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PREFACE

Wheﬁ se1ectin§ a subject.on which to fbcus this study, it only
seemed natural to center my fnvestigation on change and leadership in
the cuttingledée environment of interactive te]evision'jn a rural
setting. Exfensive field interQiewé With‘major and minor participants
and decision makers produced prodigious amounts of material which formed
the basis for determining’characteristigs of leadership in a change
environment. Leﬁdership.was revealed on an individual basis and in
group situations. Acceptance of,changé‘was studied on a community
level, as well as among individual§.

The outlook for future cpoperatives among rural schools is
hopefd]. Unfortunately, the fjnancia] status of the State of Oklahoma
does not now Tend itself to poSsib]é)future high-tech applications of
such models as the one investiéated in this study. Cooperatives among
rural schools in the state will most probably have to move ahead without .
any significant fgnding except for local sources.

I must acknowledge several debts whicﬁ I cannot repay. First, my
thesis adviser and mentor, Dr. Gerald Bass, who has been constant and
consistent when I thought there was}no dissertation within me. I
appreciate, also, the ofherﬂcommitteevmembers who have helped me: Dr.
Adrienne Hyle, for her personal honésty in teaching and advising; Dr.
Kenneth McKinley, fo})his openness and friendliness to me, not on]y‘fn

professional matters, but personally as well; Dr. Charles Edgley, for



the social integrity which he brings to all with whom he comes in
contact.

Around the periphery of §uch a study, there are always many
supporting individu&]s who might go:unnotjced in doing their job, but
who indelibly étch themselves into the memory banks of others. Thanks
to Suzy Park and Phil Stidham,]ﬁoth fellow students, and to Kathryn
Wagnon, for her friendship and genuine interest in my study and its
final succesé. |

I.am thankful for friends 1ike Darrel Haynes, without whose
computer I would be totally lost. I am further indebted to Chris Harris
for her friendship and interest inemy work and Eileen Dunkelgod, without
whose organizatidha] talents, thesiS'expe}ience, and thoughtfulness, I
would most probably be mired in thé initial stages of my study.

Most important in the gathefing of my data were the superinten-
dents who cooperated so excellently with me. Mr. Dpug Rundle of Forgan,
Mr. Richard Boéthby of Balko, Mr. Gerald Danley of Turpin, and both Mr.
Wiley Hinton and his successor, Mr. Jim Bouse, of Beaver. They opened
untold numbers of doors to théi; bodfds of education, schools, com-
munities and faculties, without whose help my study would have been nekt
to impossible.

Finally, my greétest encourager and sustainer was hy wife, Mary
Miller. Many timés, when I faced disillusionment in my work, she
undergirded me with her -strength. She is a paraciete in the truest

sense of the word. My sincere and deepest thanks to you all.
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CHAPTER I

INTRODUCTION
The Greek philosopher, Heraclitus, said,q"One cannot

step into the same river twice." He was speaking, of

course, about change. We live in a world of change; we see

evidence of it daily. How should we react to change?

Should we quickly jump onto the bandwagon, or should we

refuse to consider anything new? Many people refuse to

consider change at all. They reason that if something has

been acceptable for so Tong, why modify or reject it? The

problem here is the old way may not be the. best way

(McClellan,. 1990, p. 1).

Change is inevitable, but not constant. The only sure fact of
change is that it will occur, howevér fast or slow its témpo may be
paced. Change in distance education and distance learning is taking
place with startling rapidity. "The mere acceleration of change is
enough to boggle the mind, but coqugd with the tremendous spurt are the
growing pains which are commonly associated with any type of rapid
growth. Departure from. the commonp]aée and usual is almost always a
traumatic experience for peob]e, but especially so in an atmosphere of
education in general and distance education in particuﬁar (McClellan,
1990). |

Distance education and distance learning are not new concepts. In |
the past, circumstances such as lack of adequate financing, sparsity of
population, ruréj"iso]ation, and topographica]vobstac1es have caused
various groups to experiment with different methods of distance learning
(Kraushaar, 1976). Then, as now, financing a forma] education was a
major problem. Many organized towns and cities, though heavily endowed,

could not support a consistent effort toward the schooling of their
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young people. Only when an early type of "head" tax was levied on each
child attending school, did the schools bégin to experience some
financial equilibrium (Soltow & Stevens, 1981). In some areas, even if
adequate financing was avai]ab1e,'isoﬂétion or topographical obstacles
would force rural people to rely on home instruction. In some instan-
ces, study was on a/haphazard basis; Octasjona]1y, a planned, written
pattern of study was outlined~frﬁm available reading material by an
established school master, no hatter how far that teacher might be
removed from the students. Often, a copy of the Holy Bible was the only
available reading material, along with a treésured copy of some book
which might have been in the family for generations (Kraushaar, 1976).
Zigerell (1984) described distance 1earnihg as

a form of instruction charactéffzed by the physical separa-

tion of teacher from student, except for the occasional

face-to-face meeting allowed for by some projects. Distance

education is more than traditional correspondence study in

that it presupposes opportunities for student interaction,

whether live or mediated, as well as for student indepen-

dence (p. 10). “

Perhaps thg ear]iest“example 6f separation of teacher and student
in the United States was seeﬁ in théfperson of the circuit-riding
teacher (Kraushaar, 1976). Ih”édioﬁial America, even before the nation
had beeh estab]ished,vthe idea of a circuit-riding teacher was ‘in use in
many areas. Often,ugeveral coﬁmunities which could not individually
afford a resident teacher would band together and collectively share the
educational services of a single teacﬁef. Variations on the original '
idea of the circuit-rider have‘iﬁc1uded: 1) a three-month stay ina
given area, with extensive study during the period of residence of the
circuit-rider; 2) younger children left to the watchcare of older

children when studying during the circuit-rider’s absence; and 3)

well-drawn plans for study during the circuit-rider’s absence. From



those initial plans for study came the first crude correspondence
courses. A

Formal correspondence courses began to emerge by the end of the
Civil War and, through time and experimentation, they developed from
crude instruments to the modern cofrespondence study courses of today.
College course work made up the majority of the initial plans 6f study”
but, by about 1890; high séhob] cour#es of study were being planned for
those preparing themselves for college admission (MacKinzie, Christen-
sen, and Rigby, 1968). At first,‘co%rgspbndence courses had a personal
flavor because author-teachers had relatively few(students. Anna Eliot
Ticknor personally operated the Boston-based Society to Encourage Study
at Home from 1873 unfii her death in 1897. She insistgd on persona]]y(
marking each individual student’s wqu. Surprisingly, most of her stu-
dents were women, a ¢iiente1e then only beginning to demand access to
higher education (Kraushaar, 1976).

Universities soén began to make plans for correspondence study.
The University of Chicago,'undéf the gujdance of William Rainey Harper,
set up its first correspondencg centér in 1890. Soon other universi-
ties, such as the Universify of Wisconsin (1906) and the University of
Oregon (1907), began to organize correspondence study on a permanent
basis (Ha1i—Quest, 1926). Also developed ddring tHat time (1919-20) was
the Marine Corps Institute (MCI) which later was followed by the United
States Armed Forces Institute (USAFI) in 1941. Initial emphasis at
USAFI was on the'Géﬁera1 Education Deve]opment\(GED) program (Schwartz,
1963). Schwartz also noted that supervised correspondence study devel-
oped in various high schools, beginning about 1923-24. Childs (1949)

stated that one of the major factors in the rise of this method was the
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need of high schools, and particularly rural high schools, to enrich and
diversify thei} curriculum.

Recent technological advances, however, have opened up oppokfuni-'
ties for increasing numbers of learners to pursue‘a course of study in a
different fashion. Because of rapid progre§s in the field of telecom-
munications, not only does the 1eafner not haye to be in the same place
as the teacher, but the programs méy also be pursded'at a time most
convenient to the learner (Zigefe]], 1984). Naylor (1985) noted that it
is in the te1evisionrfie1d that the most rapid educatioﬁal advances have
been made and also where another 1nnovat1on has been introduced, that of
telecourses distributed via sate111te microwave, or fiber-optics.

Finally, despite the views of some academics (i.e. Zigerell, 1984)
that distance education projects do not reflect the best thinking or
efforts of an instituiibn’and that distance education, like any other
type of education, can suffer/ffom lapses of quality, the research does
document the effectiveness of,dfstante education as a form of instruc-
tion (Naylor, 1985).

In August of 1988, an ﬁnteréctive television (ITV) network began
operation in Beaver County, Oklahoma (See Appendix A). The system
1iﬁked four separate schools in the county by means of a fiber-optic
cable and prbvidéd a two-way, full-motion, dig%ta]ﬂtransmission. This
has enabled the four districts.to electronically share teachers to
increase the number of aVa{fab]e high school courses. Facsimile (FAX)
machines connected ;]1 schools for transmission of written materials.
Classes were scheduled at commonly agreed upon times, with at least four
time slots in the normal school day set aside for ITV programming.
Initial course offerings on the network included advanced placement Eng-

1ish, advanced bookkeeping, Spanish I, and art.
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Beaver County, Oklahoma, is the most eastern of ‘the three counties
which comprise the panhandle area of extreme northwestern Oklahoma (See
Appendix B). The area is some 260 miles northwest of Oklahoma City.

The county consists of 1,793 square miles with a total population of
approximately 7,500 residents. Though*ranking fifth in the state in
size, the population density is‘on1y14.17persons pér'square mile. The
Tocal economy is béséd largely on,agficu1ture\and cattle but is supple-
mented by the o0il and natural gas industries, With over 2,000 oil wells
and some 1,800 natural gas wells, the county enjoys one of the highest
incomes per capita ($12,102'in‘1984) of aﬁy county in the state (State
of Oklahoma, 1987). R ‘

There are four independent (K%12) school distrjcts‘in Beaver
County. These four djstricts are roughly situated at the four points of
a square located entifé]y ihs{de the western one half of the county.

For the 1988-89 school year, Beavér (the county seat) had an average
daily attendance (ADA) of 501 students, Bdiko had an ADA of 172, Forgan
had an ADA of 189, and Turpin had an AﬂA éf 417 (Oklahoma State Depart-
ment of Education, 1990). ’Secondﬁry ;tudents from two dependent school
districts (K-8 only) attend the Beaver‘schoo] district; Gate Elementary
had an ADA of 53 apd Garrett Elementary also had an ADA of 53.L The
total ADA for the Eounty was 1,385 students. |

The deve]opmént of the Beavertcguqty ITV network created numerous
changes in the individual school districts. ySuch changes were' likely
accompanied by uncértainty and opposition. The role of the superinten- :

dent then became that of change-agent and leader.



Statement of the Problem

A probiem faced by many rural school districts is how to cooperate
with other districts to provide educational opportunities which might
not otherwise be available to their‘students. Acting alone, rural
schools are becoming less able to offer diversified choices to their
students. Additiona]]&; school pat}ﬁns‘continue to fear the possibility
of involuntary consolidation and dread any loss of 1oéa1 control over
their students’ educational futures. Actiné in concert, however, rural
school district administratorS’and otﬁers are discovering new ways in
which to enhance educational opportunities forvtheir school children.
The newness of interactivé television places it at the forefront of the
search for better and more efficient teaching methods. Important to the
instigation and development of such pfograms is the administrative
prerogative which must inevitably be-exercised. How and why decisions
were made and the po]ﬁtics of the‘deéisioﬁs themselves have a direct and
important effect on the rea]itieé of ﬁakihg what was once a dream into a
working reality. |

The investigative purpose 6f this study was to examine administra-
tive and other actions and decisions, including those of the four boards
of education, which led to the formation ahd implementation of the
Beaver County ITV network. The following research questions were
formulated to focus the study.

1. Where did activity start concernjng the formation of an ITV
network? What were the undér]ying initial concerns?

2. How did administrators seek to overcome the attitudes of
autonomy and resistance to change on the part of the board of education

and the patrons of each school district?



3. How did the school districts change‘as the result of the
application of ITV as a method of instruction?
" 4. Which common leadership characteristics can be identified in
each of the suberintendents in thiglstudy?

5. What problems and successes have surfaced after a year of ITV
operation in the county? pr ha?e they been dealt with by administra-
tors? | N

6. What ghide1ines‘can be established to help future participants

in simi]ar‘endeavors?’
_Significance of the Study

Rural schdo]s afe confronted with many of the same problems as are
other schools. As they attempt to. surmount problems such as financial
difficulties and thé provision of equal educational opportunities for
all of their students, adminisfrators of small school districts must
sharply focus their attention on the most effective and cost efficient
means of insuring a quality education. In identifying the problems
encountered, decisions made, and methods used in Beaver County, this
study may bé of future benefit to those in other rural schools as they
evaluate possib]e‘cooperative(efforts. ’ o

In focUsing on the Beaver Couqty network, it was the further
intent of this study fo show other rUra1jschools that suéh a project
could be completed. Significant also in this study might be any future
uses of the guidelines which woﬁ]d nétdra]]y'ensue from the analysis of
the network. These guidelines could serve as the possible basis for
legislative and State Department of Education policies regarding the
formation of future cooperative projects. Finally, the success and

effectiveness of the first year of operation of the Beaver County



network could have the significant effect of an increase in special
grants from legislative or State Department of Education sources for the

financing of more ITV projects.
Limitations of the Study

The. application of‘the\conc]usiong-Which have been drawn from this
study could be Tlimited because of the following.

1. This study examined only the four independent school districts
in Beaver County, Oklahoma. “

2. Much of the data resulted from individual interviews of the
decision-makers and others involved in the formation of the network.

The study re]ied)then on the recollections of those participants, whose
attitudes and asﬁumpfions might have changed. History and/or maturation
thus could have impéctéd upon those recollections.

3. Sbme individuals originally involved in the project had moved
or were no longer associated wjth their school districts and thus were
not available for interviews. |

4, Some written dafa sources, such és correspondence between
superintendents and othérrdocuments kept by the various administrators,

had been destroyed and thus were no longer available as sources.
Definition of Terms

In reviewing the 1iterature:regardihg the current state of tech-
nology available in-the Unifed Stateé; several terms are used more-or-
less intérchangeab]y by practitioners in the field. For purposes of

this study, the following definitions will be commonly used.



Rural School District

A school district with less than 800 average daily atten-
dance (ADA) which is located outside metropolitan areas
(0k1ahoma State Department of Education, 1990, p. 7).

Distance Educat1on

Physical separation of the teacher from the student, except
for the occasional face-to-face meeting for which allowance
has been made in some projects. Distance education is more
than traditional correspondence 'study in that it presupposes
opportunities for student interaction, whether live or
mediated, as well as for student 1ndependence (Zigerell,
1984, p. 10). _

Distance Learning
The act of focusing on the receiving end of distance educa-
tion as defined by the perceived needs of the learner
(Zigerell, 1984, p. 10).

Interactive Television

Any type of television delivery system which incorporates two-way
video and two-way audio capabilities into its transmission and which

involves feedback from student to teacher.

Teleconferencing

A one-way video'aﬁd two-ﬁay audio link-up which usually uses a
satellite and conference teTéphone calls.
Cable : z

A delivery system that uses a single metal cable which
transmits electric signals and is capable of handling sever-
al channels. Visual transmission and data transmission
require separate channels. Once in place, cable operation
is not easily expandable 'with regard to channel capacity.
The Tongest effective range of cable transmission is about
30 miles (Kitchen & Kitchen, 1987, p. 17).

Fiber Optics

A delivery system that uses glass cable which transmits
light signals and is capable of carrying many channels in a
single fiber. This method is easily expandable with a range
of 40 miles or more (with boosters and repeaters) but is
extremely expens1ve to install (Kitchen & Kitchen, 1987,
p.20).
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Microwave

A delivery system that uses high-frequency radio waves for
transmission through the air. Microwave is directional, or
point-to-point, and is not easily expandable. It has a
range of up to 30 miles. Its greatest advantage is security
and privacy of transmission (K1tchen & Kitchen, 1987, p.

19).

Satellite .

A delivery system that has an up-Tink capability and corres-
ponding down-1link receivers (dishes) which transmit and
receive through any of the communications satellites which
circle the earth in orbit. Each satellite is capable of
carrylng more ‘than 100 channels of television programming.
Range is almost unlimited within the United States, but can
also be extremely expensive at the outset (Kitchen &
Kitchen, 1987, p. 23).

Hybrid: System

A delivery system that incorporates multiple technologies,
with no single technology preva]ent over another (Kitchen &
Kitchen, 1987, p. 22) .

Summary

The provision of educational services to students in rural areas
is rapidly changing through fhe,use of technology-based distance learn-
ing. These changes are frequentfy éécompanied by uncertainty and
opposition. The role of the superintendent thus becomes critical to the
success of‘such“innovation. “The purpose_of'this study, then, was to
investigate the formqﬁion and imp]éhéntation of an ITV system in Beaver
County, Oklahoma.

Chapter II contains a review of 11terature\re1at1ve to distance
learning, change ﬁroceSses, and leadership. The contents of Chapter III
are focused on a description of the research methods employed in this
study. Chapter IV contains a chronological review of the development of
the Beaver Countx ITY system, while Chapter V provides a-district-by-

district analysis. The final chapter then contains a summary as well as



the conclusions and recommendations from the study. The chapter
concludes with a commentary on distance learning, cooperative program-
ming in rural schools, and the role of school administrators in such

effort.
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CHAPTER 11
REVIEW OF LITERATURE

In the conduct of a research study, it is important to review
those relevant studies which have been completed on similar topics and
which form a basis upon which the current study can be designed. This
chapter thus provides a review of the pertinent literature regarding

distance learning and the concepts of change and leadership.
Distance Education

The historical development of distance education has closely
paralleled the development of technology. That which once took the form
of a letter to teach, frain,‘or encourage others, as in the example of
the Apostle Paul, has more recently been described in terms of technol-
ogy-based instructional delivery systems. In between the earliest and
the latest forms of distance education, many methods of delivery were
developed. These took shape in three basic areas: print media, audio
media, and video media.

As previously noted, letter writing was the chief means of dis-
tance education until the 1500s, when Gutenberg invented the moveable
-type printing press (Langer, 1972). Print provided the means whereby
correspondence study could take place. Pr%nted home study courses in
the United States were in evidence as early as 1728 (Valore & Diehl,
1987), but it remained for the University of London, in 1858, to offer a
degree through correspondence study. In 1891, the University of Chicago

12
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was the first American institution to offer college-level correspondence
study, while the University of Wisconsin established a special extension
division for study through correspondence in 1906 (Ruggles et al.,
1982). By 1926, the Home Study Counqi]\had been formed, in order to
promote sound educational praCtice;‘aﬁd standards among correspondence
schools - (Ruggles et al., 1982)l Un%versities and other agencies have
continued the use of cofhespondence dbdrses; offen on a world-wide
basis, for secondary and‘post-secondary students. Indeed, the practice
has become the educatioﬁa] choice in mani1countries around the world.

From humble beginnihgs, audio media‘made‘rapid strides. By the
early 1880s, Heinrich Heftz had ideﬁtifigd radio waves (Parker, 1983),
and Paul Nipkow, in 1884, had formulated a procedure by which images
could be transmitted to another place (Ruggles et al., 1982). Though
these devices had né jmmediate educational application, they led to the
invention of the nadib, which set distance learning on a new and differ-
ent course. By the 1930s, a ﬁagnetic recording system with its flexible
tape had been developed, anp'brogdcasf capabilities were able to be
bypassed in favor of rép]&ying material at the leisure of the learner
(Ruggles et al., 1982).

Since the gar]y 1930s, television has bgen regularly broadcast in
the United States, but it was not until recently that video media has
assumed much more significant proportions in its educatidna1 applica-
tions. Such applications, coup1ed with audio, inc]udé the "electronic
blackboard" and “Cyc]ops" techno]ogies'(Hudsbn & Boyd, 1984). In
addition, educational fechno]ogy such as electronic maii and communica-
tions satellites are in common use in many school districts. The mating

of computers with a telephone using a modem has also given new meaning
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to distance learning. Great potential is being realized through such
use of computers tied to other technologies (Ruggles et al., 1982).

Interactive television (ITV) has made rapid strides in a very
short time span. Large-scale closed circuit television began in 1979 in
South Carolina, with 10 £e1evision transmission stations and 6 FM radio
stations providing oveé 176 te1evj§ion 1§ssons daily (Hudson & Boyd,
1984). Other improved methods of ITV for education .included the use of
fiber-optic transmfssion in Minnesota in 1980. That}prog?am has been
expanded and orggnjzed:as the Mid-StatelEducétiona1 Telecommunication
Cooperative (MSET).- By 1987, MSET was offering over 10 courses toward
high school graduation (Kitchen & Kitchen, 1987).

Since 1974, satellites have been used‘extensively in a downlink
capacity. One of fhe earliest efforts of this type was implemented in
the Rocky Mountain area and’invo]v;d 68 recept{on stations in eight
western states. Initially, one-way video and two-way audio transmission
were employed in the gystem (Ruggles‘et al., 1982). Alaska, with its
‘widely dispersed population, ha§1a150‘1inked students on a state-wide
basis with a central learning centerwso that remote villages could
receive telephone ana broadcast sigﬁa]s via satellite (Hudson & Boyd,
1984). In each case, the video educational applications have combined
distance Tearning with thenrﬁurrent communication technology. With
technologies yet to be invented, prospects for even more sophisticated
video systems ére on the eduéationa] horizon. The new interactive
learning systems using re1iab1e“sate111te transmission of quality video
and audio signals have given rise to\a completely new generation of
distance learning in the United States (Ruggles et al., 1982).

Prominent on the international scene have been the distance

learning innovations in Australia. Because of the vast distances
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between learning centers, particularly in the outback, the various state
governments, along with the federal government, banded together to
attack the problems associated with few students and fewer teachers
scattered over hundreds, and sometimes thougands, of square miles.
Kemmis (1980), in a study of the utilization bf satellite technology and
reception purely for educationa1 pufposes, speculated that, eventually,
-all of Australia might be connected,’in an instructional sense, by means
of satellite reception. ‘These broadcasts could provide:a primary means
of delivering instruétion, augmeﬁte@ by an‘qccasiona] visit from a
supervisory teafher and almost daily telephone conversations.

In the beg{nning, the federal govérnment lagged far behind

the state governments . . . notably the Victorian and West-

ern Australian administrations in technological advances

with regard to distance education. Once the federal bureau-

crats of Mr. Hawke took hold of the problem, solutions began

to fiow pretty‘quickly (Hosie, 1985, interview notes).

Hosie (1983) e?é]uated a video loan program which had originated
in the State of Western Australia. Located on the campus ofvthe Western
Australian Institute of Te;hno]ng (wAIT) in Perth, Western Australia,
the network is far flung, but combfehensive in its efforts to reach
iéo]ated students.

Conboy (1986) advanced the idea of combining computer networks
with satellite reception. The Australian State of Victoria began
supporting such programs in its school curriculum as early as 1978,
updating the traditionailcorreépondehce methods first with computers and
then with satellites. |

It was the opinién of Dr. Hosie, and a majority of Australian
officials who concerned themselves with distance learning, that the WAIT

model was the current leading example of technology-based correspondence

study in existence in Australia in the late 1980s (McKejch, 1989).
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Leaders in Japan also began early efforts to use technology to
support instruction. As early as 1960, well before any effort had been
mounted by American educators, Japanese broadcasters had aired a series
of educational broadcasts (Japan Broadcasting Company, 1969). The Japan
Broadcasting Company article also diséﬂésed the reorganization of |
Japanese c]assrpom structufes necessary to theltransformation which oc-
curred when technology was applied in order to improve instructional
productivity. |

In 1986, Sahide wrpte about Indonesia’s use of‘éate11ite centers
and the increased effectiveness which ac;ompanied ﬁﬁe acceptance of
different teaching methods than those which Qere cphsidered traditional.
Students were found to be overjoyed f6 come to school each day in‘
anticipation of beiqg”able to work on a computer and to be assisted by
television reception via satellite.

