professional growth and responsibility at a time when falling
rolls and economic pressures are slowing the avenues of
promotion and add to erosion of morale prompted by public

and political criticiem,

To promote public and political awareness of educational needs
to ensure maintenance and development of educational
institutions,

Example Four

The challenges are:

1)

2)

3)

4)
5)

An increasing need to act in loco parentis to educate for
changing social patterns (e.g. increasing leisure time,
increasing unemployment and increasing tedhnology).

To adapt to demands and needs for greater awareness of
minority groups, such as Polynesian interest, on women's
issues,

Resistance to political pressures which run counter to
educational ideas,

To give students flexible attitudes and versatile skills,
To provide teachers unable to move from their present

positions ( because of falling rolls) a sense of purpose
and self-worth,
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Example One

The challenges are:

1)
2)

3)
4)

Social-economic problems - the gap between those who have
little and those who are well-fitted to succeed.

Accountability - the demands parents make on behalf of
their children,

Technological change.

¥ulti-racial issues, The integration of various cultures
into the Education System,

Unemployment - providing for children who may never be employed,
Continuing Education of adults,
Teacher stress,

Arousing parents' awareness of child-care responsibilities,

Example Two

The challenges are:

1)
2)

3)

4)

5)
6)
7

8)

Educating towards self-actualisation,

Ensuring that we do not lose our present assets in attempts to
make further gains,

Providing a balance between satisfying the demands proclaimed
by the 'establishment' and the community on the one hand and
maintaining freedoms for teachers and school administrators to
develop the well-being, initiative, and creativity of the
students on the other,

Educating for leisure - umemployment; creating positive self-
images in students whilst providing opportunity for student
self-set challengés and successes,

Allowing and providing opportunity for teacher experimentation,
adaptation and research at the 'teaching-face'.

Developing community awareness and understanding of what
schools endeavour to achieve,

Untrained school administrators in relatiomn to competon't and
experienced teaching staff,

Coping with social changes, political, bureaucratic and social
pressures,
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Example Three

The challenges are:
1) Coping with falling rolls,

2) Boosting the status of outdoor education, music, art and other
cul tural and broadening experiences.

3) Responding to and preparing for the pressures of social change.

Example Four

The challenges are:

1) Catering for students who face wnemployment,

2) Training for adequate and fulfilling use of leisure time,
3) Curriculum review — core and non-core,

4) TFalling school rolls and the management of contraction,
5) Multi-culturalism in commmity, school and classroom,

6) Staff strese,

7) Removing U,E,

Example Five

The challenges are:

1) The promotion of multi-culturalism in community, school
and classroom,

2) To use new systems of evaluation and teaching methods to
avoid 'failing' so many New Zealand children and making
them feel failures for life, This includes removing S,C,
and U,E,

"~ 3) Sharing of decision-making by staff,

4) Coping with staff stress,

5) In some way helping students who face unemployment - possibly
for the rest of their lives,

€) TPnriching the curriculum to make it more relevant to students,
enabling them to see a purpose in what they are doing at school,

7) Equal opportwnity for female staff and students,



3)

4)

5)

6)

7)

8)

9)

10)

11)

12)
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