In Canada, priméfi]y in fhe western provinces, educational in-
struction has also taken on a*high-téch Took. Ruggles and others (1982)
noted efforts to estab]ishfdistanée 1éarning in western British |
Columbia. Kissock (1985) out]jnéd a number of technological changes in
his study of satellite pfogramming in British Columbia. These included
some)attitudina] changes which had to occur in thertransformation’from
traditional to techno}ogy—basea methods of instructional delivery. He
noted that change often had)to be more greatly compensated for by
teachers than by students.

Also notable in\Kissock’s 1§85 review of teéhnbiogica] adaptation
on the part of various nations is the lack of transformation in many
eastern bloc and other European countries. While early attempts to
include these nations in organizations such as the International Councii

on Education for Teaching and the International Learning by Satellite
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Conference had failed, some representation has been noted lately on the
part of some European countries at the annual conventions of these
organizations, as well as in the annual meetings of such organizations
as the Internationa]xTechnq1ogy Conference, the National Rural and Small

Schools Consortium, and the Educational Research Institute of Canada.
+ Change -

Literature on change and leadership is wé1]-established. While
closely allied in common usage, the two phenomena are quite separate and
distinct. In this portion of the chapter, studies of change are re-
viewed first. Following that is a feview of literature relative to the
concept of leadership.

In an'imporfaht sense this world of ours is a new world, in

which the unity of knowledge, the nature of human communi-

ties, the order of society, the order of ideas, the very

notions of society and culture have changed and will not

return to what they have been in the past. What is new is

new not because it has never been there before, but because

it has changed in quality. One thing that is new is the

prevalence of newness, the changing scale and scope of

change itself, so that the world alters as we walk in it, so

that the years of man’s 1ife measure not some small growth

or rearrangement or moderation of what he learned in child-

hood, but a great upheaval (Oppenheimer, 1955, p.10)

Planned change, according to Bennis et al., (1969), is a delib-
erate aitempt by a leader to'méﬁipu1ate the circumstances of existence
and thereby to influence the direction the organization will take in a
given matter. Gouldner (1956), in resolving the theory of Max Weber
that a value-free society can be attained, stated that all change is
value-oriented if the heart is used in conjunction with the head.

Change in America is such that nothing is sacred or static.
Acceleration alone accounts for vast amounts of change and, as rapid
change sweeps all before its surge, it is to our credit that the monu-

mental changes thus experienced have failed to deter our compulsive
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desire to invent, upset, and reestablish inherited patterns of comfort
which satisfied our forebears, in favor of whatever the future holds.
Change is experjenced every day and in almost every walk of Tlife.
Tradition‘honsn1itt1e for\the current generation, and chﬁnge only takes’
on the aura of how rapid and diverse it will become. It can actually be
felt, on the job, at schoo],‘of in the neighborhood.and spread through-
out our everyday lives (Bennis ef-éTl, 1969). 7

Political change has been angiyzed by six factors that directly
relate to changelin'sﬁa11 communitieskand their extensions, the small
schools. Swanson (1966) described these as tﬁe power structure, politi-
cal regimes, citizen participatiqn,,politica1 contention, politicization
and the scope of the.$ch001, and bUreaucfacy or administration.

According to’Swan;on (1966), the power structure is usually split
into the formal and informal systems; the formal portion of the system
is that constituted body in which resides the legal authority of‘the
law. It is usua11y visEbTe and is recognized by the formality of its
legal basis. The informal half ofkthe power structure is the sysfem of
"who gets what, when and how." Thjs entity is not s0 easily recognized
and is often separate and/apart from the formal strhcture.

The second factor in political change is that of political regimes
(Swanson, 1966). A political regime‘is distinct from a power structure »
in that it is a representation of the rules of political decision making
as understood by those affected and that whi;h is interpreted and
articulated by political 1eadefs. The supérintendent usually embodies
the ‘1eadership of the political regime in any school situation.

The third factor is that of citizen participation and is charac-
terized by the actions taken by citizens to alter the character, shape,

policies, or programs of a system (Swanson, 1966). On its face, it acts
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as a reformer to any political regime. Participation takes many forms,
with numerous legal and political channels established through legiti-
mate constitutional and other means. In some political situations,
regimes mayJattempt to suppress someiof the means available to the
citizenry to participate in decision-making. E1ections4are the most
frequently used methods of expression as citizen(participants.

The fﬁurth factor 5% Swanson (1966) thch affects change in small
communities and schoo]s is po]itica} contention, controversy, And
conflict. Problems ahd issﬁes can have a far-reaching effect on the
routine operation of a system. How they aré dealt with can easily
determine the destiﬁy of any po]iticé] regime, whether for good or ill.
If the problem or is§qe is less apparent to the public, it can perhaps
be disposed of without citizen participation and is usuél]y handled by
the administration or 1eadersh1p. A potential conflict arises when a
public concern exists, but the dia1ogue through whiéh policy is made has
not been activated. The‘issuesthen is whether the citizenry‘has not
translated their policy preférEﬂces into demands or whetherﬂthe leader-
ship has not deemed it necessafy‘to'fespond to a given problem or issue.
A routine issue or problem inQo]ves a more or less habitual response
which fd]]owsra_general and fepeéted pattern of behavior and which is
acceptable to general gitizen’preferenées for administrative action. A
controversial issue or problem develops as'a lack of agreement among the
major participants and renders the routine decision-making processés
irrelevant. —Majdr participants may have decfded to contend against each
other in the hope that they can achieve their individual policy prefer-
ences at the expense of others. Controversy can, and often does, erupt
between groups with different economic interests, diverse population

characteristics, or alliances regarding previous controversy. In most
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school controversies, the critics generally oppose the school adminis-
tration or board of education. In desegregatioh disputes, those who
refuse to accept desegregation oppose the local school authorities, and
so it goes. |

The fifth influencing factor affecting change in small communities
and schools is that of po1itjcizétion and the scope of the school
(Swanson, 1966). Just as‘controversy serves as a vehicle for setting
public attitudes, so politics, in fts broadest sense, -serves the purpose
of producing change in administratiVe behavior and decision-making pat-
terns. A political demand for change cé]]éyfor either a major review of
existing policy or a new décision whiéﬁ bears on some signfficant value
Jjudgment or political preference by a substantial segment of those
affected by such decisidns. Politicization occurs when individuals.
become awarevpf the relevance of any type of government to their own
lives, regardless of the level or scope of that government. Any per-
ceived discrepancy between the actual practice and an ideal practice may
elicit individual responses whiéh,willjbecome controversial. _The
resulting "political tension" can very closely identify perceptions of
human needs and desires to sets of:actua1 events and conditions
(Swanson, 1966). ,

V The final factor considered by Swanson (1966) in effecting politi-
cal change is that of professionalizing the Bureaucracy or administra-
tion. Professionalization of the administration is most often accomp-
lished by setting perf&rmante sténdards. At‘the same time, in the past
few decades, there has been;a move toward administrative positibns
whereby the citizenry is discouraged, though not precluded, from parti-
cipat{on. The theory bghind this move is that many of the decisions

made on a daily basis are routine and therefore are unworthy of the
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attention of the citizenry. Under brevious and currently applied prac-
tices and policies, very few other people need to be consulted in
decision making, and those aré usually technically trained experts. Any
professionalization of administratibn is designed to meet three condi-
tions. Fifst is the long-lasting effort to make schools run as effi-
ciently as any corporate enterprise. Secqnd is to insure thét whatever
policies are made, even fhose hidden from the pub1ic’éye, the school
must remain résponsive to’the public sentiment and be'ffee from domi-

. nance by any particular public interest. The third condition to be met
is that of specialization. As fhe stope‘of the school grows and
increases in complexity, the spééia1ized'efforts shou]d, in theory,
yield greater effectiveness and iﬁcféased quality in services rendered
to the public.

Most schools 6perate Tike other organizations in that they follow
certain unstated but uniform codes of behavior (Clark, 1962). The
participants recognize these codes égynormal elements of the organiza-
tion which meet two basic bﬁt diverse requirehents: maintenance of the
status quo and growth. It is tﬁe sépond of these requirements which
stimulates change. Since.hﬁméhS“are not oh]} rational but also social
beings and the school js a group activity, it follows that the organiza-
tion should afford the chance for small groups and individuals within
its framework to fulfill their tendencies for équilibrium and growth.
If, on the other hand, the oréénization fails in this responsibility,
the individuals and,groups which comprise théxérganization will Tikely
be deterred from any initi&tive or expressions §f interest which might
aid in the ultimate growth and change of the organization. Participants

in such organizations usually consider their jobs as dead-end situations
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-and either leave the organization after a short time or settle into a
routine which is usually counterproductive to organizational goals.

Small group behavior is usually born from shared beliefs or
commonly held cbdes of conduct (C]afk, 1962). The appearance of an
outside expert or "methods man" oftén‘strengthens the commonality of
purpose wHich‘may or may not be already tightly wéven into the character
~of the group oncé the outsider attempts to change it. "Outsider" seems
to be the key word, since cultural clashes often turn on deviant
behavior of the persqnyfrom the outside and any sm$1] group usually
attempts to return to a state of equiiib}iumvwhjch is culturally close
to where it was prior to any attemptsito ehahge. At the least, individ-
ual group members will strive to reestablish equilibrium (Clark, 1962).

0f course, groups, like a]i other behavioral systems, will always
tend to differentiate their parts over time. The social interaction
common in many cu]turé] ritu§]§5 such as eating,‘joking, coffee-drinki-
ng, and gaming, will set a givén groub apart from any other gkoup. Any
outsider seeking to become a‘part of an established group wf]] first |
have to be accepted by sohé in the g%oup and will also need to adapt to
some of the rituals of the group in order to be cons{dered a part of the
group. In some instances, thefWays of a specific group may not be
Conducive to management goaTs (C]ark, 1966). i

Bennis and associates (1969) noted that small group behavior is
the most complex of cultural variables when attempting to predict
organizational outcomes. Some groups end upNin the reactive state of an
"us vs. thém“ pattern, which tepds to bring on a feeling of security
through identification with the group as opposed to other groups or to
the organization as a whole. Politicians tend to use such patterns to

identify themselves with different groups among their constituencies. A
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further example might be the classic disputes between a sales department
and a production department in polarizing attitudes of each group toward
the abilities of the other. |

Change theory presupposes that an expért will be present to carry
out any planned change (Kei]y, 1955)ﬁ WThé expért may be a person of
knowledge, action, and/or expertise.. Eipertise is a salable commodity,
since consultants abound in vagt'numbers in a11 sorts of business'
enterprises (Kelly, 1955). - Exbertisé is arrived at throﬁgh long
experience in a given énterprise,’thus enhancing the ability to effec-
tively deal with whatever pfob]emzthat may be at haﬁd. Expertise may be
genuinely earned through experience, or it may be attributed by others.
In either case, how the expert is perceived largely defines the Timits
of that individual’s influence or authority.

Reaction, which ﬁs trjggered by, some outside force, usually
entails some type of defensiye behavior, whether at the individual or
group level (Lawrence et a]l, 1961).~;Proaction, on the other hand, is a
more internally motivated behaqur‘aqd(tends to explain the self-to-
world relationship of many.heopléiand}some groups. The young boy
struggling night and day to(build something, the resgarcher striving to
discoverua new unity, or the contemp]atjve individual searching for a
deeper undergtanding of man, nature, or God; all of these show some
evidence of proactive growth behavior.

| Change must inculcate both of these types of behavior (Lawrence et
al., 1961). Moreover, norms muét bexestébTished to which all groups are
expected to adhere if the goals of tﬁe organization are to be reached.
Certain behaviors ére then recognized by all groups as being valid in
1ight of the goals of the organization, and these grodps,_or individuals

in them, work to resolve the inevitable conflicts which will arise.
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In this modern age, and with the complexity of modern organiza-
tions, adaptability is a major predictor of, and often. spells the
difference between, success and failure in achieving organizational
goals. Indeed, many organizations have changed to bastions of fair play
and freedom of thought as aAmeanS of promoting curiosity and creativity
within the ranks of their workers (Marcuse, 1955). Examples of such
change might include thevdgvelopmenf of "think tanks" inside corporate
structures and the emergence of research'ahd development departments in
many businesses. and universities. |

If an organization is to chaqge, and if the direction to be taken
has been carefu]fy studied and planned beforehand, then change, and
ultimately improvemept, must be influenced by some person or change-
agent. Bennis, Schein,‘Stee1e, and Berlew (1973) noted that power is
the ability to influence someone of‘something. Power thus leads to
influence. They found'gmple ev%dénce of the fact that power takes at
least five paths which are easily idéntifiab]e. First among these power
traits is coercive powér,‘the ability of thevleader to reward or punish
a follower. Second is referent or identification power, the ability to
be a role model. A third type of power is expert power, the power which
would be associated with science and "truth." The fourth type of power
is 1egitima£é or traditional power, that type of poWer which issues from
institutional norms and/or practices or from an historical or legal
base. 'Last is value power} that which accrues to the leader as a result.
of tha£ individual’s va]ue/systém. |

Bennis (1973) suggested that most change-agents possess ét least
one form of power, while French and ﬁaven (1969) and Kelman (1958) also.
asserted that two or more of the types of power are present in most

change-agents. All four authors were in agreement that most change-
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agents either ignore or choose to remain silent abouf the sources of
their own influence.

Coercive power is not considered to be present in the change-agent
unless that individual happens to be a member of phe organization for
which the éhange is aftempted and has infernal'influence on its affairs
(Bennis, 1973). Most,change-agents,‘howeyer, aré external to the normal
organizationé] structure and do not hold any formal title. More to the
pdint is the facththét many change agents would prefer,<at least intel-
iectua]ly, not to wield any type of coercive power, whether or not they
in fact possessed it. Two points come to the front in ;upport of this
contention. Fir§t,,coercive power éppears to be at variance with most
normative organizational goals and values and, second, there is some
evidence that coercive power cannot stand the test of time unless
conditions of vigi]ant‘survei]]ancé<are maintained over those who are to
be influenced.

Traditional (or‘]egifimate) powe} is unlikely to be attributed to
the change-agent, unless that individual is a line manager acting in a
change capacity (Bennis 1973). .Henég, Tittle influence accrues on the
basis of traditional norms or précedents. Expert power is usually |
ascribed in a technical sense, but the specialization asbects of the
position are often notvseen a§ being "expert" enouéh to meet the entire
spectrum of problems encountered inychange situations. Referent (or
identification) power is mbre reédi]y recogﬁized as having a rather
indefinite influence over someone who wishes to emulate the change-
agent. But, diversity of personality being what it is, a person in the
role of change-agent will become identified with and thus influence the

members of a group to varying degrees.
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French and Raven (1969) agreed with Bennis that referent power
cannot alone support successful change and is most likely toﬁbe allied
with value power, in that influence is seen as a transmission of defi-
nite values which Are admired and desirgd by potential followers. It is
true that most of the chénge agents, such as Argyris, do communicate a
set of embod1ed values to others wh1ch is consistent with what they say.
Most values of th1s ilk are also consxstent with Western civilization’s
notion of certain human1st1c 1deas, 1ike concern for fellow humans,
openness, honesty, f1exibi1ity,~cogperatiqn, and democracy. The use of
coercive power, on its face, would be inconsistent with the above
principles (Bennis, 1973).

Educationg1:1eaders today seem to—face one crisis after another in
their attempts to‘meet the needs @f school children (Gallaher, i967).
An administrator in such schools could be said to be a "reactor" to the
complexity of’the‘pfob1ems to be faced. Rural change i§ especially
complex, and compounded not on]y by the metamorphosis of the rural
society, but by the Tlack of numbers Every prob]em must be scaled down
from urban values to the sma]]er perspect1ves usually found in rural
communities. To keep up w1th so1ut1ons based on the prob]ems of larger
schools, i@ is vitally necessary for«the Teader to "act" as opposed to
just "reacting" when coﬁfronfed with alternatives. If thevqua1itative
assessment of possibfé alternatives cannot be managed, the leader in
many small school situatidns might lose some of the sense of oneness

which is ultimately responsib]é for the sdccess of the community.
Leadership

Whatever the source of power, McGregor (1954) noted that no

change-agent, acting as leader, can afford to duck the unpleasant
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necessity of making difficult decisions, of taking responsibility for a
single course of action among many uncertain alternatives, and of making
mistakes and accepting the consequences associated with failure. His
notion that good human relations dou1d eliminate eI] discord and dis-
agreement was called to question by his realization that leaders can no
more avoid the exercise of authority than they can:avoid responsibility
for what happens to ihefr:organizations. -Many modern leaders have
learned the dynamics of human relations theory whi]e still adhering to
the traditional theories which once were prevalent (McGregor, 1954).
Revisionist theory df organizational integration between classical

and modern organizations.holds that, in order to successfully integrate
the two classifications successfuf]y, the human relations perspective
must, of necessity, be revised frpm‘its unsubstantiated and unrealistic
aspects to meet the rea]ity'of ]ife situations. Likert (1955), as well
as McGregor (1954) and Lewin (1§47)? not only agreed on tne foregoing
but implied that the matter'i§ much too simplified in the form already
expressed. They agreed that/fherre1ationship of productivity to morale,
for instance, is of doubtfuf‘corne1ation and that the interdependence
between the two is understafed‘in light of the complexities of any given
group interaction. |

| Recent research findfngs have challenged some of the basic assump-
tions of the human relations mode] (Eennis & Nanus, 1985). For example,
the question is posed whether aftentipn_ié given<tp group process
factors so that greater efficiency can be eftained from group opera-
tions, or whether a leader who tries to get close to his followers is
more efficient than one who does not. Another assumption under chal-
lenge is whether a leader can or should avoid hostile and aggressive

attitudes directed toward him by his followers. A general consensus
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developed among Likert (1955), McGregor (1954), and Lewin (1947) that

organizational theory must clearly take into consideration such factors
as purpose and goal, status and power differentials, and hiefarchy.
They also came to realize that leadership does, in fact, act in complex
situations‘whjch invo]ve much more than 1eadfhg a group discussion
(Bennis & Nanus, 1985). - q

Not everyone agrees:with thé'previoué viewpoints. McMurry (1950),
for example, presented his thesis for the benevo]eﬁt autocrat. He
argued that consultative managément (a variation of the human relations
model), while preferable ideologically, is-not very practical. He noted
that managers are hafd-driving entrepreneurs and, as opposed to leaders,
do not generally believe in the human relations approach. Rather, they
get results because they can evoke binding loyalty, respect, and similar
attributes on the partrof their followers, even though the relationship
of supervisor to subordinate is rigidly controlled. McGregor (1954)
suggested that, in theory,. the viewsyof McMurry might work but argued
that the theory allowed 1itt1e/pqssibf1ity for change,’the production of
more mature and able persdnnel; or éonditions where responsibility can
be assumed by anyone but the maﬁager.

Argyris (1957) provided a counterVigw to McMurry’s arguments in
that, while they both startedrwith the nature énd importance of the
human condition within én'qrganized\setting, they ended up with almost
diametrically opposed conclusions. Argyrié/argued that thé needs of the
individual are ofién basicai]y incoﬁpatib]e Qifh the demands of most
formal organizations. The accompanying frustration which attends this
clash of the individual’s need to self-actualize with stultifying
requirements such as chain of command, task specialization, and span of

control often triggers defense mechanisms on the part of the individual.
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At stake is the attenuation of the organizatioh’s goals in rationaliza-
tion of the ultimate mental health of the individual. If not success-
fully accomplished, the tenure of the individual within the organization
is Tikely to be considerably shortengd.

The heart of the matter is that their assumptions about human
behavior 1edchMUrry and Argyris to construct totally different brgani-
zational models. For McMurry, people are slothful and requ1re leader-
ship; for Argyr1s, people, if left free, will move natura11y toward some
type of growth. For Bennis (1973), the middle ground is more solid.
Like Machiavelli, he holds that man is both good and evil and that
certain conditions in a g1ven organ1zat1on will accentuate the expres-
sion of one or the other. The amb1va1ence of man’s goodness and/or
badness is part of the natura] human cgnd1t1on and must be considered in
any theory of organ1zat1on |

Bennis (1973) also took exceptlon to Argyris’ contention that
effective Teadersh1p can successfu11y fuse organizational and individual
needs in such a way thatibothkwifl arrive at some optimum point. Bennis
(1983) thought that simultaneous optimization is not feasible in that
accommodation and relinquishment of some objectives by both sides must
be made. He pointed out that the best poss1b1e solution is one in which
neither employer nor emp]oyee is at peak value but in wh1ch a degree of
sufficiency in personne] satisfaction is attained which will sustain a
viable rate of organ1zat1ona1 eff1c1ency

Much recent change theory has concerned itself with the individual
as the target of ch;nge (Bass, 1985). Education is one form of indivi-
dual change (another being psychotherapy) which involves the transmis-
sion of selected knowledge and skills to normal but immature individu-

als. This process is usually designed to equip people to cope with



30
responsibilities as a person, citizen, or member of one group or an-
other. The site of education is usually a school .or a classroom which
is supervised by é qualified professional who may also provide experi-
ences in field settings. |

The sma]]rgroup acts as a medium between individuals and the
larger social systems of which they may be a part (Bass, 1985). A
student is a part of a class, which in‘turn is a part of the larger
school systeh. TThe\1arger system usually depends on small groups for
the formulation and maturation o%‘pb1icie§‘and‘prog}ams. Hence, change
in small groups may produce change in the wider social system as it
becomes dependeht upon that group f6r guidance and direction. While
individuals often develop values by internalizing the norms of a small
group such as the famiiy, they can, in turn, change their values by
joining small groups of a different orientation. Similarly, group
values can be changea(by attracting individuals with different value
structures. |

Planned change ét the intergroub and community level no 1oﬁger
functions 1ike the "town meetiné" format of earlier times (Schindler-
Rainman & Lippitt, 1971). In réa]ity, communities no longer meet that
idealized image due to an amazing number1of diversified ways in which
groups conduct their activities. While the values implicit in the
"ideal image" genera1iy,sti1] remain in the mentalities of many Ameri-
cans, the manner in which‘they(are traquated’jnto practice is much more
complicated and vastly differenf from the 0rigina1 pattern. ‘But,
whether practiced pubiic]y today or not, those values are still easily
stated. People affected by public policies should participate in policy
development and evaluation of the consequences. People should be

informed about public issues and be prepared to make responsible choices
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and decisions with respect to those issues. All conflicts should be
confronted publicly, with efforts made to bring about viable compromise,
if not outright consensus. Public officials should be accountable to
the peop]é who havexéiven them their authority. The initiation of
change should be a]]éwed to come not only from professionals and techni-
cians, but from vo]untéers as well, no mattef how much the volunteers
may need the(he1p of the technicians or professiéna]s to convert their
ideas for change to actuality (Shindler-Rainman & Lippitt, léfl).

This volunteer aspect of former times has largely been replaced by
a bureaucratic de]ivefy system manned, more and more, by paid profes-
sionals. Even volunteer boards and committees, which were once in
control of communit} égencies andﬁofganiéations, are now coming under
the direct control of trained administrat%on. A good example might be
the United Way and SimiTaﬁ fundvraiging bodies, which now hire profes-
sional executive directors to be certain that their organizations are
properly administered and that they}receive their share of donations
from the general public. Schools, és public servicg agencies, have also
come under attack for having professional leaders who are unresponsive
to consumers’ needs, who have an elitist attitude toward their clien-
tele, and who generally refuse tolshafe p]éﬁhing and‘decision-making
with their patrons (Cott1e, 1969). (

Planned change in mgcrosystemg takequuite another pattern than
that concerning persons, small groups, organizations, and local communi-
ties (Bennis, et ‘al. 1985). Change in national policies or cultural
patterns is far less frequent and less differentiated than that in
smaller groups. Therefore, the effect of a change agent will be less
felt at this Tevel. Planned change has not penetrated into the crucial

bureaucratic processes of policy and decision-making. Any acceptance of
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planned change is 1imited by,the deeply entrenched, traditional atti-
tudes and practices of governmehta] and intergovernmental policy-makers.
In other words, they tend to perpetuate their‘positions and to resist
change that may affect what they4consider to be their inherent rights.
Their strdfegies of change tend to be power-coercive rather than
normative-reeducative (Bennis, et al. 1985). Mutually exclusive
territory is thus jealously guarded through the uses of laws and
administrative or judicial decrées,'which‘are traditionally power-
coercive instruments and work to compromise only if positions are
roughly equal among adversaries (Bennis, ét_a]. 1985).

The leaders 'involved in planned change Qere once thought to be
destined to their roles from birth.‘-The so-called "Great Man" theory
saw power as being vested in a 1imitea few whose inheritance inevitably
marked them as leaders. All others were destined to follow, and no
amount of learning of‘desire to'leadncould change that fate. But, as
the emergence of leaders could ﬁot always be explained in this manner,
emphasis was shifted to the notion that great events made leaders out of
ordinary people such as Lenin and Lincoln. This also failed to ade-
quately explain the practice of leadership. While these and many other
theories failed to‘sfand the test of time, ]eaaefsﬁip combetencies
remained constant but not unaerstood (Bennis, 1983);

Bennis (1983) défjned the transformative leader as a person who
commits people t9 action, who converts followers into leaders, and who
may convgrt leaders into aéents of change; Bennis then summarized the
existing leadership environment by identifying three major contexts:
commitment, complexity, and credibility. First, he pointed out that

almost 6 out of every 10 American workers believed that they did not
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work as hard as they used to and that a tendency to withhold effort from

the job may be increasing.

Complexity is the second of the contexts (Bennis, 1983). In an
era marked by rapid and chaotic changes, often of the unplanned variety,
Bennis found thai external forces greatly affected organizations and
influenced the mannérdin which they were led. Sociéta] changes, whether
interactive or discontinuous, were accelerating to the;poiﬁt that tradi-
tional information sodrces'and management techniques had either become
less effective or obsoiete. Bennis noted that linear thinking, linear
information processing, and incremental strategies were no match for the
turbulence of the business c]imate; New unknowns could wreck the |
contemporary status of an organizatioﬁ faster than they could be recog-
nized and compensated for by the leadership. In some quarters, the
compiexity led to what was dgstribed'as a collective intolerance of
ambiguity and a distinct "credibility gap."

Bennis (1983) found that leaders with good credibility, fhe third
major conteit, were at aApremium.‘ Such had not always been the case.
Attention to the public we31,>$ocia1;§érvices, welfare organizations,
and the 1ike had spawned a morass of advocates, goveknmenta1 regula-
tions, and drganized consumgrs,_supported by the media willing fo cover
a]mosf any cha11en§e to authority. Even leaders with high Tevels of
competency were backed into defensive stances by the attacks of these
groups, and insecurityibecahe the norm among many leaders. These
attitudes were as ﬁuch represéntative)of a reluctant "followership" as
of a scarcity of leaders. To opt to lead or to assume responsibility is
to give up a large portion of one’s privacy. Powerful people thus moved
cautiously as they tried to negotiate the threatening terrain of

advocacy rights groups who would question their authority. Public
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sector "checkpoints" left Tittle room for anything but rectitude and
responsibility, while valid, often important and constructive ideas had
fallen prey to disclosure and criticism (Bennis, 1983).

Bennis & Nanus (1985) stated‘that the problem of leadership was a
matter of organizations being overmanagéd and underled. They noted that
to manage meansxto bring aboqp56rvto accémp]ish, to conduct, or to have
charge of or responsibi1ity for .some person or thing. To lead then is
to influence or to guide in some direction; course, opinion, or action.
To Bennis and Nanus, the distinction between 1eade;ship and management
is crucial.

Managers are people who do thanSvright and leaders are

people who-do the right thing. The difference may be

summarized as activities of vision and judgment (or

effectiveness) versus activities of mastering routines

(or efficiency) (Bennis & Nanus, 1985, p. 21).

Jennis (1983) idenfified four themes, or strategies of leadership.
The first of these was attentjon,through vision. A leader should create
a focus for followers. Most good leaders haQe an agenda which is
nothing more than an exceptiona1:concern with outcome. Such intensity
coupled with commitment is contagious, and attention is naturé]]y paid
to such a person, who does‘not need to rely on coercion to atiract
others.

The second strategy is that of meaning fhrough communication
(Bennis, 1983). While vision may Have an intoxjcating effect on the
followers of a given leader, just believing in one’s dreams is not
enough. No matter how rich and well-planned an agenda may be, without
communication nothing can be realized. The successful leader must
manage the meaning of that vision, and master the art of communication

to others. While some are more articulate than others, all good Teaders

exhibit their strong feelings graphically and intensely and communicate
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in a direct manner, ejther verbally or non-verbally. The absolute key
to success in most organizations is to unequivocally get the message
across to everyone at every level. Communication creates meaning for
people and is fhe manner in which small groups or individuals become
aligned with the stated éoa}s of an organization. While leaders are
separated;fromlmanagers in mény ways, this is most obvious in their
ability to communicate. \ |

The third strategy of 1eadership is that of yrust through posi-
tioning (Bennis, 1983). Trust 1mh1f§s accountability, predictability,
and reliability.. Trust maintains‘bersona1 and organizational integrity.
Though trust may be hard to define; people aré aware of when it is
present and when‘ifais not. Leaders‘haQe clear, well-known positions
which generally form the basis of trust from which they operate.

Leaders persist in maintaining the image of trust which they have
cultivated and are mérked by r§1ent1ess dedication to the implementation
of their visions. Bennis (1983)”duoted from a sign in the office of Ray -
Kroc, the founder of the McDonaid’sifood empife.

Nothing in the world can take the place of persistence.

Talent will not; nothing is more common than unsuccessful

men with great talent. Genius will not; unrewarded genius

is almost a proverb. Education will not; the world is full

of educated derelicts. Persistence, determination alone

are omnipotent (p. 128). Co

The last strategy of leadership is deployment of self through
positive self-regard. Leadership, essentially, is a human business. A
characteristic of the‘best leaders is their ability to develop interper-
sonal and human relations at a very high level. Up to 90% of a good
leader’s time may be spent with people and the problems which accompany
them. Positivg self-regard generally involves an emphasis on persoﬁa]

strengths and a minimization of weaknesses. It does not mean that
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weaknesses are disregarded, but simply that they are not the subject of
deep concern. Self-regard is not egotism or obsessive self-importance.
Basically, leaders trustﬁthemse1ves through self-respect. Compensating
for weakneSses while recognizing strengths js a strong link in the chain
of self-regard. Good leaders feel comfortabie in Teadership situations
and recognjze themselves as being good with peop]é. The Teader also
seeks feedback on performance and’strives constantly to improve skills.
The positive-self-regard that followers see in leaders helps to instill
a sense of confidence and high exﬁectation in the leader and motivates
the follower to achieve.

Another facet to se]f-reéard is that of putting all of one’s
energies into the task, not even considering failure as an option.
Mistakes and errors are part of doiﬁé business and should be considered
a part of 1eafning. Good leaders embrace positive goals, pour all of
their energy into the task at hand,}and look to the future rather than
looking back at the past. Past errors or mistakes are a beginning, the
springboard of hope for new ideas. For successful leadership to occur,
a fusion of positive se]f-fegérd aﬁd optimism about a desired outcome
must prevail and be evident to any‘who would follow (Bennis & Nanus,
1985).

In summary, leaders empower others to translate intention into
reality: In the give-and-take of the workp];ce, power must become a
unit of exchange. A re]afionship that is creative, productive, and
. communicative will provide~transactions which afe based on power and
empowerment. For it is the power which becomes the independent variable
and empowerment which is dependent. If used properly, empowerment is

given back to the power for further sharing (Bennis & Nanus, 1985).
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Leaders embody certain ideals by which they Tead their organiza-
tions and through which they are able to articulate to followers that
vision which can be sustained and seen as attainable and worthy.
Leadership is a responsibility, and its effectiveness is reflected in
the attitudes of the fb]]owers, If fhe‘f011owers feel that their input
has significance, thé& may actha]ly feel-that they can make a difference
in the organization. When combetence is fecognjzed, a sense of belong-
ing occurs and a feé]ing\of “fami]y“ develops in the organization.
Commonality of purpose tends to‘build boﬁds through a reliance on the
work abi]ities)éf one another in a common cause.

Finally, when all -of the ingredients of leadership are present in
the organization, then work takes on a sense of inner satisfaction which
is akin to enjoyment.J A total immersion in the game of work causes
followers to forget basfﬁ ﬁeeds for long periods of time and sustains
productivity at 1eve1§ much‘higherithan might be attained in lesser

organizations. It is in thfs environment that'vision leads to change.



CHAPTER III
METHODOLOGY

The educational problem which has guided this study concerns the
challenges to rural schools and the degree to which such schools can
cooperate to provide educational opportuﬁities which might not otherwise
be available to their students. The investigative purpose of this study
was to examine administrative and other actions and decisions, including
those of the four boards of education, which 1ed to the formation and
implementation of the Beaver County ITV network. The research questions
which helped focus the study were as follow.

1. Where did activity start concerning the formation of an ITV
network? What were the underlying initial concerns?

2. How did administrators seek to overcome the attitudes of
autonomy and resistance to change on the part of the board of education
and the patrons of each district?

3. How did the school distr{cts change as the result of the
application of ITV as a method of instruction?

4, Which common Teadership characteristics can be identified in
each of the superintendents in this study?

5. What problems and successes have surfaced after a year of ITV
operation in the county? How have they been handled by administrators?

6. What gquidelines can be established to help future participants

in similar endeavors?
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Population and Sample
For the purposes of this study, the population and sample were the same.
The study focused on all four independent school districts in Beaver

County, Oklahoma.
Data Collection

Interviews were conducted with -all board of education members and
administrators wﬁo had been actively involved during all or bart of the
Beaver County ITV project from inception fo completion. These inter-
views were conducted in or&er to obtain a full and complete description
of the perceptions of each individual regardfng all phases of the |
project. The‘nature[of the 5£udyj1énf itself to the use of a general
framework of questions in the initial interviews. These interviews
therefore included, but were nqt‘limitéd to, the fo]]owing questions.

1. How did the project priginate, deve]dp, and come to comple-
tion? | S r

2. What obstacies, such as,poTiticai pressure, financial consi-
derations, or local oppositioﬁ to~dh§hge, were present? -How were these
obstacles overcome?

Follow-up interviews with more'specific questions were conducted
as necessary. . Other interviews were conducted Q}th Sghd§ Garrett,
former Director of Rural Educatjon for the Oklahoma State Department of
Education and presently the ﬁecretaﬁy of Educatign for the State of
Oklahoma, and knowledgeable staff members of'the State Department of
Education‘(SDE). An SDE perspective was thus established regarding the
formation of the ITV network, particu]ar]y from the standpoint of

curriculum and instruction.
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Written sources were also reviewed and analyzed, including all
relevant board minutes and other documents as they related to the
formation of thevcooperative network. Newspaper articles abouf the
project were also reviewed and analyzed. All correspondence among
superintendents and communications between the superintendents and theif
boards was;ana]yzed, to the extent that they were‘made available for
this study. Othef documents relevant to‘the project, which were studied
and analyzed,. included the contracts executed between Pﬁnhand]e Tele-
phone and the fbﬁr school districts, all apﬁ]icatiohs for grants, and
equipment purchase orders carried ouf'on the part of each individual

school district in providing hardware support to the ITV system.



CHAPTER IV
CHRONOLOGY

In any project which has scope and depth, a certain vision must
precede the actual planning and implementation. In the present case, as
will be shown in these chapters,vthe Beaver County cooperative was the
outgrowth of the thoughts and vision of one man: Wiley Hinton, Superin-
tendent of the Beaver School Distfict. For several years prior to the
formation of the cooperative, Mr.‘anton had been pursuing alternative
solutions to some of the instructional and curricular deficiencies
which, in his opinion, faced the school system.

Beaver schools had been among the first to install a satellite
receiver system for educational programming. In addition, the Beaver
schools had begun a "School Before School" project in 1983 in an attempt
to meet some of the curricular deficiencies previously mentioned. The
"School Before School" project sought'to meet the needs of gifted and
2talented students through advanced studies. Mr. Hinton actively
sought the opinions of the board of education members and spent a great
deal of time communicating with the patrons of the Beaver schools as to
their expectations regarding the education of their young people. The
Beaver administrators remained open to any avenue which might prove
fruitful in the pursuit of academic excellence. The use of the Discov-
ery, Learning, and Weather Channels, as well as the offerings of the
College of Arts and Sciences at Oklahoma State University, partially met
some of the curricular needs of the district. Deficiencies in other

41
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areas, such as a second foreign language, art, and English in prepara-
tion for college remained unsatisfied.

During the 1985-86 school year, at one of the informal county-wide
meetings of administrators and board members, Mr. Hinton proposed the
possibility of some type of cooperative effort which might involve all
four of the county’s independent school districts. Doug Rundle,
superintendent of Forgan schools, later at the same meeting began to
talk to Mr. Hinton about a cooperative effort between the two school
districts. Gerald Danley, superintendént at Turpin, began looking into
a possible shared effort between the Turpin and Balko schools. Richard
Boothby, superintendent at Balko, also had concerns about the need to
offer additional courses to meet the requirements of his college-bound
students.

In each of the schools in Beaver County, the problems were
different but somehow tied together. The needs were of varying signifi-
cance in each district but had a common element in the need to meet
mandates from the State Department of Education and from the state
legislature. The informal monthly meetings among administrators and
board members began to take on the form of a gripe session about the
various legislative mandates and additional requirements from the State
Department of Education curriculum section.

In the fall of 1985, several of the Beaver County superintendents
went to Oklahoma City to consult with the State Superintendent of Public
Instruction, John Folks, about possible solutions to their common
problems. Included in this meeting was Sandy Garrett, the rural educa-
tion specialist for the State Department of Education. The original
focus of this, and subsequent, meetings was an emphasis on alternative

delivery systems for instruction which could be applied to the needs of
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gifted and talented students, an area oflconcern within each of the
Beaver County schools.

The State Department of Education had originally cooperated with
Oklahoma State University in arranging for any interested public schools
to receive the high schoo]iGermgn course which was broad;ast by 0OSU via
satellite. Department leaders sought further consu1tation with Smith
Holt, Dean qf thg College qf Arts and Sciences at Oklahoma State
University, toldiscuﬁs possible @ethods which;might be used to improve
the delivery of other curricular offerings to rural schools. Dean Holt
explained the probdsed expansion of the Arts and Sciences safel]ite
offerings and what that might mean. for the Beaver County schools. At
that time, the expansion wés énvisidned fo include physics and some type
of higher math, as well as, a course in German II.

The superintendgnts in Beaver County were desirous of meeting
their perceived needs fhrough courses of study which perﬁonne] at OSuU
had indicated were not yét ready to be integrated into their satellite
system. Sandy Garrett thus began efforts whereby the Beaver County
group could push ahead on theiﬁ'owﬁkﬁifh plans for an independent
cooperative which would include é]] four high schools. Original plans
called for each district to fund an equal share of the financial burden
of such a dé]ivery system. The guperintendénts bégan an extensive study
of the different delivery methods of distance education, including their
advantages and disadvantages. | ‘ | «

While they wanted theAbest system available fbr their students,
the superintendenfs were acutely aware of the cost requirementsvwhich
must necessarily apply. Given the cost-cutting measures which had gone
into effect in schools across the entire State of Oklahoma, financing a

distance learning system which would serve the entire county appeared to
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be a challenge of great proportions. On several occasibhs, all four
superintendents discussed various ways by which such funds could be
raised. Mr. Hinton suggested that the group apply for federal funding
and the Beaver school djétrict became the responsible agency for the
preparation of app]icétions for federal grant monjes.

Total projected costs for a microwave de]ivefy system in 1986 were
calculated to range from $500,000 to $750,000. The prigina] grant
request, for almost $370,000, was made to the Natiopa] Telecommuni -
cations and Information Administration of the Department of Commerce.

It was projécted fhat the cooperative could receive approximately
$198,000 from sources other than the fede}al funds, for a total revenue
package of about $566,000. Very little of the matching cost for the
federal monies had aﬁtua]]y been raised by members of the cooperative.

A lack of political follow-up in WaSHington, DC, hindered efforts of the
group to raise the federal poriion of the cost of a proposed microwave
system, as well as the matching portioﬁs which were to be raised at the
local or state level. “ |

Sandy Garrett, acting through the Oklahoma State Department of
Education, began to identify other sources of funding while the federal
applications were being filed ana reviewed. From December -1985 through
the summer of 1986, no solid sources of funding were found by either the
superintendents or the bersonne1 of the State Department of Education.
Sandy Garrett used her personal Eontacts'with some success when she and
the four superintendents made a presentation to Dr. Ann Morgan, adminis-
trator for the Robert S. and Grayce B. Kerr Foundation in Oklahoma City.
The original request to the Kerr Foundation at that time was for
$150,000. While funding was being sought from many sources, invéstiga-

tion was being made into costs of different technologies.
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The high cost of the microwave project was primarily due to the
erection costs for the individual towers from which to transmit the
programs. In continuing heetings among the superintendents, other
methods of delivery were also being considered.

In August of 1985,'written material was received through the State
Department of Education about an innovative microwave system which was
in operation in Trempealeau County, Wisconsin (see Appendix C). The
superintendents discussed that optioﬁ and bécame determined to find a
way to go to Wisconsin and observe the system in actgon. In conversa-
tions with Sandy Garrett, the group ment ioned tHe microwave system in
Wisconsin and, through negotiations with Dr. Folks, arrangements were
made for State Department of Educat{on‘fﬁnding-to send a small group to
Wisconsin in October of 1985 for the specific purpose of observing the
opgration of the Trempealeau County system; It was decided that the
group would report back to the State Board of Education on the advan-
tages or disadvantages of such a,system and could comment on any
specific applications which‘migﬁf be of use in rural areas of Oklahoma,
in general, and Beaver County, in particular.

Upon their arrival in Wisconsin, the superintendents frqm Oklahoma
interviewed seven superintendents, from school distric£s~a11iéd both
with the Wisconsin cooperative and from neighboring districts which were
not members, as to their involvement in the cable and microwave aspects
of the system. They receivgd first-hand information on the internal
workings of a truly integrated cooperative effort and some of the
related problems which accompany such an enterprise. They also spoke to
parents about the educational benefits and, in the process, discovered
another aspect of the cooperative: a community education systgm which

was then being integrated, with some success, during the evening hours
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in Trempea]eau’Va11ey schools. The group presented evening classes to
adults in a variety of fields of stﬁdy, in alliance with the Western
Wisconsin Communications Cooperative, a service with the primary mission
of providing cable TV capacity to rural as well as urban communities.

According to the Oklahoma administrators, the main outgrowth of
the trip to Trempealegu County was that they came back to their dis-
tricts highly enthused with the possibilities of formihg such a coopera-
tive. A1l of the superinténdents approached their individual boards of
education with the idea of seeking some method to gatisfy some of their
perceived needs. A general committee, formed from individuals within
the existing boards of education and all of thé superintendents, began
to expTore the idea of an integrated television system. When word began
to spread into the communitjes abouf the cooperative television system,
several teachers in the various systéms began to voice a fear of 1osing
their jobs and their oppogition to such a system. The general committee
wanted a delivery system superior to‘the,one seen in Wisconsin, soﬂ
efforts were made to identify which type of system would best serve the
Beaver County cooperative.

At this point in the development of the effort, Sandy Garrett
wrote letters to the two state education associations’ officers to
assdre them of the fact that such a sysfem wdu]d serve only to supple-
ment the existing course offerings and not to replace any teacher. When
it was further explained that the system would provide additional hours
of instruction to the horma] cﬁrricu]um, without Toss of jobs to anyone,
both organizations then sent letters of support to the superintendents
of the four Beaver County independent schoel districts.

Efforts were also continued to locate funds with which to finance

the system. By the early spring of 1986, word was received that the
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federal funds which had been sought from the National Telecommunications
and Information Administration (NTIA) would not be forthcoming.
Subsequent follow-up with the NTIA administrator revealed that the
application was rejected because no formal presentation had been made by
the applicants to the NTIA in Washington, DC. In spite of repeated
correspondence froﬁ tﬁe Oklahoma Congressional delegation in Washington
about the viability of the Beaver Counfy project, the NTIA was not made
aware of the nature of the requést. The NTIA administrator invited
members of the cooperative to reapply, but such,actign was never taken.
The superintendentgldecideq that the process, requirements, and report-
ing were too restricfjve to warrant further application.

In March of 1986, the McCaslin Foundation of Oklahoma City invited
the group to make a presenta?ion regérding their proposed cooperative.
The Noble Foundation of Ardmofe, 6k1$homa, did the same. Presentations
were given to both foundations, including a request to each for
$100,000. Then, in June of 1986, a joint request was made by the Beaver
County Cooperative, the State Dépqrtﬁent of Education,—and the panhandle
1egislétive delegation (consistfng of Representative Walter Hill, the
House Minority Leader, and Senator Tim Leonard, the Senate Minority
Leader) to Rgpresentatjve Steve Lewis, then the chairmén of the House
Appropriations Committée, for a state legislative grant in the amount of
$75,000. - |

The legislative grant was.awarded to the Beaver County group for
the full amount of their request and the funds were received in August
of 1986. The grant monies were authorized on a one-time-only basis with
no stipulation for local matching funds. The princiba] was immediately
put‘into an interest-bearing account. During the 1986-87 school year,

in response to the superintendents’ presentation, the Kerr Foundation
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granted $75,000 on a matching basis to the cooperative. Later during
the same school year, $75,000 was authorized on a one-time matching
basis from the McCaslin Foundation. 'Clearly, additional funds would
need to be:procured in order to accept thé foundation grants. At this
time, the State Departmént of Educafion again came into the picture with
some Timited financislvassistance.

Though the Sma]l(schoo] cooperative grants distributed by the
State Department of Education are competitive and sought after by many
rural schools, the éboperative memberé were urged to submit an app]iéa—
tion for an original technical project. A cqmbihation of two grants was
therefore sought by the group. Tﬁe first grant application was filed by
the Beaver-Forgan districts and the second was filed by Balko-Turpin.
Each pair was granted,$25,Q00 for 1956-87, the first year of the graﬁt.
Both were also funded for -the 1987-88 school year. Thus, by November of
1956, funding had been obtained as follows: the $75,000 Kerr grant was
matched by the one-time 1egﬁs1ative grant and the McCaslin grant of
$75,000 was matched by the two $50,600 (two-year) rura] school coopera-
tive grants for a total of $322,000.

Bids for a cable system to serve.the four schools were still too
high td @eet the budget set out by the superinténdents.L ?he cooperative
still did not have the necessary amount of funds to construct a micro-
wave system so, as money cohtinuéd to frick]e 1n, members looked for
other sources of technical expertise (See Appendix D). The superinten-
~ dents had made most of fhe presentations together and traveled downstate
a number of times, all with the support of their\respectide boards of
education. They now bégan to talk to organizations such as the local
telephone company, General Telephone Company (GTE) and its manager,

Buddy Langley. At this critical juncture, another key individual became
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involved. Ben Paul Zimmerman was not only a member of the board of
education for the Balko Schools, but he also sat on the board of direc-
tors for the Panhandle Telephone Cooperative, Inc. (PTCI), headquartered
in Guymon, Ok1ahoma. Representatives of*PfCI, acting through its
whol1y-owned subsidiary; Panhaﬁd]e Te]ecommuniéation Systems Inc.
(PTSI), also began to explore therpdssﬁbi1ities of bidding on the
communications system proposed by the‘Beaver County coope}ative. The
main difference in.fhe‘systems as proposed by GfE and PTSI was that GTE
bid on an analog cable system while PTSI bid on a digital/fiber-optic
cable. According to research conducted by the superintendents, flexi-
bility and future costs were the maihidifferences between the two
systems. Analog is primarily an electronically conducted systém which
uses the modulation of 'a sound signal. The digital fiber-optic system
is essentially a light-based means of transmission in which laser 1light
is guided down a glass fiber. Digital equipment }s almost one third
more expensive thanﬁanalog-type systems, but its lTower maintenance costs
make it cheaper over longer time perﬁod;. Thus, the Beaver County
superintendents opted for the'digita1 fiber-optic system proposed to
them by Panhandle Telephone in implementing their ITV network.

The superintendents were excited at the prospect of bdi]ding a
fiber-optic application instead of a microwave system. Further research
had shown that microwave towers already in use in the panhandle had a
high rate of maintenance, and might prove too expensive for any one
school to maintain over a long period of time. The notion of burying
the cable up to four feet deep in already existent cooperative right-of-
way was a cost-cutting factor which had not, up to this time, been

considered. As the school superintendents began to approach their
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boards with the idea of a fiber-optic network, enthusiasm began to build
for such an endeavor.

In late 1985, during the search for funding for the project, and
while research was being conducted as to the most efficient means of
de]ivering>curricu1um in a distance 1e§rning situation, the superinten-
dents had undertaken, with their boards of educafién, to try to educate
their patroﬁs and alleviate their féars in a variety of areas regarding
any proposed networking system. To begin with,'peop]e in each community
feared losing the identity and individuality which distinguished their
school from all others.

A second concern in each of the communities was the quality of
education to be provided by this new system.. Would the same standards
to which each of the four schools adhered be carried out in the new
system? Whereas c]agsroom control had been a local matter, what manner
of discipline might be expected when the teacher was Tocated over 30
miles away? Each of the superintendents stated, at one time or another
in interviews, that a massive amount of planning went into the project.
Since none of the schools had ever Been involved in a project even
remotely similar to this one, there was a vast amount of unknown policy
and.procgdura1Finformation that needed to be discussed and determined.

It was agreed by the superintendents that the strongest teachers
should be used to teach the network courses. Exactly which courses
would be offered by each school depended, in the eyes of the superinten-
dents, upon the needs of the entire system and the skills of the
teachers. Through a process of elimination, the initial offerings of
the network ﬁere determined to be art, which three of the schools needed
in order toAmaintain their North Central accreditation; Spanish, which

was needed by two of the schools to meet possible State Department of
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Education mandates; advanced bookkeeping, which would expand the
elective offerings of thrée of the schools; and advanced p1acément
English, which was selected to aid college-bound juniors and seniors in
Strengtheﬁing their:abilities in that area. Because of this recognition
of needs-based Objective§ deveigped by‘the superjntendents, all of the
courses enjoyed a father popular abpea] among the various segments of
the school populations.. | |

Initial consultation with the State Department of Education
curriculum section gave some direction to the téachers who were asked to
" be the first instructors on the network. Volunteers were sought from
the faculties of the four schools, Qith emphasis on strong teaching
abilities. After the initial consultation with the SDE curriculum
section, the teachers were left largely on their own to develop a
suitable Tine of instruction. While materials weré freeiy supplied by
the SDE and the teachers Were free to seek advice from their correspon-
ding counterparts in the curriculum section, the actual gxecution of the
material remained at the discretion of each individual teacher. It was
a time of trial and error to some extent, with each teacher experimentQ
ing at the outset with what seemed comfortable to them and would best
meet the needs:of'the studenté in a distance 1eafning situation. The
students, never having been exposed to a like situation, didn’t know
what to expect. Many tried the éxperience initially out of curiosity or
because a friend was going to take one of the courses on the network.
Some, however, actually took the courses specifically for college
entrance requirements or to fill an area of interest.

By December of 1987, the cooperative, having overcome most of the
early finéncia] problems, began in earnest to consult with Panhandle

Telephone Cooperative, Inc. to bring the network into reality. The PTCI
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board of directors, acting through Gene South, Executive Vice President
for Operations, commenced negotiations with the Beaver County superin-
tendents on fhe costs of the system.. Although each school board had
committed!approximateiy $25,000 to the costs of such a system, the
primary costs of the agreement between the school districts and PTCI
~ were covered frdm the grant monéy a]ready in hand. Further, the costs
of all audio—vi;u&]’équipment essential to the operation of the system
were also offset by g?ant monies (See Appendik E). |

An original stipulation of the grant from the Kerr Foundation was
that the funds be used only for a microwave system. Therefore, it
became necessary to seek permission to expend those funds for a digital
fiber-optic system. The Kerr Foundation Board agreed to this change in
March of 1988, and those funds were then expended in the purchase of
cameras, monitors, gnd microphones, as well as coaxial cable with which
to interface the coders, decoders, and other digital equipment with the
terminal equipment. A significant stipulation added to the agreement by
PTCI was that the systeh, and serQices thus furnished, would be used
only for educational purposes. The school boards thus agreed that the
system would not be used for any resale or bypass purposes. The agree-
ment has since beén amended to allow the presentation, after school
hours, of programs such as hunter safety courses and extension courses
from Northwestern Oklahoma State University ahd Panhandle State Univer-
sity. J

From an initial expenditure of approximately $322,000 for the
underground installation of the fiber-optic cable laid to the four
schools, the annual payment to the telephone company totaled $64,500, to
be paid out over a five-year period. These costs were to be paid from

the grant monies‘a1ready on deposit in the bank account set up for the
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coopefatiVe. It is estimated that the last payment can be met just from
the interest which will continue to accrue on the investment of princi-
pal during the payment period. Since Oklahoma boards of education are
not legally able to financially 0b1%gate future boards, the agreement
between PTCI and the school districts included a required escape clause
which allows a futdré board of education in any of the involved dis-
tricts to give 60 days notice of intention to withdraﬁifrom the ITV
network. V

While the school cooperative was designed as a four-way fiber-
optic instructioﬁa] television nétwork, room was left for expansion,
should the need ever arise, and alternatives were left open by PTCI to
the schools. Among these were the ability to expand the system into the
other two panhand]é counties, if the eight or nine independent school
districts located 1n’those counties wished to join the educational
cooperative. It was,noted\that any expansion costs into Texas or
Cimarron counties would be'shared"equa11y by the schools affected by the
expansion, not by the four Beaver County districts. Costs for any such
expansion would be proréted on the séme basisjas to the Beaver County
group, but adjusted for inflation. The schools and PTCI would provide
- for oh—site maintenance and fep]acement cosfs and for thé equipment
which that entity had originally furnished and installed. The same
stipulation applied to any\possjb]e future loss of equipment, with the
exception that negligence would not relieve either party of its liabil-
ity. Equipment security was disﬁussed at length and security provisions
were implemented from the outset. Finally, with the signing of the
contracts between the individual schools and PTCI, the actual work of
installing the cable and control equipment began in the late spring of

1988.



54
Beginning at Balko, the cable was laid at a depth of four feet, in

order to protect it well and to insufe that it didn’t interfere with
other utilities which were already in place and which might need
maintenance at some future time. Over 55 mites of cable was installed
to connect the communities and schools together.

Theytrenchﬁng crews proceeded at normal speed until rain and
persistent standing water conditiens forced them to sTow down and
finally suspend operations both in late May and again in June of 1988.
At that point, thelschedule for finishing the installation in time for
the start of school in Tate August was in jeopafdy. whi1e the Beaver
County ITV board diseussed the possibility of delaying the implementa-
tion of the system until the start of the second semester, Mr. Zimmerman
brought the issue before a PTCI board meeting and, as a direct result,
more crews were put into the field to speed operations. On more than
one occasion, when low sbots were encountered, the crews laid the cable
r1ght down through the water and mud. Additional technical crews were
brought in to connect the cable at the various sites. A common presen-
tation area was arranged in each school, with suitable television recep-
tion facilities and room for all students to be seated in a position
from which they could view a teacher 1n the classroom as we11 as a
teacher and the participating students from the other sites. By common
agreement, all of the partitipatihg schoo1s'a1so agreed to build private
observation areas at each ;choo], so.that visiting individuals or groups
could observe the system without disturbing the class. Indeed, many
outside groups have since toured one or all the sites in order to gain
an appreciation of the uniqueness of the network.

Each district involved in the network has estimated the total cost

for the preparation of their facility to receive ITlerogramming, to not
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exceed $5,000. By doing much of the work in-house, one district spent
just overI$2,000 to remodel and improve their facility to accept ITV
reception. Of course, equipment and related costs were covered by grant
monies in the initial payment to Panhandle Telephone.

While the makeup of the network'classrooﬁ was §1ight1y different
at each school, the common equipment included the fp]]owing: (1) two
sets of four television monitors; (2) .a dais and control: center, includ-
ing a telephone and facsimile (FAX) méchine, for the teacher to send and
receive daily assiénments; (3) threé cameras; (4) microphones over the
student and teacher areas; (5) ample lighting; (6) standard classroom
tables for students; and (7) a oné-way observation area for visitors.

Four of the monitors were set in front of the teacher’s console
and face the students. They were labeled for each of the other three
school districts and the local monitor which showed what the teacher was
transmitting to all sites. The four other monitors were attached to the
ceiling and faced the teacher, prbviding the same reception as the
students’ monitors. The raised dais also contained a control center
which included buttons to operate the three cameras, one of which
7 recorded the teacher, another recorded the students, and the third was
mounted direct]y over the.teacher’s cdnso]e wofk area, so it could be
used to show pictures from a book, charts, drawings, or other images
such as those for use on an overhead projector. Three omnidirectional
microphones were suspended from the ceiling, two over the student area
and one over the teacher. Though all of the teachers initially used a
lapel microphone in class, they were not needed, since the other
microphones were so sensitive that a student who might be whispering at
the back of one classroom could easily be heard in all of the other

classrooms.
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A1l of thé classrooms had lTowered ceilings with plenty of Tight.
Instead of desks, students sat at tables, facing the teacher and the
four monitors. Finally, at the back of each of the classrooms was
either a set of dividers or a separate room, with observation windows
for visitors. If the class was taught from another district, a class-
room supervisor wés presént at each non-teaching site. However,vthe
students generally paid'attention only to the network teacher.

Finally, on Augbst 24, 1988, the second day ofkregular classes for
the 1988-89 school year, the system,géme 6n-]ine at all four schools.
After over three years of planning and implementation, ITV was at last a
reality in Beaver County. Each probfem and difficulty had been met and
surmounted at each individual school and across the system as a whole.

A few small problems, mainly 1ogistiéa1 in nature, continued on into the
first few weeks of school, but the fine tuning of the system eliminated
most of the snags. Also, the initiaT rgaction to the system was
cautious, both on the part of the students participating and the new ITV
instructors. However, camera shyness or "stage fright" was quickly
lost, and the classes settled down into a normal routine. Eventually,
the participantsypaid little attention to the fact that they were on
camera_and edﬁcation became a ?ea]ity‘and not a novelty for;all four of
the initial classes.

As the notoriety of the new system began to spread, its features
became the subject of articles and news stories. In addition, different
groups, many from out-of-state, came to see the system in action. In
much the same way that the Oklahoma administrators had gone to Trempea-
leau County, Wisconsin, educational groups came to observe the effec-
tiveness of this system in its first year of operation. Oklahoma’s

Governor Henry Bellmon arranged for his personal aircraft to fly the
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administrators of the Kerr Foundation out to Beaver County so that they
might see the fruits of their granf to the cooperative. Additionally,
several different groups of state legislators were flown to the ITV
school sites along with all of the members of Taskforce 2000, a state-
wide committeé compoéed of eduéators and businesspersons charged with
the responsibility of studying probiems in common education and recom-
mending adequate solutions. Thus the observation booths and rooms
served the network well in the first few months of its existence.

Pride jn_the new ITV system continued to grow. Townspeople and
patrons were taken on tours, often while class was in session, so that
they could more fully appreciate thé effecti&eness of such an innova-
tion. Often, programs of local interest were shown over the network,
with patrons of all four school districts invited to attend. Residents
of nearby nursing homes were brought to the school sites to see the
classes in action. Throughout ail of the public relations efforts
exerted by each district, the\PanHand]e Telephone Company administration
cooperated in every way, knowing that the effects of the schools’ public
relations would benefit them also.’

The point most often discussed with visiting administrators or
government officials wasithe relatively ineXﬁensive cost of.the system
to the séhools. Panhandle Telephone Company administrators and the four
superintendents answered many questiaﬁs about the cost-effectiveness of
the system. It was pointed out during these times of questioning that
the corporate structure of the telephone coopergtive allowed the
deferment of the total cost of the system over a five-year period.

Under non-cooperative methods of corporate structuring, the school
district cooperative would have been required to pay the full installa-

tion costs upon completion of the project. Having been furnished with
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the above facts, many observers went away with a more favorab]e‘impres-
sion of the possibilities for cooperation between public service
agencies and public schools.

Two of the more excellent features of the system were its resil-
iency and flexibility. In the first year of operation, the system
experienced very Tittie down time and often cdu]d*be brought back
on-line with%n an hour or two after disruption of service. Familiarity
with the compoﬁents of the system resulted in a fine-tuning which
allowed more precise resolution of the monitors and audio equipment.
The FAX machines proved to be a boon tb the ITV teachers. Assignments
were given out daily, and‘fests wefe transmitted and received over the
system. Finished tests were transmftted back to the originating
teacher, just as if the students and’teacher had been in the same
classroom. Overhead Eameras were utilized for diagrams, pictures, and
other written materia],‘so that véfy little time was lost in writing on
chalkboards. Students in other schools who wished to show their work to
the teacher at the originatiﬁg school had only to bring it to the
overhead camera for close scrutihy oﬁ hold their work up to either of
the monitoring cameras for general observation. While the Turpin art
classes came to rely heavily on this méthod, it was utilized in the
other classes to a lesser degree.

Students adapted to the differences in observing the work of the
teachers on television instead of live in the classroom. They also
developed the skill of Wétching what other students in the system were
doing and could even ask students at distant Tocations how they arrived
at the solutions they had derived. In the higher level English offer-
ings, readings were regularly given over the system, with comments and

constructive criticism following from all sites. Creative writing
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abounded across the system, and copies were transmitted to anyone
interested in the work of any other student. An anthology w#s created
of the poetry, short stories, and other creative writings of the
students and published for the edification of all of the schools.

As the newness of the system wore off and a\routine was estab-
lished, students and teachers‘a1fke beéan to accept the unusual nature
of the system and-take it for granted. Suggestion§ fof improvement were
offered by both the teachers and‘their.students, and experimentation
began to enhance the expectations in each school. Various methods were
tried and either became a part of the usual roﬁtine or were rejected as
unsuitable to the needs of the classes. Some methqu from regular
instruction were included in the fe]évision présentations but, more
often, innoVative techniques or simp]y trial and error dictated how a
class proceeded with its work. Thé art class Became especially adaptive
under the direction of Mr. Robinson. The class agreed that television
was an unusual medium‘from which to teach, and, therefore, unusual
techniques could be tried, ‘with the right reserved to modify or elimi-
nate anything that did not work out 'to the satisfaction of both the
class and the instructor. '

In a time of greét expectétions and greafer innovation, the State
Board of Education relaxed its guidelines on instruction and curriculum
content to accommodate the ITV presentations. It was expected that the
Beaver county system, as the forerunner of future cooperative efforts in
high-tech settings, would initially supply the framework and basis for
future research which would, in turn, provide guidelines at the state
level for similar ventures. It was agreed that the atmosphere for
change could evoke numerous new methods of instruction and curriculum

content and, having no one with previous expertise in the medium of
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television instruction, the State Board wisely allowed some flexibility
in how the Beaver County programs were structured. Future expansion was
also given consideration -and the State Department of Education area
supervisor, M. C. Ridér, was authorized‘to’work in conjunction with the
superintendents and their comﬁittee to reyiew the effectiveness -of the
first year’s offerjnés and to make recommendations to the State Depart-
ment of Education regarding the expaﬁsion of already existent classes
and the implementation of any new offerings. Accreditation was extended
to all of the initial offerings of the network.

The superintendénts have continued to supervise the operation at
their school sites and meet as a committee of the whole to deal with

problems which arise concerning all -the schools.



CHAPTER V
THE FOUR SCHOOL DISTRICTS

As was noted in the review of 1itefa§ure, Swanson (1966) pointed
out that change rarely occurs without being accompanied by contention,
controversy, or even conflict. Resistance to change among fhe partici-
pants fn a system often results in the suspension of normal decision-
making processes. The manner in which resistance to‘change is handled
usually determines the destiny of the leader, whether for good or ill.
Quite often, leadership is the key factor to successful change when
normal administrative brocedures are bypassed due to resistance.

In this chapter, the leadership process will be examined in the
context of technological change. THe findings are reported from each of
the four school districts -in section 5 organized alphabetically (Balko,
Beaver, Forgan and Turpin). ‘Fo116w1ng these four sections, the final
portion of the chapter provides a’summary of all four districts high-

lighting the cooperative nature of this process of change.
Balko

Though the smallest of the school districts, Balko is quite a progres-
sive school. As has been pointed out previously, innovation was not a
new experience in the quest‘for better learning methods. As with many
small schools, the primary limitations were availability of certified
teaching personnel and finance. Luring quality teachers to such an
jsolated area is not an easy task. Consequently, certain benefits are

61
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provided to the teaching staff. Teacherages are available as an incen-
tive for good teachers to stay at Balko, in addition to the salary they
are paid. A good percentage of the teachers have local attachment or
are from the panhandle area. Some of the certificated staff at Balko
live as far away as Beaver, 28 miles distant. Others live on farms and
ranches around the community and school. The faculty is close-knit and
competent. An easy informality exists between the board of education,
administration, faculty and their patrons.

Discipline is not a large probiem in the district. Richard
Boothby has been superintendent at Balko for the last 13 years, and has
provided stability and progress in the district during that time. His
constant desire is to see that the schoolchildren are benefitted in
whatever way possible. He has been charged by the board of education
with keeping abreast of the latest offerings in curriculum and periodi-
cally advising them of the newest methods of instruction and delivery.
With general revenues dropping in the school district due to the
elimination of the hold-harmless portion from the state financial
funding formula, Balko could il11 afford to spend any significant portion
of their budget on so large a venture as a county-wide cooperative. The
initial reaction in the school district was that such a network would
probably end up as a pipe dream. Too, the oil bust was in full swing in
Oklahoma and particularly in the Balko area. Gross production revenues,
which made up a substantial portion of the district budget, were down
for three years in a row, and the board of education was extremely aware
of the tightness of the financial times. Superintendent Boothby
adjusted his administrative practices to the availability of funds, and
the prospect of a cooperative appeared to be almost a necessity for

Balko.



63

The primary concerns in the school district centered themselves
around the ultimate ability of the school to provide an adequate number
of students to make a cooperative network practical. Balko had shared
some special education materials and teachers before with other schools,
but Mr. Boothby knew from past practice that grant dollars would not be
forthcoming from private sources if enough students were not served.
Thus, from a realistic standpoint, Balko could only benefit from any
proposed cooperative in the county. Sparsity and distance, two of the
primary isolation factors in determining rural schools, both played on
the side of Balko in their endeavors. Balko has only 159 students
enrolled in the school from Kindergarten through the twelfth grades, but
serves an area of 305 square miles. Their student population problem is
indicative of almost all of the schools Tocated in the Oklahoma Panhan-
dle and in the surrounding areas of the Texas panhandle, southwestern
Kansas, southeastern Colorado and northeastern New Mexico. Few teachers
wish to travel the enormous distances required in order to work as a
cooperating teacher among one or more districts in the region. Many of
the school districts must provide free housing and higher pay in order
to attract the quality teachers who will pay dividends in learning
excellence.

Balko has in the past, of necessity, had to offer some courses on
an alternating year basis, in order to best utilize the qualifications
of the teaching faculty. The value of some teaching areas is almost
incalculable, and the ultimate worth of most faculty is determined by
how many subject areas they’might be able to teach. Some districts must
offer incentive pay to attract the harder-to-find teaching majors, such
as mathematics and the sciences. Failure to do so could result in

lessening their ability to maintain their accreditation standing up to
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state department of education minimum standards. Balko is no different
-from many other smaller schools in striving to meet minimum mandated
curriculum offerings so that their students can compete on an equal
basis with other students which might come from more favorable educa-
tional environments.

Balko was not without adequate leadership in the community at
large. The board of education consisted of a dedicated group of members
which changed only slightly in the time when the cooperative was being
formed. The board leader fhroughout the period of change in the
district was Ben Paul Zimmerman, a farmer and construction contractor,
~who also held seats on the board of directors of both the Panhandle
Telephone Cooperative, Inc., and its wholly owned subsidiary, Panhandle
Telecommunications Systems, Inc. The Balko board of education has a
combined average tenure among its members of 6.8 years of service. Two
members, Leon Bell, with 6 years, and Don Williams, with 10 years of
service, retired from the board during the time when the project was
under consideration and being implemented.

Ben Paul Zimmerman had a total of 20 years of service as the
senior member on the board. Other members ranged from ten down to two
years on the board during the formation of the network. Stability of
board members contributed to the solid backing the boafd gave the
administration during this crucial time. At no time during this period
did the board change its philosophy about pursuing its goals concerning
the cooperative. The community was apprehensive about the proposed
system until public relations efforts by Mr. Boothby and the bogrd
removed some of their concerns. |

Finance was critical during this time, and with thelpossibi1ity of

cutting down the teaching force at Balko, neither community nor faculty
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was quick to embrace the idea of spending much needed money on an
unknown high-tech venture. Communication about the proposed network was
filtered carefully by the administration and board due to the circum-
stances already mentioned. Consequently, attitudes about the system ran
on the negative side until Mr. Boothby could finally show all concerned
parties that Balko would be out very little expense to join the coopera-
tive. Skepticism was still very high in the district until complete
financial backing was obtained. When it was finally learned that no
teaching faculty would Tose their jobs, and that, indeed, extra teaching
assignments might issue from the‘netwdrk, the faculty finally began to
warm up to the notion that a cooperative might be to the advantage of
the district in the long run.

As the administration began to contemplate what courses might aid
the curricular needs of the school, it was noted that Balko and Turpin
had strong math programs, which might be of use in either Forgan or
Beaver. At the same time, Balko heeded extra outside courses to round
out its elective offerings. Though cautious with its finance, the board
was completely supportive of administrative efforts to bring Balko into
alignment with the other three schools in their pursuit of a cooperative
network. "

The early negative attitudes of the faculty put a damper on their
involvement in the all-important planning stages of the effort and,
consequently, they were not consulted as much as Mr. Boothby would have
1iked, when scheduling and methods were being discussed. As implementa-
tion proceeded, Mr. Zimmerman and Mr. Boothby represented Balko at the
frequent meetings held by all the districts on a joint basis. As the
High School Principal, Fred Weibling assisted Mr. Boothby in working

with the other principals to formulate an integrated schedule which
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would work efficiently. A good portion of the summer of 1988 was spent
by the two administrators in preparing Balko’s part in the network. The
board was consulted at intervals and was informed of progress by Mr.
Boothby at all board meetings. Complete autonomy and authority was
given to Mr. Boothby by the board to commit Balko to the various
agreements which inevitably had to follow in order for the system to
work precisely.

Mr. Boothby and Mr. Weibling preseﬁted a time-on-task workshop to
show the faculty and Board how the course work should be handled.
Though Balko had never been exposed to an 8-period day, it became
necessary to adjust the schedule accordingly to meet the demands of the
ITV system for the four districts. The administration also conducted a
student needs inventory to see what interests might be prevalent in
Balko, while faculty and community were consulted to see what extracur-
ricular courses might be offered after school hours to constituents.

Balko decided to use aides to monitor ITV courses offered from
other schools. Such small details as setting clocks and bell systems to
ring simultaneously became an exercise in repetition until everyone was
operating more-or-less in precision. Give-and-take became the order of
the day, primarily because of the advantages which would accrue to the
students. Some initially disgruntled members of the faculty eventually
were won over when they began to see the positive effects the system was
having on student learning. Mr. Boothby encouraged the faculty to visit
the ITV center early and often to see how well the students maintained
their interest in classes taught from other schools. Time-on-task
became a watchword for the instructors on the system, and some of it

even rubbed off on other faculty members at Balko.



67

Because Bookkeeping was a subject not offered at some of the other
schools, Balko chose that subject as their offering to the ITV system.
Mr. Boothby taught the initial course. Continuing his duties as super-
intendent and also preparing each day to teach on the network gave Mr.
Boothby very little time for outside activities. The only one of the
superintendents to actively teach on the network, Mr. Boothby gained the
peculiar perspective of both sides of the operation of the system. As
an ITV teacher, he could empathize with the other teachers in their
struggle to master a different teaching technique and the students’
efforts to adjust fo a new way of learning. As a superintendent, he
could Took on the administrative side of the equation and the logistics
necessary to bring about change in the district. Often, the other
superintendents sought his advice with respect to the time needs of
their own instructors in the early going of instruction. A direct
outgrowth of his early experiences led to giving most of the ITV
teachers an extra period of planning for their presentations over the
network. It must be kept in mind that, with the exception of Mr.
Boothby, all of the other teachers carried a full teaching load in
addition to their ITV teaching duties.

More efficient use of time became the order of the day as well as
a distinct necessity for the ITV teachers in the early going. Proper
preparation required many extra hours in the already crowded schedules
of the teachers. O0ften, having no previous experience in such matters,
material presentation and class-work did not take up the entire time
period of the class, and teachers would have to improvise. Fortunately,
experience taught Mr. Boothby and the other three teachers to have an
abundance of material ready at all times, and to anticipate a wide

variety of questions about the new delivery techniques.
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Mr-. Boothby has begun to bring the community solidly behind the
new system, with the help of his board. Senior citizens have used the
system to pull in programs of interest to them and to lay plans with
other similar groups for possible future offerings over the system.
Sportsmen’s groups have had presentations over the network for hunter
safety and other presentations by Tocal wildlife authorities. What once
was viewed with skepticism is now being accepted community-wide due to
proper application of the many uses of the system and good public
relations which tend to reinforce the positive attributes of the
network. ‘

Balko had audio .problems over their portion of the network at
first, but these were worked out gradually by means of adjustment. The
school experienced problems in changing their school day to the 8-period
format employed in the network. These problems included the adjustment
of their bus routes, reworking the special education schedules of those
children being served, and adjusting the regular schedule to meet the
ITV schedule. Mr. Weibling spent many hours attempting to build a
schedule which would best utilize the teaching talents of his lTimited
faculty. Those initial problems have been overcome in all areas,
primarily by persistence and cooperation in the district. Plans are
being made to expand the community and after-hours usage of the system,
through a hookup with either Panhandle State University in Goodwell or
Northwestern Oklahoma State University in Alva.

Mr. Boothby states that interactive television is the best means
of distance education delivery systems in use in education today,
barring actually having a teacher in the classroom. He points out that
monitors are often not necessary in the remote classrooms due to the

teacher being able to see and hear completely the actions of all of the
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students in their charge. Expansion is expected to enhance the capabil-
ities of the system to meef eveh more needs of Balko students as well as
those of the other three schools. During thevoff-hours of the system,
the superintendents will often use the ITV hookup instead of having an
audio telephone conference. Frequently, the principals and some teacher
groups use the system for informal meetings. Staff development plans
have proceeded in the county based on a supp1ementary usage of the
network to augment state mandates on the subject. It is envisioned that
eventually, teachers may arrive at their respective sites and hold joint
professional meetingsiwithout the added Bother of driving several miles
as in times past: A

Several students in the Balko schoo]s‘are contemplating a concur-
rent enrollment during school hours with the two universities already
mentioned, in addition to any evening offerings the two universities may
make. In that event, the students would be advanced in their prépara-
tions to attend college. Another important future use of the ITV system
is to connect all four schools terther in some type of vocational-tech-
nical endeavor. Those plans are in the infancy stage, however.

Mr. Boothby still seeks quality instructors at Balko to offer even
wider dimensions to the system. With the cooperation of the board, he
has looked into offering additional pay to anyone teaching over the
network, thereby stimulating additional interest among thé faculty.

With the opening of many subject aréas to Balko students, their horizons
seem lTimited only to their imaginations, once the expertise of quality
teachers is engaged.

Budgetwise, it is hoped that many more ITV courses can be offered
to encourage Balko students (and still save money in the district).

Cost-effectiveness has long been a major concern in rural circles, and
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ITV is one application which stands the test of dollars spent in refer-
ence to children served. At Balko, though the community is used to
change in order to cope with the problems confronting them, their
expectations are almost uniformly surpassed by the uniqueness of the
network. Even those affected most by the change, the students, express
admiration for the way in which they are taught and quickly develop an
attitude of work and accomplishment in the ITV classes even if they are
not experiencing success in regular on-site classes. Time-on-task in
the first year has been excellent, déspite only 45 m%nutes allotted for
each ITV and regular class in thé 8-period day.

Balko students have an opportunity to bevexposed to many subjects
not normally open to small schools, due to the curricular arrangement
within the system. While the State Départment of Education has been
very flexible in their recognition of the unique aspects of the delivery
on the network, they have insisted that certification be upheld in the
case of ITV instruction which applies to credits for graduation. Under
these requirements, tﬁe network is limited only by the certification of
the instructor.

Mr. Boothby, together with the other superintendents, is Tooking
ahead to future utilization of the system which might not be within the
scope of current vision. Applications as yet unknown need to be
explored, and these administratofs are supplying the cooperation and
vision to their faculties, boards and communities which will Tead them
successfully into the 1990s. Plans are being made on an administrative
level to develop a think tank at Balko, whereby the ideas and sugges-
tions of all interesfed persons will be considered in future applica-
tions of district resources to enhance opportunities for the students of

the district.
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It is this type of leadership, typified by Mr. Boothby, which has
identified Balko as a leader in several areas of education, notwith-
standing the size of the school. Smaller does not have to mean inferior
in the eyes of the board, administration, faculty and community of
Balko. Mr. Zimmerman stated it best when he mentioned that the board
and community are geared to change through their outlook on Tife and
their attitudes toward superior education for their children. A
philosophy 1ike that cannot long be denied. The community, acting
throujh the board, is fully committed to the hiring of future adminis-
trators and faculty who will continue to embrace their philosophy that
ITV and similar methods of instruction could be the means through which
Balko will retain its school for years to come. The 1life of the school
and, ultimately the community, is at stake in this venture.

As Mr. Boothby seeks to lead the school district into the 1990s,
he envisions expanded offerings from all four schools over the ITV
network. He would Tike to see the system operate all eight periods of
the school day with the individual option to either participate or hold
the classes in their own school. Diversity of class offerings is what
the district seeks, so that they can offer many electives that otherwise
would be unavailable to their students. It is hoped that some required
courses in the curriculum not currently being offered at Balko can
become available over the ITV network. With the expanded offerings, the
board and Mr. Boothby have made plans to invite concurrent enrollment
with either Panhandle State University or Northwestern Oklahoma State
University for their college-bound students.

In the past few years, Balko has offered a total of 57-59 credits
for graduation in their high school. With the inception of the ITV

network, the administration hopes to expand the offerings so that the
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diversity offered to Balko students will be second to none in the
county. They would also like to offer evening work over the network to
adults in the community who wish to better themselves or study for high
school credits for graduation. Mr. Boothby would like to see remedial
work on the system after hours for those needing extra help in regular
classes. Another area of service could be those who wish to study in
order to pass the General Education Development (GED) tests.

Senior citizens and local civic leaders have offered their
expertise in tutoring and community prdgramming, and the local home
extension club would Tike to make use of the network on a county-wide
~ basis after regular school hours. This type of community public
relations is well within the scope of requirements which Panhandle
Telephone Co. set forth in order for the network to be used for educa-
tional purposes only. The boardxof education would like to see short
courses taught on almost any subjecf after hours in the future, possibly
by qualified and interested faculty members at Balko. The feeling of
the board is that the potential in human resources has only begun to be
taped, and that the educational horizon is Timited only to the willing-
ness of individuals and groups to use the network. They, along with Mr.
Boothby, his faculty and students, are already looking for more advanced
applications of this system and possible updating of the equipment, so
that Balko can stay on the leading edge of technology.

Now that the system is in use, the board and administration are
looking for total involvement by as many students and patrons as
possible so that the dollars already invested by the district will yield
the highest return for years to come, not only for the school children
of Balko, but the community as well. In short, they feel that they know

a good investment when they see it, and to fail to put the network to
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its fullest use would be inconsistent with their desires for academic

excellence for Balko Schools.
Beaver

Beaver has a long history of innovation, perhaps not matched
anywhere in the area. Since the early s{xties, the school district had
been involved in several types of cooperatives with neighboring schools,
particularly Forgan, thejr closest neighbor. Special education sharing
was not new to the district either, since the district participated in
many different programs in the past.. The attitude in Beaver was one of
foresight and innovation.

Over $20,000 was spent earlier in thé 1980s to bring German by
Satellite to Beaver. Wiley Hinton, then the superintendent 6f Beaver
Schools, went to Oklahoma State UniVeréity to visit with Smith Holt,
Dean of the College of Arts and Sciences about the possibility of
receiving some type of foreign laﬁguage via satellite from OSU.
Eventually, program was developed under the auspices of the university,
and Beaver Schools ushered in distance learning in Oklahoma. Since its
inception, the program has expanded to over 265 schools in several
states, with over 1,500 students enrolled.

Clearly, the status quo was not acceptable to Beaver Schools, and
after initiating the German by Satellite program,'they began to use the
Discovery and Learning channels, as well as the weather channel. R. J.
Maxwell, former area supervisor for the State Department of Education
helped gain SDE approval for Beaver to offer programs from the Discovery
and Learning channels for high school credit to ‘their students. Mr.
Maxwell also helped initiate the contact with OSU for satellite instruc-

tion. Beaver Schools had curricular needs which equalled those of the
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other three schools in the county, so Mr. Hinton began the search for
alternate methods of delivery. He began to discuss these alternates
with Doug Rundle, superintendent at Forgan. They agreed to approach the
State Department of Education through its superintendent, John Folks, to
discuss viable alternatives.

After traveling to Trempealeau County, Wisconsin, Mr. Hinton came
back to Beaver with high enthusiasm. He was convinced that Beaver could -
improve instruction even more if some type of interactive teach%ng
network could be made affordable. He communicated his enthusiasm to his
board and faculty.

The Beaver Board members average over 7 years tenure, reflecting
the stability of the area. Arlyn Harris is the senior member with over
23 years service to the community. Two long-time members, John Shaw
with 12 years service, and Earl Hoover, also with 12 years of service,
retired from the board in 1987 and 1988 respectively.

Because Beaver is an academic leader in the region, the attitude
of the community and patrons is that their schools must be supported
fully. Consequently, popular backing of the administration and board
are practically unparalleled in the panhandle area. In spite of
declining funds for schools across the county, the community fully
supported educational innovations which were brought before them by Mr.
Hinton and the board. ’Pub1ic relations improved greatly in the communi-
ty when Mr. Hinton and his assistant superintendent, Jim Bouse, opened
the school so the public could see innovation in action. The German by
Satellite program was observed by many townspeople while still in its
infancy, and the satellite was used to receive community programs and

public broadcast programs before and after school hours. Senior
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citizens came to view programs of interest to them from the satellite,
and weekend presentations were made from previously recorded programs.

Wiley Hinton was superintendent of Beaver Schools for 18 years
prior to his retirement in July of 1988. His board president has
pointed out that Mr. Hinton enjoyed the respect of both the entire town
and the board of education. Initial reluctance to his suggestion that
Beaver take part in an ITV cooperative lay in the fact that the finan-
cial condition of the district was worsening year by year in spite of
his careful efforts to preserve fiscal stability.

While Beaver has the largest school district. in the county, at 426
square miles, it also has the largest enrollment of students at 519.
Transportation is a major concern in the district. Virtually the entire
eastern half of the county is served by the Beaver school transportation
system. Some students even provided their own transportation in order
to attend Beaver High School, when they could have attended other high
schools closer to their residences.

Information was given out to the community, fa¢u1ty, and étudents
when available, but a fear of the unknown temporarily caused mixed
reactions to the project. The board agreed to set aside $20,000 at the
outset. Though the dollar outlay was great, the administration and
board felt the money was well spent. From the beginning, Mr. Hinton
kept his board and faculty well informed regarding the development of
the ITV system.

Mr. Hinton was determined to see the project through, and the
board backed him fully. At the same time, the other superintendents
were having similar problems in their districts. Many trips were made
to Oklahoma City to attempt to draw support from any quarter. Often,

the superintendents would travel and room together, so discussion of the
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network tended to monopolize the conversation almost constantly. Mr.
Hinton was the most influential of the four superintendents at the state
department level, and he spent Tong hours with Dr. Folks, the state
superintendent, in attempts to gain financial support for the project.
Sandy Garrett began to represent Dr. Folks with the Beaver county group
and used her contacts around the state to open doors in financial
circles. In time, their joint efforts were duly rewarded.

The Beaver Faculty was much like their counterparts in the county.
They feared the loss of their jobs if an ITV system were implemented,
and only good public relations by Mr. Hinton and the board eased their
fears. Mr. Hinton held several faculty meetings to keep the teachers
abreast of current happenings. The faculty was asked to influence the
community about the advantages an ITV network in educating their
children. It was largely through these methods that the public was
brought around to a position of support for such a system. When the
entire educational establishment in a small town becomes enthused about
a project, the enthusiasm quickly spreads throughout the community. In
Beaver, the school is the heart and soul of the town and the focal point
about which most community activity revolves.

Mr. Hinton has éxp]aingd the total involvement of Beaver Schools
in many of the innovative programs over the years as being expected
behavior. The board of education has simply taken it for granted that
Beaver would be in the forefront of any educational innovation. A
sharper focus in Oklahoma on such topics as increased high school
graduation requirements, higher college entrance standards, special
education amplification and provision for gifted and talented students
has fueled the need in Beaver to search out economic, efficient alterna-

tive methods of instruction and delivery.
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The administration polled both its student body to establish needs
and the faculty to see what course offerings they might be able to
contribute to the cooperative. Master teachers were sought in classes
which did not overTap and which contributed to the greatest needs among
all the schools. No attempt was made to displace the required subjects,
and it was mutually agreed that basics would not be taught initially on
the network, but rather elective and supplementary courses.

It was finally decided that the contribution of the Beaver faculty
would be a course in honors English for anleTV participant who wanted
to build up their English proficiency for advanced placement at a
college. Sheryl Melton was selected to teach the course. She was a
veteran teacher who had taught many years of senior level English and,
for the last two years at Beaver, had taught advanced placement English
to upper level juniors and seniors, in addition to her regular teaching
duties. According to her principal, Mrs. Melton accepted the challenge
of teaching on ITV out of love for her students and a distinct desire to
see them succeed.

Though a busy teacher at school and active in the community, Mrs.
Melton is known to be highly efficient and a teacher who demands the
best from her students at all times. She is well respected for her
discipline and for her empathy with her students. In the eyes of the
Beaver administration, Mrs. Melton was the ideal teacher to test the
initial effectiveness of the ITV system due to her keen ability to keep
her students on task in her classes. She felt good about accepting the
ITV assignment because of past experiences of cooperation with Mr.
Hinton and Mr. Bouse. She was aware of their support in the past and
had reason to believe that she would receive equal support in this new

endeavor.
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Mrs. Melton had always used student/parent contracts in the past
to keep good discipline in her classes, and now she extended this
practice to her ITV class. Since the class was very much desired by all
of the students enrolled, she used the contracts with the other three
schools to good advantage. Thus, discipline became a secondary concern,
and self-motivation took over in the case of most of her students. Since
the course was planned from the ground up, Mrs. Melton felt free to
incorporate the practices which had worked for her in the past. She
explained this to all her students on the ITV network and set high
expectations from the outset. Though there was some initial grumbling
from students who did not know her, everyone quickly settled down into
the class routine or dropped back into regular English at their own
school site.

In the summer of 1987, a significant event occurred in the Beaver
district. Mr. Hinton retired as superintendent, and the board quickly
named his assistant superintendent, Jim Bouse as superintendent. Mr.
Bouse had been with the Beaver school system for a great number of
years, had been a former principal and had been responsible for writing
nearly all of the grants for the Beaver Schools in the past. He was the
designated grant writer for the cooperative when federal dollars were
being sought.

Part of the reasoning of the Beaver board in hiring Mr. Bouse to
succeed Mr. Hinton was that both men had been working very closely
together from the inception of the project, and it was thought that very
little expertise would be Tost in the transition. It might also be
noted that Mr. Hinton recommended Mr. Bouse to the board as his succes-
sor. The board, acting out of respect and taking what they considered

to be good advice, accepted Mr. Hinton’s recommendation. Having
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travelled with Mr. Hinton to virtually every meeting that occurred among
the superintendents, Mr. Bouse was congratulated and quickly accepted as
an equal with the other superintendents.

As the certainty of the project became clearer to all of the
participants, the real work of putting the network together began.
Rodger Hilton, the Beaver high school principal, began the work of
making a schedule which was difficult for the Beaver faculty, but which
had to be dovetailed with the schedules of the other three schools. The
Beaver teachers were not used to operating on an 8-period day with only
45 minutes per period. Some were concefned that the short time span did
not allow sufficient time to teach somgvof the subjects.

As the schedule was being constructedvfor the first year of ITV
operation, the four principals spenf many hours in conference calls and
face-to-face meetings. Much time énd patience was needed in order to
smoothly weave regular classes, vo-tech students and specia] needs
students into such a tight schedule. The Beaver students complained
about too many classes with too much homework under the new system and
wondered why the board of education was raising the number of credits
which must be earned before a senior could graduate. Flexibility became
the byword of 1988, and the patience of the principal and counselor was
sorely tried.

Gradually, the instructional picture began to emerge. The initial
camera shyness faded in‘the face of a more compe]]iné need to learn.
~ Mrs. Melton admitted that her gravest concern in the beginning was
keeping the students involved in the lesson and being proficient in
time-on-task. She had no prev{ous problems in regular classes but was

apprehensive that in the shorter 45-minute periods the students were not
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getting all the material they needed. Homework began to take on a more
important aspect in her view of the class.

Beaver needed a class in art and another class in a foreign
language other than German. Those needs were fulfilled by Forgan and
Turpin, and the school began to move toward their stated goal of
reaching North Central academic standards. In an economic sense, the
ITV system was turning out to be a boon to the district. Having spent
slightly Tess than $5,000 to remodel a room for ITV use, Mr. Bouse
estimated that the district saved over $20,000 in salaries and fringe
benefits by not having to hire additional teaching personnel in the
three subject areas received in Beaver from the other schools.

After a year of ITV operation, the Beaver board and administration
are well pleased with the effects of the ITV system on their students.
They prefer that a community education program be implemented after
school hours with classes such as crafts, beginning guitar and similar
exposure offered according to the desires of the community. It is also
their desire that the community education phase of the ITV sustain
itself, in that the participants would bear the cost of instruction and
materials. The board has agreed that certain presentations across the
network could be offset by district funds as a public relations gesture.

While the educational change in the Beaver district appeared to
take place in an informal atmosphere, the reality is that leadership on
both the board and in administration persisted in surmounting negative
factors which developed in the community. Effective communication
overcame much of the resistance to change in the Beaver system.

Though Mr. Bouse and the board are quick to recognize the fact
that ITV is not as effective as having a live teacher in the classroom,

they feel that the Beaver County system is the best alternative avail-
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able at this time. They see the future applications of the network in a
variety of ways; 1) a means of conducting county-wide alumni meetings
without involving participants in long trips; 2) concurrent college
enroliment for junior and senior students and recent graduates who wish
to begin their college work early; 3) adult education before and after
school; 4) the network presentation of unique assemblies which might not
ordinarily be available to the combined student bodies of the four
schools; 5) a county-wide pre-screening of kindergarten children; 6)
senior citizens activities during the day or evening when the system is
not in use; and 7) a county-wide restructuring of staff development
among faculties, thus eliminating travel outside the district for
professional development. Mr. Bouse points out that the scope of the
network is limited only by the imagination of those using it.

He sees the network as a major device for uniting the people of
Beaver County, yet maintaining the individuality of each community
involved. He views the network not as a panacea, but as a means to the
end that the schoolchildren of Beaver can be given the best possible
education. Both Mr. Bouse and his board of education continue to Took
not only at applications of the present system, but also at new method-

ologies on the horizon which might fit into the ITV system.
Forgan

Though one of the smallest schools in the Oklahoma, Forgan is also
in the forefront of academic excellence in the state. Forgan is the
smallest school in the state to hold the coveted distinction of being a
member of the North Central Accrediting Association of Secondary

Schools. The board of education at Forgan is one of the most forward
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looking bodies of its kind state-wide and constantly seeks innovative
means by which to advance educational opportunity for its students.

The school district has been ably led for the past 17 years by
Doug Rundle. As superintendent, he has consistently been at the
forefront of educational change in his district. He has never been
willing in the past to settle for second best for the students in his
care. The faculty is a close-knit and capable group and gives of its
time unselfishly when teaching the students in the district.

Troy Bowles is the secondary principal at Forgan and works well
with Mr. Rundle. Mr. Bowles’ leadership is so esteemed by the board
that they feel the district is in good hands when Mr. Rundle must be
away serving on the many committees and groups to which he has been
elected or appointed. The two men work well as a team, and set high
expectations for all phases of the schools’ operation. The students
tend to respond to the high quality of instruction at Forgan. The
graduates of Forgan schools have found success in many different ways,
and a great number of them go on to higher education in some form or
another.

The Forgan board of education is a seasoned group. The average
tenure among the members is 10.8 years, with very 1little turnover in
past years. The acknowledged Teader on the board is Mark Mayo, a
veteran of 25 years service. He is a past president of the Oklahoma
State School Boards Association, and is one of its most tireless
workers. His advice is sought on many subjects by the state associa-
tion. Only one member has retired during the time of the planning and
implementation of the ITV network. Jerald Radcliff left the board in

1988 with 10 years of service to Forgan schools. Valene Albert, the
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vice president of the board,\has over 15 years service and works well in‘
the school setting.

Collectively, the board takes its resbonsibi}ities very seriously.
Consequently, they hold the school to the highest‘possfb]e standards and
charge Mr. Rundle to keep them informed on educational matters. His
longevity with the Forgan schools is a‘téstimony to his abilities.
Stability is enhancedkwhen fing faculty are engaged and retained at a
school, and that is-precisely the case at Forgan. Turnover is not a
problem at the school, and dedication beyond normal school hours and at
school sponsored‘activities is evident.  Many excé]]ent teacher/student
relationships ébound at the school.

Cooperatives have been a waylof life for Forgan since the early
1960s. In 1985, it came agvno surprise to Mr. Rund]é‘when Wiley Hinton,
then the superintendent at Beaver{ mentioned a need for certéin courses
in the curriculum at -his school. Forgan needed an Art courée to bolster
their electives and maintain thgir standing with North Central. Addi-
tionally, several of the co]lége;bound students at Forgan needed
advanced work to prepare fhem for testing out of courses.

Forgan could offer courses in Sﬁanish and perhaps one or two other
areas, but had no method of dg]ivefy fo‘the other schools short of the
going to the other sites to teach. Past experience had taught Mr.
Rundle that cifcuit—riding teachers had a short tenure dué to excessive
fatigue and burnout. Some ofhér alternate methods of delivery needed to
be explored. Both Mr. Hinton and Mr. Rundle had knowledge of a new
method of delivery ca]]éd microwave instruction which was in operation
in either Minnesota or Wisconsin. They decided to bring the subject up
at one of the county meetings to explore the possibilities of forming

another cooperative to meet the needs of their schools.
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In one of their county-wide meetings in early 1985, the subject
was raised, and the other two superintendents in the county, Richard
Boothby of Balko and Gerald Danley of Turpin, both agreed that legisla-
tive and State Department of Education (SDE) mandates were putting
pressure on their schools’ curricular framework. In the fall of 1985,
the four superintendents went to Oklahoma City to talk to State Superin-
tendent, John Folks. Dr. Folks brought Sandy Garrett, the rural
education specialist, into the discussions with the four administrators.
When it was mentioned that a distance learning system was being used in
Wisconsin, the SDE agreed to send a delegation of administrators and
others to Trempealeau County, Wisconsin, to observe their microwave
system in action and report back to the State Board of Education.

It was thought that their findings would form the basis for
methods of application for Oklahoma schools in the future. Mr. Rundle
represented Forgan on the trip and came back from Wisconsin filled with
enthusiasm over what he had experienced. The Forgan board lTistened to
Mr. Rundle’s report and immediately saw the possibilities of future
applications for their own school. But, in a time of decreased funding
to most of the panhandle schools, there was no way for Forgan to fund
even a share of such a system. The superintendents sought estimates on
what a microwave system might cost in Oklahoma. A preliminary figure of
$500,000 to $750,000 first came to 1light for a state-of-the-art system
similar to the one in Trempealeau County.

Initially, the board agreed to set aside $20,000 to match any
possible grant money which might be received, but quickly felt political
pressure to rescind the vote during the hard financial times. Mr.

Rundle made numerous trips downstate seeking financial help, often in
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the company of the other superintendents. Eventually, persistence paid
off for the group, and funding began to develop from several sources.

When the reality of the network became apparent, Mr. Rundle met
with the other superintendents to discuss the needs and abilities of
each school. Beaver and Balko both needed a foreign language, and
Forgan had the teacher to supply their needs. Forgan, in turn, needed
electives to supplement their coverage in the basic subjects. As soon
as the contribution of each was decided, it then became the responsibil-
ity of each school fo provide a qualified teacher for ITV instruction.

Forgan was most fortunate in their choice of teaéhers. Deloris
Heglin had been the Spanish teachér at the school for 10 years. In what
must surely be one of the more interesting assignments in the state,
Mrs. Heglin a]so’taught Home Economics in the system. Upon being asked
to teach on the network, she felt honored and a 1ittle fearful that she
might not succeed. She had taught Spanish at Forgan for many years, but
had no experience with any type of distance teaching.

Discipline had been a strength for Mrs. Heglin, and her classes
knew that she set high expectations for her students. Consequently,
anyone who was not interested in work carefully avoided Mrs. Heglin’s
classes. Her students, however, did respect her and many returned to
thank her for helping during their high school days. Her awareness that
the administration and her board supported her fully helped to bolster
her courage about ITV teaching;

Still, feelings of inadequacy pervadeq herlthoughts, and she
sought help from the curriculum section of the SDE in forming a plan of
instruction. Only after meeting with a specialist in Spanish did she
feel that she might be able to teach successfully. Materials were

supplied from SDE, but the formulation of plans came largely from
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experience. Mrs. Heglin began to incorporate past successful methods
into her plans. She spent large amounts of time b]ﬁnning instructional
sequences and kept written records of her methods for future use. She
was caught up in the enthusiasm which she felt from Mr. Rundle and the
board and actually became jealous of time which had to be spent ouﬁside
the ITV preparation. | l

She developed a distinct pr{de in her ITV téaching, and her
infectious attitude carfied;over into the regular faculty, so that they
came to observe her teaching methods during their p]anning periods. The
administration gave her time offyfrom hef regular teaching dutiés to
visit the remoté sites and meet hef‘students face-to-face. She actually
taught lessons from each of the remote sites and used the live meetings
at each site to set her expectations and encourage the students to do
their best. She was determined thaf they would do more than just take a
course in Spanish; she wanted to meet their needs forqa foreign language
to the extent that they would want to continue into a second course in
Spanish during the second year of operation. ’

So great was her imbactyan fhe Forgan faculty that other teachers
began to come to the administ?dfion ahd ask if they might be given‘a
chance to teach on the ITV systém."Having already been conditioned by
working in an 8-period day, Mrs. Heglin was aware of the\stress of
preparation in several different subjects each day; The inner disci-
pline she had learned in her earlier experiences at Forgan thus prepared
her for the task at hand. She felt that Mr. Rundie had pre-conditioned
her for her role in the ITV network, otherwise she would never have been
so successful. |

Mr. Bowles spent a very hectic summer in 1988. Even though the

rest of the network patterned their schedules on that of Forgan, there
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were many problems with the plan of instruction. The principals spent a
great deal of time together in consultation about scheduling. Another
major point of consideration was the collective calendar of each school.
Each of the schools had previously set their calendars for the next
school year before the certainty of the network was known. Now, the
superintendents, with their individua1 board’s support, gave authority
to the principals to take whatever steps were‘hecessary to rearrange all
of the calendars so that they would mesh togefher for the common good of
the cooperative. Though some days cou]d‘npt be brought into line at
such a late date, éacﬁ gChOOT purposed to consult each other prior to
setting the next year’s calendar.  Very Tittle discord was -seen in the
scheduling, because of the wi]linénesé of eqﬁh district to give in order
to receive. The spirit of cooperation wés‘remarkab1e for its ability to
overcome feelings bf‘autonomy among tﬁe administrators and their boards.

Leadership on Mr. Rund]e’s paft was most evident in his ;ommunica-
tion with the board during this timg. Other aspects of leadership
appeared during discussions over meeting time deadlines. Warren Moon,
the field supervisor for Panhand1e Te1ephone)Co. stayed in close contact
with Mr. Rundle, and any informatibn;passed between them as individuals
was shared with each of‘the‘ofher superintendent;.

Efficiency in time-on-task had been a major concern of the SDE and
the superiﬁtendents when optfng for the 45—mfnute ﬁefiods ﬁecessary to
make a full school day. The efficiency of Mrs. Heglin helped to rein-
force the point that distance methods need not suffer in the comparison
with the effectiveness of regular classroom methods when time-on-task is
considered. When the academiﬁ future of schoolchildren is at stake, any
educational method will eventually come under scrutiny as to its

efficiency. At Forgan, the comparison came out nicely on the side of
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ITV. Whether the difference was the instructor or some other variable
cannot be ascertained at this stage of the ITV development.

Earlier in their effort to bring foreign language to Forgan, the
district had tried German by satellite from Oklahoma State University.
For various reasons, the initial classroom effort failed, and the
students from that class were among the first ones asked to join the ITV
instruction. At that point, the earlier experiences had discouraged many
of them to further exposure of high-tech methods. Mr. Bowles wondered
if some of the students could function at all in éuch a class. Conse-
quently, students had to be encouréged to overcome the fear of failure
which they had experienced earlier. At this time, some of the faculty
was still unconvinced that this was an effective methodology. Their
attitude of wait and see affected some of their students.

As the school district looks to the future, those in charge are
delighted, first, by the manner in which the system has been received
and also with the seemingly excellent results they have obtained in the
first year of operation.

Mr. Bowles is especially pleased with the idea that if some of his
students should miss a class over the ITV system, he has only to tape
the class as it occurs and save thé tape for later viewing. Alterna-
tively, the instructor may tape the lesson at the live teaching site and
send it to the site which was forced to miss the presentation. In
either event, the cooperative has set up a daily courier service
expressly for the movement of materials which could not feasibly be
transmitted over the facsimile machines. Each site is connected with
all other sites by mail every school day.

Future applications and expansion are unlimited in the eyes of Mr.

Rundle and the Forgan board. Having seen such good results from the
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expenditure of so few dollars, the board now stands ready to remain on
the leading edge of technology. Mr. Rundle is now making plans for
community education over the network in the evening hours, and some form
of concurrent enrollment for high school juniors and seniors with either
Panhandle State University at Goodwell, or Northwestern Oklahoma State
University at Alva. Other applications of current technology might
include remedial courses over the network at appropriate hours and help
for people who wish to return and finish their high school work.
Preparation for General Educational Development (GED) testing, senior
'citizen programs, and civic presentations have sparked much interest in
Forgan.

The board was well aware that the technology which was in the
system was state-of-the-art, but Mr. Mayo was highly interested in the
rapid growth of further technical developments in the field. A1l of the
Oklahoma administrators who traveled to Wisconsin in 1985 were clearly
impressed with the clarity of transmission of the Beaver County fiber-
optic system in contrast to the microwave system they had first observed
in Wisconsin.

According to Mr. Bowles, the full effectiveness of the network is
still in question. It is hoped that after the first two years of
operation, a testing program can ascertain what progress students are
making under ITV instruction and whether their time-on-task is adequate
under the 45-minute time restraints. He also sees future testing as a
means to determine further course offerings on the network. Mr. Rundle
feels that the public relations aspect of the system has been worth the
time and dollars expended, in that the community has been made aware of

what action must be taken in order for Forgan to retain their school in
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the future. The Forgan faculty has become vitally aware of their own
time-on-task responsibilities in light of adjustments to the new system.

Under no circumstances will the board at Forgan give up the
academic advantages they enjoy. To do any less to maintain that edge

would be to deny the rights of children under their care.
Turpin

At the outset of discussions cbﬁﬁerning whatever possibilities
might exist to form some type of ?ooperative, Turpin occupied a unique
position in Begver County. Of the four schools jnvoived, Turpin was the
only one with a rising average daily attendance. ATl three of the other
schools in the county either struggled to maintain their student popula-
tion, or were gradually losing students. Since the start of the oil
bust in Oklahoma, the other three pafthers in the cqoperative had slowly
declined. This was not the case at Turpin. They had Tost some atten-
dance at first, when oil related families moved elsewhere but, since the
economy of the district was not s0 closely tied to the farming/ranching
and oil/gas economy of the region, the Turpin Schools did not sustain
the Tosses experienced by otherfschoo1s.

One of the main differences between Turpin and the three other
schools in the county is its geographig location. Situated in the
extreme northwest hart of Beaver County, it is located only 13 miles
from the city of Liberal, Kansas, which has a population of approximate-
ly 15,000. Since the Turpinvsthool district extends to the Kansas state
line, two housing additions located in the northern part of the district
give the area an urban look. While farming and rénching shape part of

the economic outlook of the district, some of the townspeople drive to
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Liberal to work. Though the town of Turpin has a population of less
than 500, their patrons expect the best from the school.

The school system has been a leader in the past in technological
innovation. A Pratech system was installed at Turpin, where each
classroom in the high school was connected to the main media center.
Teachers could preset a video tape in the main control room and play it
in their individual rooms by remote control. A television was installed
in each classroom to receive the Pratech system, but was also connected
to receive local television, satellite, and cable programs. Technologi-
cal reception had 1on§ been the practice in the system, with the media
center taping many educational programs. Their film library has
continued to grow at a steady pace over the past few years until it now
ranks among the best in the panhandle area for any size school.

Gerald Danley has been supefintendent at Turpin for over 13 years
and has kept up the tradition of academic excellence in the school
district. He is the type of administrator who tends to foster innova-
tion no matter what school district he serves. He is surrounded by able
principals and a quality facﬁ]ty, many of whom have been hired into the
district during his tenure. Pride in the school has been established
first through academics, then through the extra-curricular programs of
the district. Morale has remained high in the system for a number of
years and shows no sign of changing, except possibly for the better.

The board of education at Turpin enjoys the same stability noted
in its neighbor schools. Turnover is light in the district, and the
patrons of the system tend to reelect members to multiple terms. Like
the other school systems in Beaver County, Turpin is blessed with
members who have long tenure on the board. Larry Clapp is the senior

member, with 14 years service. Kerry Wheeler retired from the board in
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January of 1989 with 15 years of service. Jack Newhouse, another member
with Tong tenure, was transferred out of the district by his employer.
Both men made significant contributions to the implementation of the ITV
system.

Mr. Newhouse, an employee of Panhandle Eastern Pipeline Co. of
Liberal, Kansas, was an expert on utility right-of-way management and
procurement. His advice was invaluable to the Beaver County cooperative
when they were negotiating with Panhandle Telephone concerning the costs
of implementing the network. Other members of the board contributed
greatly to the county organization and in leadership capacities in the
district. Under Mr. Danley’s leadership, the board considered and
accepted changes in curriculum, tgaching methods and physical facilities
which they thought would better the academic climate for Turpin stu-
dents.

In considering the possibility of some type of interactive system
for Turpin, much research was conducted by Mr. Danley and the board. An
assessment of needs in the district found several deficiencies in
curriculum which the board had been unable to remove in the past. With
the duel concerns of cost to the district and benefits for Turpin
students firmly in mind, the board moved to commit themselves initially
to an expenditure of $20,000 which would match the commitments of the
other three districts. The Turpin board was well aware of the fact that
state mandates and other demands were being made of all the Beaver
County schools, and that some districts even stood to lose their school.
In the past, Mr. Danley had pointed out the dangers of forced consolida-
tion at some future time.

It was with renewed interest that the leaders of Turpin schools

looked at alternatives within their ability to meet those demands.
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Turpin needed foreign language to meet future state mandates, and their
college-bound students could benefit from any advanced level courses
which were not already being offered at the school. Previous experience
with satellite reception had been stimulating, but more exposure was
needed from the standpoint of enriching the regular curriculum in the
district. Mr. Danley led the board in helping to convince the community
that the school needed to cooperate in the proposed venture. The
rationale for joining the other county schools was that benefits far
outnumbered the risks to Turpin Schools, and that the school might be
saved from possible consolidation by their cooperation in a network.

Much 1ike their counterparts in the other districts, the faculty
at Turpin had the same initial misgivings when told of the possibility
of an ITV network. Their fear was similar to those in other schools in
that it was unclear to them if their jobs were in jeopardy. At that
time, reductions in force were never far from the surface in any of the
districts, and the common complaint was that dollars should not be spent
on some program which was totally unknown to the county, and then have
the schools lay off teachers after the fact. While the teachers felt
alienated from the decision-making process, good communications from Mr.
Danley and the board eased their fears.

Communication during the early going was not so much a matter of
failing to enlighten faculties and communities, bﬁt more a matter of the
superintendents having little to communicate regarding the system.
Indeed, the administrators were feeling their way as they moved toward
the reality of what had once been only a dream. The faculties of the
four schools were equally in the dark, but Turpin’s faculty showed a
great deal of maturity in patiently waiting for information about the

proposed system, and in building up the board and administration in the
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community. The faculty had been treated fairly in the past, and had
survived previous financial hard times. They had faith enough in Mr.
Danley and the board to wait until the unknown became known, and all the
facts were made public with regard to building such a system.

Since Turpin Schools required 24 credits to graduate, extra
electives through ITV instruction would add to the variety which the
district could offer its students. Many Turpin students were willing to
try the courses if only for the novelty of the situation, but no one had
previously been exposed to the type of teaching which would be encoun-
tered over an ITV network. Since the project was to have pilot project
status in the eyes of the State Board of Education, flexibility and
innovation were stressed in the cooperative.

There had been previous discussion of possibly consolidating all
of the special education needs in the county onto the ITV network to
offset reduced federal funding to the schools. Many ideas were advanced
throughout the district as to possible applications under the new
technology. It was noted that too many schools on the network might
reduce the efficiency when scheduling became a concern. It was also
noted that rapid expansion could multiply the problems associated with
such growth. If and when phases II and III were implemented, the
additional course offerings to the system could impair the future
effectiveness of the ITV curriculum.

Mr. Danley and the Turpin board recognized that the ITV system was
not a panacea, but that it was a supplement to the regular curriculum of
the schoo].éTurpin could offer one course that could benefit the entire
system, and that was art. None of the other schools had an art program,
and everyone involved with the network had concerns that such a visually

oriented course could be successfully taught on ITV.
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With art as their contribution to the network, Turpin turned to
the teaching talents of Dick Robinson. Mr. Robinson was a veteran
teacher who had confessed to being burned out on teaching. But, when
informed that art was to be Turpin’s contribution to the network, he
discussed the situation with his wife. They agreed that he would
attempt to teach on the ITV system and either do his job well or they
would leave Turpin and go to some other school district. During the
summer of 1988, having made that decision, he turned his entire atten-
tion to planning a curriculum which could easily be adapted to televi-
sion teaching. Like all of the othe% new ITV instructors, he had no
experience with the medium, and had witnessed only one other presenta-
tion of any type of material over a TV network.

He met with the art specia]jst at the State Department of Educa-
tion in Oklahoma City, but received mostly materials and some verbal
support. The newness of ITV teaching in Oklahoma could be traced to the
fact that Oklahoma State University was the only public school, at any
level, which regularly telecast eduéationa] programs and instruction.

The excitement of having the opportunity to teach art to the
entire school population of Beaver County rubbed off from Mr. Robinson
to almost everyone at Turpin Schools. He became a very vocal spokesman
for the abilities of the system, and even asked to address various
meetings so that he could extol the virtues of the network. He also
began to adapt his material to teach it to adults, should the oppor-
tunity ever arise. He went out of his way to visually reinforce the
students in his remote classrooms, and singlehandedly built his curricu-
Tum up to the point that it has now become a model for other art
teachers. Al1 of this enthusiasm from a man who was almost totally

burned out on teaching just three months prior to the start of the
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1988-89 school year. Mr. Robinson is quick to admit that the arrival of
ITV art to Beaver County is probably the main factor in prolonging his
professional career.

Because of the newness and the combined novelty of art instruction
over the ITV network, many visitors came to Turpin specifically to
observe Mr. Robinson’s classes. The popularity of his course gave Mr.
Robinson a unique situation‘regarding discipline. Each student was
allowed one mistake before being asked to Teave the class. With a
waiting 1ist to take his course, there was never any shortage of willing
students. As he gradually adapted his style in working with the monitors
to help students in the remote classrooms, he felt that perhaps he wa
neglecting the students in his own classroom to some extent.

Mr. Robinson meets students from his remote sites at athletic
contests, and he enjoys visiting at the remote classrooms as often as
possible. On some occasions, he has gathered his materials and gone to
one of the remote sites to visit his classes live. During those times,
he would present the lesson from the remote site. This practice has
proved quite popular with the remote schools. As an art teacher, he is
bold in his approach to different teaching methods and wilT experiment
freely with new ideas. His theory is that, since new ground has not
been broken in his discipline in many years, why should he not be the
one to introduce new teaching methods? He is quick to drop any practice
which doesn’t work, or is ineffective.

Future anticipation in the district seems unrestrained. Turpin
sees this system as a partial solution to the problem of consolidation
among districts. The board of education is now less fearful for the
survival of the school. Remaining concerns for the future centered

mainT& in three areas; 1) that the newness of the technology in the
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system might wear off or be superseded by even more technical means as
yet unknown to the network; 2) that the system might lose its relative
effectiveness due to political ploys outside the ability of the network
to cope with them; 3) that the district might not be able to finance
expansion of the system in the future. Alternatives should be explored
to the fullest extent as participants become more familiar and comfort-
able in their use of the network. More than any of the other three
schools, Turpin expressed the hope that possible future administrators
hired to replace anyone leaving or retiring be committed in advance to
the continuation of tHe network.

Turpin schools believe that they have made a good investment in
the new network, and that its ultimate value is yet to be realized. Mr.
Danley sees the system as an excellent way of meeting the needs of
several community organizations and has‘begun plans to include them in
the future planning of the network. The Turpin advisory committee has
been increased to include senior citizens, garden clubs, agricultural
organizations, and farmef/rancher clubs.

If evening hours on ITV become available to community groups,
several of the above organizations have expressed a definite interest in
setting up county-wide meetingé via the ITV network. Surveys conducted
at Turpin have shown that educational materials from a variety of
organizations could be utilized in the ITV programming. Instructors on
the network are always looking for examples from the community to
illustrate their points, so there appears to be no limit to the number
and scope of organizations which might wish to contribute.

The board of education has authorized Mr. Danley to implement
plans for integrating their Pratech system with the ITV receivers and to

explore possibilities of introducing other Turpin High School classrooms
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into the network. From this, it is clear that the intent of the board
is to bring the system up to its highest technical potential, thereby
assuring the highest quality of education to their students. While the
Turpin board sees the ITV network as a combined effort by all of the
county schools, they do not want Turpin to be left behind when the
technology under which they are now operating begins to become obsolete.
Mr. Danley has told his board that,yat the pace technological develop-
ment is changing and improving, the Beaver County network might possibly
need to upgrade its hardware every three to five years to stay abreast
of new technology.

One of the additional benefits which Mr. Danley and the Turpin
board hope to realize from their participation in the ITV network is
that time-on-task will be improved among regular faculty. Staff
development is being planned for the future which will include elementa-
ry teachers in workshop and seminar participation. Mr. Danley continues
to share technological improvements with the other districts and visits
often with the other superintendents to keep abreast of their innovative

plans.
Summary: Balko, Beaver, Forgan, and Turpin

The previous sections of this chapter have detailed a chronologi-
cal description of events as they occurred from inception to completion
of the project. The principal performers have been identified, along
with those who played lesser roles in this study. The setting under
which the entire sequence of events took place has been fully described,
and the conditions set forth regarding the group as a whole.

In addition, each school district was studied in its individual

setting, and the unique circumstances found at each school were detailed
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in separate sections. Major actors and involved individuals were
studied at their common sites. While that focus was more generalized,
the key people involved at each stte will now be scrutinized from a more

detailed standpoint.
Overview

The changes which were brought about by implementation of the ITV
network in Beaver County followed a definite pattern, as is the usual
case in most organizations. The 1eadenship\which was exhibited by the
four superintendents in the system also followed a general pattern,
although each man accomplished changeoin his,own oecu1iar manner. The
style of leadership varied according to the personality involved. The
common theme uncovered through a11 of the schoo]s in this study was
focused into several areas. Among them are leadership, communication,
motivation, persistence, p]ann1ng, reso]ut1on of conflict and overcoming
of resistance to change

While these are only a few of the many variables which are
involved in thjs study, they nevertheless constitute the most important
points around which activities took piace in the process of accomplish-
ing change. How the major actors performed on an individual basis, and
as a group, w111 be analyzed in this summary As the group of four
super1ntendents began to lay the strategy of change they moved either
tacitly or explicitly, in directions which previous training and/or
experience had prepared them to follow. The following variables will

thus be examined.
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Leadership

The leadership characteristics of the group, as a whole, were
commonly tied to the idea of a project becoming reality. In this
specific study, the dream of some interactive method of instruction in
an educational setting motivated the superintendents to transform their
present situation into another reality that, at that time, was almost
completely alien to methodology which had been in common use in the
past. Yet, there was some commonality of process, but a new medium in
which to experiment. Most of the superintendents confessed that fear of
the unknown was the principal inhibitor in own personal thoughts about
the project. Once convinced that the method was sound, and that it
could be applied in their individual district with their present
personnel, each superintendent moved in his own way to lead those
individuals in his district who possessed power and influence..

In all four schools, the power structure included the board of
education, and specifically certain members who wielded power and
influence over others, whether on the board or in the community. The
attitude which was prevalent wés a desire for much more than superficial
or cosmetic change. Those in charge of the affairs of each school dis-
trict saw a chance to accomplish real, changes in the instructional
processes in their school. To be sure, the changes were political, but
there was no indication as to how much coercion was used in each
district. A significant factor uncovered by this study was that a key
person was identified in each district, who was convinced of the value
of an interactive method of instruction, and who gave himself completely
to support of the both idea and his superintendent.

Each key person in the district had to see both the short and long

term effects of such a system as clearly as possible in relationship to
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their perception of the needs of their school. Vision entered in at
this point. A dream is only an extension of vision, and most leaders
possess this ability in some form or another. But, each leader must
apply the critical ability to realize the limitations of reality in
their organizational structure. Evidently, several people of vision
came to the forefront in each school to contribute to the transformation
which took place.

The task was largely left to each superintendent to be not only
the transformational leader, but the transactional Teader as well. The
actual accomplishment of the goals each district had set was left in the
care of each superintendent with full responsibility placed on his
shoulders. The faith of each board in the decision-making ability of
their superintendent suggests a relationship developed from long mutual
experience. Such was the case in each district regarding the day-to-day
implementation at the school site. Each superintendent possessed the
critical ability to retain their vision about the project and still
carry out the daily tasks which would ultimately contribute to its com-
pletion. Quite often, both characteristics are present in many leaders,
but not necessarily in all.

The Teadership variable of charisma was not highly investigated in
this study, but the four superintendents all were recognized as good
managers of situations in most phases of school operation. The present
faculty and staff in each school generally felt comfortable in knowing
each superintendent’s expectations and whether they, as individuals,
were meeting those expectations. Al1 four of the superintendents and
their principals were well seasoned in their positions, and each
administrator had the confidence of their boards of education. It

remained the responsibility of the administrators to further lead the
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faculty by introducing a new way of going about teaching. The emotional
reactions to change are often thrust directly on the leaders in the
school. It was important that each superintendent exhibit the self-
confidence necessary to convince his faculty that the change was
non-threatening, necessary and good for the district in general. To

varying degrees, this was accomplished in each school district.
Communication

In this study, a single theme appears again and again in the
documentation. Each superintendent had to be a good communicator in all
directions within his sphere of influence. By all directions, it is
meant that he had to communicate upwardly to his board of education,
horizontally to his peers in the teaching profession and downwardly to
the students and the patrons which would eventually be most effected by
the proposed changes. To a great degree, the ease with which change was
accepted in each district correlated closely with how well the superin-
tendent communicated with the above groups. If one group was neglected
in communications over another, then the superintendent eventually paid
a price in the eyes of the neglected group.

Whether by design or simply from lack of information, the superin-
tendents acknowledged that often the faculty was most affected by their
failure to properly communicate. When the superintendents had informa-
tion which seemed important to the project, they often communicated it
to their boards or to their board presidents. But, to some extent, the
facts were not passed to the faculty, for whatever reason. Many faculty
expressed frustration at not knowing what was happening in their
district regarding the project. They felt that most of the lack of

communication was due to the administrators not being in a position to
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know what progress was being made in the implementation of the system.
Also noted was the administrators’ unwillingness to put out erroneous
information.

Interestingly, most school patrons felt that they had been
supplied with sufficient information by the board and administration, or
they expressed no excessive need to know about details surrounding the
network. Each of the superintendents brought out that fact that once
having been convinced, their boards of education carried the ball in
helping to sell the community on the merits of the system. Most members
of the board left the convincing of the faculty to the superintendents
and their principals.

Finally, communication among the superintendents moved to a higher
level than is usual among chief school officers. Though an great amount
of their communication was verbal, and was carried out over the phone,
each superintendent attempted to keep all three of his colleagues
informed when information needed to be shared. Indeed, during the first
year of operation of the network, the superintendents held many confer-
ences after hours on the ITV system and hashed out their logistic and
operational problems. By prior design, part of the agreement between
the districts and Panhandle Telephone made allowance for just such
activities. It was the express wish of Panhandle Telephone that every
type of educational endeavor be held over the system, so long as the
bounds of propriety were not overstepped. Thus, faculty and staff began
to plan staff development activities on the system, as well as holding
departmental planning sessions on a county-wide basis instead of

commuting long distances to professional meetings.
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Motivation

A11 of the superintendents appear to be of the newer thinking that
management style has moved away from the past practice of giving orders
or directions to obedient subordinates to the contingency theories of
interaction. While all four of the superintendents, out of necessity,
still rely on the economic cost-benefit assumption in their districts,
they recognize the value of showing consideration for human relation-
ships with others. While they are still responsible for initiating
structure and maintaining task awareness, they all seem to be aware of
the human relations side of the éqdation.

No attempt was made to measure levels of coercion in the four
districts, but faculty responses indicate that part of their motivation
was directed from the base that they could expect to benefit from any
expansion which might result from participating in the ITV system.
After a year of operation, the regular faculties of each school became
aware that future evaluative criteria would be predicated partially on
their ability to keep their students in a high time-on-task mode. The
main impetus for this change came directly from the needs of the ITV
teachers to appropriately use their time on-camera.

More teacher motivation came from the possibility of a pay raise
if selected to teach on the network. A greater incentive to accept the
prospect of change in this unusual form came from the superintendents
when they assured the faculties that not only would their positions be
secure in the future, but the threat of consolidation would more 1ikely
be reduced significantly. Having understood these facts, they were more
disposed to be good ambassadors for the network among the townspeople
and their friends. When a balanced ITV operation had been attained in

the districts, the faculties tended to move back toward a normal school
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atmosphere. They felt that they had the professional latitude they
needed to function effectively in teaching, and tended to be well
motivated toward their individual tasks.

According to Maslow’s (1954) theory of work motivation, people
have a hierarchy of needs. Some of the faculty members who were
interviewed appeared to be near the top of the Maslow’s highest Tlevel.
Once their needs for security (i.e. professional job safety) had been
met by proper authority, they tended to ignore them in favor of higher
levels of needs such as affiliation and recognition and even to the
highest need of self-actualization. It would appear from the interviews
that motivation remains at a higher level in these school districts than

might be evidenced in the general school faculty population.
Persistence

To state that the Beaver County Superintendents persisted in their
quest to implement a network is understating the fact. Mr. Rundle, the
Forgan superintendent, stated that he was quite sure a few agency grant
directors grew somewhat tired of seeing the group coming and, if given
the chance, would have avoided them altogether. If sheer determination
entered into the equation, then these four men deserve high grades for
their willingness to stay with the project until seen to its completion.
More than one board member was heard to remark that the system owed its
very existence to the determination of all four men that a network was
eventually going to become operative in the county. When financial help
was not forthcoming in the early stages of the search for funds, the
superintendents began a steady canvassing of state agencies and other

potential sources of income to the extent already mentioned above.
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The four superintendents felt that if they had failed in any phase
of their financial persistence, it would have been in failing to go, as
a group, to Washington, DC. to follow up the application for federal
funds. Ultimately, the group decided not to re-submit the federal grant
application in light of the first refusal, not because of being turned
down (the grant director had indicated a more favorable response if
re-submitted) but primarily because of too many limitations on how thé
dollars could be spent. In their estimatidn, the superintendents felt
that the red tape was too thick to offset any advantage in accepting
federal funding. Also, by thisjigme, other more local sources of
possible revenue had indicated a favorable reaction to any presentations
which the group might make. More than once,‘Sandy Garrett had used her
influence by opening doors‘to the various foundations around the state.

Once the implementation of the Sysfem was underway, all of the
superintendents usué]]y kept abreast of the situation with regard to the
installation crews. When inclement weather slowed and eventually stopped
the installation of the'cable in late May and early June, the operations
vice president for Panhandle Telephone was visited on a regular basis
until he agreed with the field foremen and superintendents that cable
could be laid right through puddles of water and mud. Again, persis-

tence had paid off for the superintendents.
P]ahning

Perhaps the most obvious of the areas investigated in this study
was that of planning. As the superintendents sat down and began to
address their common needs, the outline of a plan began to form. A
resounding theme for the group was to "plan your work and work your

plan." Investigation proceeded into various methodologies. Two of the
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schools had not had success in participating in the German by Satellite
program which originated from Oklahoma State University, so that type of
delivery system was quickly ruled out as a possibility. Also uncovered
by investigation was the fact that the ultra-high frequency use of an
Instructional Television Fixed Service would not be conducive to the
overall needs of the group. In addition, past usage of shared teachers
convinced the superintendents that their common good would not be served
by attempting that form of instruction.

The earliest planning by the group centered around the previously
mentioned medium of microwave transmission. Only after visiting the
Trempealeau County, Wisconsin network did thé group fully assess the
overall high cost of microwave systems. Planning was temporarily set
back by the momentary denial of federal funding for the project. But,
as other sources of funding appeared on the horizon, planning of the
project proceeded at a brisk pace. 'As the reality of a network ap-
proached, planning increased by involving principals, faculty and
support staff.

Leadership at this critical point hinged on the acceptance of
events thus far by the faculties involved. Most of their skepticism had
been removed by the endorsement of the project by the state offices of
the American Federation of Teachers and Oklahoma Education Association,
but board and administrative reassurances finally carried the day. Even
in 1ight of those assurances, several teachers in the various districts
were not convinced that interactive television was right for their
district. Interviews with administrators and board members placed most
of the blame for early resistance to the project largely on fear of the

unknown. Teachers nearing retirement or unsure of their positions in
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the districts were afraid of the changes which the proposed system might
generate.

This, however, was not the case among the school patrons and the
communities at large. Planning for proper communication in their
districts had paid off handsomely among patrons. Students generally
took a wait-and-see attitude toward the project. Planning for students
proceeded along the lines of needs and 1nterést assessments. Scheduling
in the non-ITV curriculum temporarily took second place to the start-up
needs of the ITV class scheduling. The prinéipa]s met many times during
the summer of 1988 to plan how the classes would proceed. Then, they
went to their individual sites to attempt to unravel the tangled
schedules which the ITV system had created.

Now involved in the total planning of the new network, the
faculties relied even more heavily on the leadership of the superinten-
dents and their principals to avoid tangles involving regular classes at
their own schools. Effective planning prevented most of the expected
confusion. In the summer of 1988 all four superintendents laid out the
districts’ course of action to their boards, principals, and finally to
their faculties, so that further planning could take place. Discontent
slowed, for the most part, after the first year of operations was
finished. This study did not reveal whether resignation to the facts,
or acceptance of the situation to the individual teachers’ satisfaction

was the actual cause of waning dissent.

Resolution of Conflict and

Overcoming Resistance to Change

The last two variables in this study appear to be closely related,

and thus will be summarized together. When the satisfaction of an
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individual with the status quo is disturbed, conflict and resistance to
change are sure to follow. Change appears to be the main instigator of
conflict, both among those interested in change for the better and those
wishing to maintain what they see as a perfectly satisfactory situation.
Resolution of that conflict tests the will of administrators and other
key Teaders to the utmost. As previously mentioned, the study showed
that certain individuals in all of the districts openly conflicted with
the boards and administration when they perceived that their jobs might
be at stake. How quickly those doubts were removed in each district
seems to be closely correlated with the communication factor mentioned
earlier in this summary.

A1l of the superintendents mentioned meeting with their faculties
at various times to discuss happenings and events regarding the network.
Individual meetings were held both formally and informally to reduce
fears on the part of individual teachers. Eventually, the faculties
were counted upon heavily to sway opinion in the communities. How well
the administrators did their job in communicating the needs of the
school to their faculty members directly affected the ease with which
the community was won over. Feedback from the community often dictated
the posture of the administration in dealing with dissatisfaction about
the proposed changes. But, an even more important aspect was uncovered
in resolving the conflicts which arose around acceptance of the new
system: problems which were already endemic in the existing system well
before the implementation of ITV were brought to the forefront and aired
out among the participating groups.

Many previous points of conflict were resolved in each of the
participating districts, and a series of committees were formed to

resolve most of the problems and report their progress back to the board
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of education. The superintendents admit that some patrons and a few
teachers simply had to be bypassed while attempting to bring the network
on-line in time to start school in the fall of 1988. Pride in the
abilities of the system and in the successes of the first year of
operation have generally erased most of the dissent and resistance to
the network. Accordingrto;the interviews of key persons in each
district, resistance to the ITV system has either ceased or gone
underground. In either ihstanée, the vast méjor{ty of patrons, stu-
dents, faculty and communities are in full support o% the system, and

pride has genéral]y replaced any previous discontent.



CHAPTER VI
ANALYSIS OF RESEARCH QUESTIONS

In the previous two chapters, data obtained through numerous
interviews and reviews of pertinent documents were pregented first in
chronological order and then in descriﬁtions and comparisons of the four
independent school districts in Beaver County. This chapter provides a
review of the findings specifically organized by the six research

questions which were originally established in Chapter I.
Research Question 1

The first research question focused on the issue of the original
conception of the Beaver County interactive television (ITV) network. A
- part of that question dealt with the underlying initial concerns which
prompted the four districts to begin efforts to establish a cooperative
program. )

As early as the 1983-84 sch001 year, Wiley Hinton, superintendent
for the Beaver schools, was seeking additiona]_ways whereby that school
system could offer more courses for their students. IMr. Hinton had
already played a part in the initiqtion of a German I program, later to
become the Arts and Sciences Teleconferencing Service at Oklahoma State
University, which was distributed to high schools via satellite and had
implemented several other innovative pfograms in fhe Beaver schools.
Additionally, at their monthly meetings he sought the opinions of his
colleagues in the other school districts in Beaver County. According to

111
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Doug Rundle, superintendent at Forgan, "Wiley Hinton was the driving
force in meeting the needs of his students, and also in including our
schools in his plans."

While specific problems were different in each district, they also
experienced much in common. A1l four districts needed additional course
offerings, and each school felt the pressure to meet new mandates from
the State Department of Education and the state legislature. Both Balko
and Forgan were affected by a lack of qualified staff and by established
Timits in the length of the school day. Forgan had thus embarked on an
eight-period day in order to offer more courses to thejr students. The
entire ITV network later adopted-the eight-period format.

The monthly county administrators’ meetings served not only as
opportunities to discuss issues and concerns, they also provided an
opportunity for superintendents to air their problems and frustrations.
Cutbacks in state funding had severely undermined any feeling of
financial security previously held by the four superintendents.

Proposed reductions-in-force across the county had produced nervous
faculties and even more nervous boards of education and administrators.

Mr. Hinton’s idea for some type of county-wide cooperative effort
initially fell on deaf ears in two of the districts. However, when it
became clear that each school would gain equally from the cooperative
and that consolidation was not the motive for any proposed joint effort,
the mood for change began to soften.

The needs of the two smallest schools were clearly focused in
order to avoid any attempts at future consolidation and, at the same
time, to increase their abilities to meet more of the curricular needs
of their students. Both Beaver and Turpin had similar needs, but on a

lesser scale. It was finally agreed among the four superintendents that



113
some form of interactive television system could benefit all of the
county schools and that further study should be instituted. Mr. Hinton
pointed out that while the four had not always been in perfect alignment
on various issues which faced their schools, they now saw a common way

to aid each other and to help themselves.
Research Question 2

The second research question considered one set of the implica-
tions of the efforts to begin the Beaver County ITV. This focus was on
the manner in which the administrators sought to overcome the attitudes
of autonomy and resistance to change on the part of their boards of
education and the patrons of their school districts.

Swanson (1966) noted that political change in small communities,
and their extensions the small schools, could be analyzed by six
factors: (1) power structure, (2) political regimes, (3) citizen
participation, (4) political contention, (5) politicization and the
scope of the school, and (6) professionalization of the bureaucracy
(administration). According to Swanson, the power structure is usually
divided into both formal and informal systems. While the formal system
is visible to all, the 1nfofma1 system often is not visible, though it
can be effective in determining "who gets what, when and how." The
Beaver county schools each had invisible and visible systems which were
identified by the four superintendents. One of the four admitted
bypassing the informal part of his district’s power structure to some
extent because of its close ties to his faculty. The other three
superintendents also bypassed some elements in their districts, but to a

much lesser degree.
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A political regime is differentiated from a power structure in
that a regime is usually a representation of the rules of political
decision making as understood by those affected and as interpreted and
articulated by political Teaders (Swanson, 1966). The supefintendent
usually embodies the leadership of the political regime in any school
situation. By virtue of the long tenure of each superintendent in his
district, leadership qualities of the political regime were well
established. Each board of education had, over time, developed complete
respect for the superintendent. This respect had extended into each
faculty and community as well and allowed all four men to effectively
lead their districts.

Swanson’s third factor, citizen participation, was encouraged in
three of the four districts but with some controls or limitations
imposed in each of the districts. While the school boards and superin-
tendents in all four districts used citizen input, whether gathered by
formal or informal means, some suppression of community input was noted
in two of the districts. One superintendent mentioned that his board
accepted some informal citizen input, but paid scant attention to it in
their decision making. In no case was any election or other formal
system provided whereby the citizens’ opinions might collectively be
made known. Members of two of the school boards noted that the cost of
an election would be too expensive for their districts to bear when
public input could be heard at board meetings.

Swanson’s (1966) fourth factor is political contention, or
controversy and conflict. The actual implementation of the ITV system
was not assured in any of the four districts until financial backing had
been secured and the issue of consolidation had been handled to the

satisfaction of the patrons. Two of the four superintendents noted that
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their districts Tagged far behind the other two in accepting the idea of
a cooperative, waiting until the two issues of financing and consolida-
tion had been firmly resolved. It is significant that a formal part of
the power structure, the school board members, played a large part in
informing the patrons, faculties, and students in the two communities
whose superintendents played the major roles in pushing ahead for the
cooperative.

Politicization, Swanson’s fifth factor,‘occurs when individuals
become aware of the relevance of any type of government to their own
lives, no matter what the level or scope of that government. As part of
the politicization, tension may result from the differences between
actual and ideal practices of the governmental entity. In Beaver
County, politicization was adequately accomplished in each district, but
outstandingly so in one district. The superintendent of that district
stated that the perceptions and desires of his patrons about the ITV
network were closely identified with previous successful events and
practices in the district and presented no substantial threat to plans
of the administration or board.

The data gathered in this study showed that Swanson’s (1966) final
factor of professionalization of the bureaucracy (or administration) was
well documented in all but one of the four districts. While all four
superintendents made efforts to operate their systems efficiently, in at
least two of the districts policies concerning everyday school operation
were either nebulous or partially hidden from the public. Data gathered
in both of these districts showed that some deliberate effort, greater
in one district than in the other, had been made to hide either the
substance of policies or the ration#]e for decision making from the

patrons. One superintendent stated that it was his opinion that the
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patrons didn’t need to know "too much" about the day-to-day operation of
the school. Evidence from the other three districts did not show a

similarly strong position by the other superintendents.
Research Question 3

The third research question was focused on outcomes of the
cooperative venture. Data were sought to identify how the school
districts had changed as a result of the application of ITV as a method
of instruction.

It was the perception of all four superintendents that the ITV
network had changed their districts in many positive ways. A1l four
noted that the common scheduling of the ITV system tended to streamline
the normal schedules at their schools. Other activities and events
gravitated around the network as the second year of operation began.
Prior to ITV operations, three of the four schools had trouble schedul-
ing normal in-school classes to best meet the needs of their students,
particularly as they appro&ched graduation and planned for postsecondary
activities. The "slaving" of all four districts’ schedules forced the
relocation of nonacademic activities to the end of the school day, after
ITV operation has ceased. Other class options were accordingly "locked
in."

Similarly, it was perceived that time-on-task had been maximized
over the ITV network, by limitations on the available broadcast time and
the number of courses desired, and that the effect had been transferred
by teachers into their regular classes because of the similar limita-
tions created by the eight-period school day with its shorter class

periods.
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Administrative supervision also changed as a result of the
implementation of the cooperative. The principals reportedly focused on
more direct supervision of some instructors under the shorter class
sequence involved in the eight-period day. Administrators reported that
teacher evaluations in three of the four districts began to reflect
better utilization of time, even among faculty who were not teaching on
the ITV s&stem.

After the first year of existence, the principals in the coopera-
tive districts saw themselves as being more directly involved in the
day-to-day operation of the ITV system than were the superintendents.
A1l but one of the superintendents agreed. Once the network was fully
implemented, the superintendents tended to'move on to other projects and
left the operations of the system fo the ITV instructors and principals.
One superintendent stated that he took only occasional notice of the
operation of the system after the first month and usually had nothing to
do with it except for the periodic conferences with his peer superinten-
dents. The perceptions of the superintendents were that, while the
network had changed their schools greatly, their own administrative
practices had been modified very little after the first year of opera-

tion.
Research Question 4

Focusing on the superintendents, the fourth research question
concerned the identification of common leadership characteristics in the
superintendents in this study. The work of Bennis and his associates
formed the basis for the analysis of data relative to this question.

Bennis (1983) had defined a transformational leader as a person

who commits people to action, who converts followers into leaders, and
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who may convert leaders into agents of change. Any leader who exerts
power, then, would ultimately influence someone or something. Power
thus Teads to influence (Bennis et al., 1973). Five power traits were
identified by Bennis and his associates: first, coercive power, the
ability of the leader to reward or punish a follower; second, referent
or identification power, the ability to bé a role model; third, expert
power, the ability to be associated with science or "truth"; fourth,
legitimate or traditional power, that which issues from a historical or
legal base; and, lastly, value power, that which accrues to a leader as
a result of that person’s va]ue'system.

A1l of the Beaver County superintendents possessed coercive power.
While three out of the four evidently used it sparingly, the fourth used
it on several occasions in his di;tkict,to accomplish specific goals
regarding the ITV project. In regard to the ability to be a role model,
faculty and board members ascribed Qarying degrees of status to the
superintendents. Through long associations with the communities and
patrons, the four set a model for others to emulate.

Perhaps an outgrowth of role power was expert power. While the
people in each community reasoned that, since the superintendent was in
his current position, he mustlbe an expert in his field, members of each
faculty, in describing the superintendent, were more likely to recognize
other types of power than expert power. Both faculty members and
patrons recognized the traditional power of the superintendents and
principals in administering their schools.

Finally, while all of the superintendents were recognized as
operating from certain desirable value systems, two of them were
described in their communities as having particularly outstanding

individual values. These two men were looked upon as being excellent
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examples regarding personal values and, as such, were considered to be
invaluable to the community and thus hard to replace. In summary, each
of the four superintendents exhibited at Teast two forms of power.

Each superintendent, to varying degrees, exhibited honesty,
openness, flexibility, cooperation, and'a concern for those with whom he
worked. Most used their power judtcious1y and sparingly. Little use of
coercive power was noted among three of the four superintendents. The
limited use of coercive power was primarily attributed to the individual
strength of personality exhibited in those Superintendents and the
length of tenure already attained by the each. Each was thus secure in

his position and in his ability.
Research Question 5

The problems and successes that surfaced during and after a year
of ITV operation were the focus of the fifth research question. 1In
particular, efforts were made to determine how the administrators had
dealt with the problems which had arisen.

Success has obviously followed the implementation of the ITV
system in Beaver County. Not only were more course offerings being
offered to students through the network, students were perceived to have
greater confidence in their ability to succeed in a different style of
learning. Furtter, their ability to maintain time-on-task had reported-
ly been improved in both the ITV and normal class settings.

Teachers were more cognizant‘of their use of teaching time,
thereby increasing their efficiency in the shorter time frame allotted
as a result of the eight-period day. The network thus had generally
exceeded the expectations of its originators. Also notable in the

successes of the system was the expansion of the districts’ community
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education programs during afterschool hours. County home extension pro-
grams, evening college courses for adults, and county-wide sharing of
staff development programs had been implemented, to name only a few.

Pr6b1ems also developed along with the successes. Scheduling
difficulties were common at the outset in every school. While teaching
methods and their efficiency had gradually increased, the ITV students’
early Tearning experiences were affected by the necessary experimenta-
tion. Certain methodologies were developed, only to be Tater discarded
as unfit for use in at ITV capacity. In short, the initial novelty of
the system was its chief enemy. |

The administrators had approached each problem jointly. Super-
intendents and principals from all four schools worked hand-in-hand to
solve the problems which emerged. Gerald Danley, superintendent at
Turpin, noted that hard work, persistence in attacking common and
individual problems, and mutual communication led to the solutions for
most problems.

One problem, which had yet to be unsolved, was how to approach any
future expansion of the network into Texas and Cimarron counties. The
diversity of offerings which could evolve from such an expansion might
present an entirely new series of problems. Richard Boothby, superin-
tendent at Balko, noted that "we plan not to cross that river until we
get there. Maybe by that time we will have been able to hire a system-
wide coordinator to relieve each school administrator of those head-
aches."

The superintendents effectively led their districts through the
time of change. They accomplished this not as miracle workers, but as
committed educators who planned carefully and worked hard to carry out

their plans. As a group, they persisted in their quest for funding of
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the project and continued to persist through all phases of its implemen-
tation.

During the implementation process, both superintendents and boards
learned that individual concession was sometimes necessary to help
alleviate common problems which tended to arise in the cooperative
efforts. Perhaps this cooperative would never have come to reality had
it not been for the constant communications among the superintendents
and the combined boards in their county-wide meetings. Effective
administrative practices by the superintendents assured the ultimate

success of the cooperative.
Research Question 6

In order to provide an app]icatibn of the findings, the final
research question guided the identification of guidelines which could
assist participants in similar cooperative endeavors. The analysis
provided the following material.

The superintendents found that planning, hard work, persistence,
and communication were important in all phases of the process from
inception to implementation. But they also learned greater and more
valuable Tessons which could aid in the formation of future coopera-
tives.

First among these lessons is that knowledge and understanding of
the political/governmental system in Oklahoma is a valuable tool.
Decisions regarding educational funding in the State of Oklahoma are
highly subject to the political process, particularly when considering
supplemental funding through grants or other means of distribution. A
thorough understanding of the political process is necessary in order to

effectively seek such funding for educational projects. Political
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connections are important and were well used by the Beaver County
superintendents while funding was being sought.

An excellent example of political connection is the intervention
of Sandy Garrett, the Rural Educational Specialist at the State Depart-
ment of Education (SDE), on behalf of the group when dealing with the
Kerr and McCaslin foundations, as well as with the Tegislature and the
SDE. Ms. Garrett’s importance in approaching these funding sources
cannot be overstated. Another exahp]e of political connection was the
influence exerted upon the Oklahoma State Board of Education. Through
their cooperation, exceptions to curricular and instructional regula-
tions were granted so as to allow flexibility of operational practices
in the network’s first year. In return,‘the Beaver County ITV Coopera-
tive helped set the standard for gpide]ines by which future ITV systems
could be measured. Manipulation of the political process paid large
dividends to the Beaver county group.

Another lesson to be gained from this study is the importance of
partnerships with existing agencies. The fact that Ben Paul Zimmerman
sat on both the Balko school board and on the Panhandle Telephone
Company, Inc. (PTCI) board of directors was a most fortunate political
connection for the Beaver County superintendents. His intervention with
the telephone company on behalf of the Beaver County group came at a
critical time and significantly influenced the outcome of the entire
project.

What was regarded as a near miracle of philanthropy by the
residents of the four school districts turned out to be a well-calculat-
ed, planned business decision. As GeneJSouth, Executive Vice-President
for Operations for PTCI, pointed out:

Our board of directors reasoned that if the schools closed
in Beaver County, then we would ultimately lose customers.
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It only stood to reason that aiding the schools might bring
us more customers than before.

An additional point of interest was the financial arrangements
made between PTCI and the Beaver County schools. Because PTCI is a
rural utility cooperative, their tax status under Oklahoma Taw enabled
them to offer a Tower total cost of installation to the ITV group and to
defer the payments out over a five-year period. Non-cooperatives have
no such status in Oklahoma and therefore cannot be as competitive in
installation costs and repayment packages.. 'Such Tiaisons between
schools and interested agencies should be explored carefully and fully

in future similar efforts.



CHAPTER VII
SUMMARY, CONCLUSIONS, RECOMMENDATIONS,
AND COMMENTARY
Summary

The educational problem which has guided this study concerns the
challenges to rural schools and the degree to which such schools can
cooperate to provide educational opportunities which might not otherwise
be available to their students. The investigative purpose of this study
was to examine administrative and other actions and decisions, including
those of the four boards of education, which led to the formation and
implementation of the Beaver County ITV network.

The research questions which helped to focus the study were as
follow.

1. Where did activity start concerning the formation of an ITV
network? What were the underlying initial concerns?

2. How did adminfstrators seek to overcome the attitudes of
autonomy and resistance to change on the part of the board of education
and the patrons of each school district?

3. How did the school districts change as a result of the
application of ITV as a method of instruction?

4. Which Teadership characteristics can be commonly identified in

each of the superintendents in this study?
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5. What problems and successes have surfaced after a year of ITV
operation in the county? How have they been dealt with by administra-
tors?

6. What guidelines can be established to help future participants
in a similar endeavor?

For the purposes of this study, the population and the sample were
the same. The study focused on all four independent school districts in
Beaver County, Oklahoma. A1l board of education members and administra-
tors connected with every phase of the project were interviewed to
obtain the perceptions of each person toward the project. A1l available
written sources pertaining to the formation of the cooperative network
were reviewed and analyzed. Included in this analysis were correspon-
dence between individuals and co]iective]y among the group of adminis-
trators, as well as other documents from the school district files.

From the initial idea of a cooperative in 1985 to its implementa-
tion in August of 1988, results were due largely to planning and hard
work. As each school district Taid plans for participation in the
project, information and communications were mutually shared with the
other schools, primarily through the superintendents. The boards of
education and administrators held county-wide meetings on a regular
basis to stay abreast of events and discuss common problems. Conces-
sions by each school helped to ease the problems inherent in preparing a
joint ITV schedule and contributed to the overall feeling of oneness
which is still evident.

Prominent in this sequence of events was the securing of adequate
project funding from several sources. Included were the Kerr and
McCaslin Foundations, the state legislature, and two small school grants

from the State Department of Education. Another key event occurred when
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Panhandle Telephone Cooperative, Inc. brought the costs of installation
within the financial means of the Beaver County group. Also notable is
the persistence of both cooperatives in meeting installation deadlines
during the summer of 1988, so that the ITV system could come on-line at

the start of the 1988-89 school year.
Coﬁc]usions

Five general conc]ﬁsions héve been deve]oped/concerning leadership
and change in this study of the Beaver County ITV network and the
administrative perspectives and resu]tihg practices which grew out of
the implementation of the system.

1. Forming rural school cooperatives, whéther based upon current
technology or not, could possibly ease the financial burden on and
expand course offerings for smaller schools. Small and rural school
districts tend to have Timited educational opportunities due to a lack
of an adequate number of faculty or a shortage of financial resources.
Such was the case in Beaver County.

2. Leadership is a most important prerequisite for change. The
exercise of leadership must embrace vision, teamwork, cohesion, coopera-
tion, guidance, and conciliation, among other traits, if success is to
be experienced. No matter what their individual leadership styles, all
four superintendehts managed to accomplish change in their own districts
as well as to band together to effect group change. Each also had to
overcome adversity and negative attitudes among faculty and patrons.

3. Those in positions of power established frequent and substan-
tive communications, but only marginal 1nforhation was imparted, at
least initially, to the staff, patrons, and students. One reason for

the lack of communication in some districts was that there often was no
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information to give. This dearth of information only served to encour-
age the spread of rumors through the informal networks which exist in
every school and community. A second reason for not communicating
downward was the fear by the superintendents that financial uncertainty
or possible loss of faculty might doom the project before it could even
get started. They therefore did not want to encourage high expectations
within their communities. There were frequent communications among
superintendents and boards due to the frequent county meetings, numerous
joint trips to Oklahoma City, frequent phone calls between schools, and
monthly board briefings on details regarding the project.

4. Stability of tenure in their poﬁitions, for both superinten-
dents and key board members, lends continuity to all phases of schdo]
operation. A mutual respect, developed over years of cooperation, led
to general community satisfaction with the Teadership tapabi]ities of
superintendents and key bdard members. The general feeling in all four
districts was that the schools were in good hands, regardless of what
transpired. Effective leadership was thus able to overcome adversity
and resistance to change.

5. Teamwork is a vital factor in the formation of a cooperative
program. Previous experience in cooperative efforts of a more limited
nature had prepared the schools for the give-and-take that was necessary
to sustain a project of this magnitude. The periodic county-wide
meetings of administrators were not unique, but regular joint meetings
of boards of education across Beaver County marked a distinct departure
from normal procedures. New members on the board were expected to
attend not only all local meetings, but statewide meetings and the
monthly county meetings as well. The superintendents in each district

were also able to develop local teamwork among board members, faculty,
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students, and administrators, resulting in a larger, cohesive group
which could more easily surmount the problems and differences of

opinions which inevitably surface in such a venture.
Recommendations

Four major recommendations have been identified in relation to
this study. |

1. Because of the large number of small schools in Oklahoma,
there is a great need for more research in all phases of small school
operation. The Titerature base of research tEnds»to be focused on thg
larger schoo{s which have entire]y’differént problems. Further studies
should especially be conducted regarding rural cooperatives and educa-
tional change in small school settihgs; the identification of leadership
traits among change égents, especially ih the technological society of
the 1990s and into the Twenty-first Century; and the long term effec-
tiveness of interacti?e television as an instructional medium.

2. The Oklahoma State Board of Education should once again
appoint a rural education specialist who can deal with the problems
unique to small schools. One of the\first responsibilities of that
administrator should be the development of guidelines and time frames
for the establishment of small school cooperatives. Adequate funding
for such projects should be available on a matching basis for those
districts whoge board members and patrons are willing to tax themselves
at a higher level to improve the qua]ity of educational experiences
provided for their schoolchildren.

3. Superintendents should facilitate the creation of future
cooperatives through the formation of, or more active involvement in, a

county-wide or other area administrators’ organizations. An added
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benefit might be acquired by inviting interested school board members to
attend those meetings. Such meetings could then form the basis for the
discussion of common interests and needs. |

4. Superintendents and school board members should explore every
avenue of cooperation between their school districts and other organiza-
tions within their service area. Since rural electric cooperatives (at
least in the State of .Oklahoma) enjoy unique.tax status, partnership
ventures with the local cooperative shoﬁ]d be carefully explored. Each
stands to benefit from helping the othef, especially where the expertise

of one organization can be of benefit to the other.
Commentary

The vast majority of rural school administrators want to provide
the greatest variety of curriculum, for their students, which is within
the abi]jty of théir school. They are also concerned that their
graduates be as competitive as possible in college.

It is to this end that the Beaver County group entered into their
interactive television (ITV) cooperative. Severa] unique aspects of the
cooperative stood out as a result of this study. In concert, they
blended together to bring about the desired result which the group
originally sought. It is the opinion of many who have been involved
with the network that wjthout the intervention of(Ben Paul Zimmerman,
who sits on both the Balko school board and the board of directors at
~ Panhandle Telephone Cooperative, Inc. (PTCI), the network would not be
the reality it is today. | u

Using its unique tax status within the State of Oklahoma, PTCI was
able to spread the installation costs of the ITV network over a five- A

year period and thus reduced any undue financial burdens on the schools.
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While PTCI looked on the action as good business practice, the schools
viewed their intervention as a godsend. Mutual Tiaisons between schools
and interested service agencies should be fully explored in the future.

Financially, the cooperative benefitted from two fortunate
circumstances. First was the intervention of Sandy Garrett and other
State Department of Education officials on behalf of the cooperative.
Without their help, the project might still be unrealized. Secondly,
the unique status of the network brought it wide attention from educa-
tors and other influential people and thus attracted additional funds.
Future financial efforts revolving around advanced technology types of
cooperatives might not be able to attract similar levels of funding.

The change in this study was designed for the improvement of the
four school districts. Barriers were overcome primarily by the exercise
of leadership in all of the districts. The key board members and the
superintendents in each district would not allow the dream to die. As
previously mentioned, the proposed change was handled in the school
districts in different ways and with varying degrees of success,
according to the personality and leadership ability of those directly
involved.

Several lessons have been gained from this study. Among them,
three appear to be important in any future endeavor.

First, finance stood out as a valuable point of focus in the
Beaver County effort. Needs were considered, financial abilities of the
four districts were examined, and funding was secured as early as
possible in the project.

Secondly, planning cannot be understated. Success was maximized
and problems were minimized by detailed advanced planning in each of the

four districts as well as among the group members.
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Lastly, communication and openness played a large role in the
formation of the cooperative. Key people in each district kept the
school staff and patrons as informed as possible under the circumstanc-
es. The mutual sharing of information gave unity and bonding to the
individuals who made up the cooperative group. Field interviews
affirmed this fact.

A major stumbling block to any future change might be an attempt
to hide or withhold information or details from any segment of the
school population. Decisions made openly can expect more acceptance
from those they affect. Mutual trust is the cornerstone to success in
cooperatives.

Finally, warm feelings for the Beaver County cooperative were
developed as a result of this study. In striving to meet the needs of
their students, the people have rallied in support of the ITV system.
It is seen for what it is: a very good way to expand course offerings,
not only to the school population, but to the patrons as well. It is
the hope of this author that the Beaver County network is only the
prototype for a series of cooperatives which will eventually stretch
across the length of our state. Such networks could prove to the
salvation of many rural and small schools in the years to come.

Regardless of the technology involved, cooperatives are tools
worthy of consideration in implementing change, and rural school leaders
would do well to explore all such avenues with neighboring districts.
The very éxistence of their schools may well hinée on the outcome of
their collective efforts to meet the mandates and expanding educational
requirements in Oklahoma today. It is the further hope of this author
that all rural and small schools will be highly successful in providing

quality educational experiences to the students placed in their charge.



A SELECTED BIBLIOGRAPHY

Anderson, M., & Kleinsasser, A. (1975, August). Beliefs and attitudes
of rural educators and their perceived skill levels in using
curriculum models for the education of gifted learners. Paper
presented at the National Rural and Small Schools Consortium
Annual Conference, Bellingham, Washington.

Argyris, C. (1957). Personality and organization. New York: Harper &
Row.

Barker, B. (1983). A research report of small/rural school districts in
Oklahoma compared to school districts of similar size nationwide.
(ERIC Document Reproduction Service No. ED 237 298)

Barker, B. (1986a). Live via satellite: Interactive distance learning
in America’s rural schools. Paper presented at the annual confer-
ence of the Colorado Rural and Small Schools Association, Fort
Collins, Colorado. (ERIC Document Reproduction Service No. 272
340)

Barker, B. (1986b). Technological innovations impacting instruction in
Rural and Small Schools. Paper presented before the Organization
of Rural Oklahoma Schools Annual Conference, Shawnee, Oklahoma.
(ERIC Document Reproduction Service No. ED 274 498)

Barker, B. (1986¢c). Interactive satellite instruction; How can rural
schools benefit? Paper presented at the 78th Annual Conference of
the National Rural Education Association, Little Rock, Arkansas.

Barker. B. (1987a). The effects of learning by satellite on rural
schools. Paper presented at the Learning by Satellite Conference,
Tulsa, Oklahoma. (ERIC Document Reproduction Service No. ED 284
6930)

Barker, B. (1987b). Distance learning technologies: Curriculum
equalizers in rural and small schools. Journal of Rural and Small
Schools, 1(2), 4-7.

Barker, B. & Muse, I. (1981). A Report of innovative rural school
programs in the United States. Paper presented at the National
Conference of People United for Rural Education. (ERIC Document
Reproduction Service No. ED 238 663)

Bass, B. (1985). Leadership and performance beyond expectations. New
York: The Free Press.

132



133

Benne, K. (1951). Human relations in curriculum change: Selected
readings with especial emphasis on group deve]opment New York:
Dryden Press.

Bennis, W. (1966). Changing organizations. New York: McGraw-Hill.

Bennis, W. (1973). Beyond bureaucracy. New York: McGraw-Hill.

Bennis, W. (1983). The Artform of Leadership in The executive mind.
San Francisco: Jossey-Bass.

Bennis, w;, Benne, K., & Chin, R. (1969).- The Planning of change (2nd
Ed). New York: Holt, Rinehart & Winston.

Bennis, W., Benne, K., & Chin, R. (1985). The Planning of change (4th
Ed). New York: Holt, Rinehart & Winston.

Bennis, W., & Nanus, B. (1985). Leaders: The strategies for taking
charge. New York: Harper & Row.

Bennis, W., Schein, E., Steele, F. & Berlew, D. " (1970). Interpersonal
dynamics (rev. ed.). Homewood, I1linois: The Dorsey Press.

Bennis, W., Schein, E., Steele, F. & Berlew, D. . (1973). Interpersonal
dynamics (3rd ed.). Homewood, ITlinois: The Dorsey Press.

Blake, R., & Mouton, J. (1964). The managerial grid: Key orientations

for achieving production through people. Houston: Gulf Publish-
ing.

Blake, R., & Mouton, J. (1968). Corporate excellence through grid
organization development: A systems approach. Houston: Gulf
Publishing.

Childs, G. (1949). Comparison of supervised correspondence pupils and

classroom pupils in achievement. Unpublished doctoral- disserta-
tion, University of Nebraska

Clark, J. (1960). Motivation in work groups: A tentative view. Human
Organization, 19(4), 199-208.

Clark, J. (1962). A Healthy organization. California Maﬁagement
Review, 4(4), 19. ) : -

Clark, J., & Barnes, L; (1957). Lakeview Diary. Unpublished cases,
Harvard University.

Conboy, I. (1986, July). Computer'networkinq with the victorian
correspondence school. Victoria Education Department, Australia.
(ERIC Document Reproduction Service No. ED 276 544)

Cottle, T. (1969, September 20). Strategy for change. Saturday
Review.



134

Folks, J., & Garrett, S. (1988). Distance learning: The Oklahoma
model. Oklahoma City, Oklahoma: State Department of Education.

Foster, D. (1987, October). Technology: Implications for long range
planning. Southwest Educational Development Laboratory Briefing
Series, Austin, Texas.

French, J., & Raven, B. (1969). The bases of social power in Studies
in social power. Cartright, D. (Ed.). Ann Arbor, Michigan:
University of Michigan Press.

Gallaher, A. (1967). The little community in the United States: A

combination of opposites in change in the small community. New
York: Friendship Press.

Goodlad, J. (1984). A place called school. New York: McGraw-Hill.

Gore, W., & Hodapp, L. (Eds). (1967). Change in the small community:
An_interdisciplinary survey. New York: Friendship Press.

Gouldner, A. (1954). Patterns of industrial bureaucracy. New York: The
Free Press.

Gouldner, A. (1956). Anti-minotaur: The myth of a value-free sociolo-
gy. Social Problems, 9(3).

Haire, M. (1959, June). What price value? Contemporary Psychology,
181.

Hal1-Quest, A. (1926). The university afield. New York: MacMillan
Company.

Havelock, R., & Have]oék, M. (1975). Training for change agents. Ann
Arbor, Michigan: Institute for Social Research, University of
Michigan.

Holt, S. (1987, May). The state of education in Oklahoma today.

Excellence: What do we mean by excellence? Forum conducted for
the Oklahoma Foundation for Excellence, Oklahoma City, Oklahoma.

Hosie, P. (1983). Video in the outback: An evaluation of the Tloan
video programme in Western Australia. (Report No. ISBN-0-7244-
9934-2).  Perth, Western Australia: Education Department.

Hosie, P. (1985). Personal conversation with author at Western
Australian Institute of Technology, Perth, Western Australia on
June 21, 1985.

Hudson, H., & Boyd, D. (1984). Distance learning: A review for
educators. Austin, Texas: Southwest Educational Development
Laboratory. (ERIC Document Reproduction Service No. ED 246 872)

Irion, D., & Jinks, J. (1982, November). Rural science education:
Blueprint for all? Paper presented at the annual Rural and
Small Schools Conference, Manhatten, Kansas.




135

Japan BroadcastinguCompany. (1969). Survey and study of educational
broadcasts: 1960-68. Tokyo, Japan: Author. (ERIC Document
Reproduction Service No. ED 050 558)

Kelly, G. (1955). The psychology of personal constructs. ‘New York:
W.W. Norton & Co.,Inc.

Kelly, G. (1959). The expert as historical actor. Daedalus, American
Academy of Arts and Sciences, Boston 92(3).

Kelman, H. (1958). Compliance identification and internalization:
Three processes of attitude change. Journal of Conflict Resolu-
tion, 2, 51-60.

Kemmis, S. (1980, May). Report of a study of the pacific circle
consortium. Final report. (ERIC Document Reproduction Service No.
ED 241 394) ,

Kissock, C. (1985, July). Enhancing educatioha] opportunity using new
technology. Paper presented at the World Assembly of the Interna-

tional Council on Education for Teaching (32nd). Vancouver,
British Columbia, Canada. (ERIC Document Reproduction Service No.
ED 264 205)

Kitchen, W. (1987, March). Education and telecommunications: Partners

in progress. Testimony before the Senate Select Committee on
Labor and Human Services. (Eric‘Document Reproduction Service No.

ED 282 551)

Kitchen, K., & Kitchen, W. (1987). Iwo-way interactive television for
distance learning: A primer. Alexandria, Virginia: National
School Boards Association.

~ Kraushaar, 0. (1976). Private schools: From the puritans to the
present. Bloomington, Indiana: The Phi Beta Kappa Educational
Foundation. -

Langer, W. (1972). An encyclopedia of world history (5th ed.).
Boston: Houghton Mifflin.

Lawrence, P., Bailey, J., Katz, R., Seiler, J., Orth, C., Clark, J.,
Barnes, L., & Turner, A. (1961). Organizational behavior and
administration: Cases, concepts and research findings. Homewood,
I1linois: Irwin-Dorsey Press. pp. 126-167. .

Lewin, K. (1947). Group decisions in social change in Readings in
social psychology. T. Newcomb & E. Hartley (Eds.). New York:
Holt, Rinehart and Winston, Inc.

Likert, R. (1955). Developing patterns in management, strengthening
management for the new technology. New York: American Management
Association.

Likert, R. (1961). New patterns of management. New York: McGraw-Hill.



136

Lupkowski, A. (1984): Special subpopulations among gifted students:
Gifted students in small rural schools do not have to move to the

city. Roeper Report, 7(1), 13-16.

MacKenzie, 0., Chriétensen, E. & Rigby, P. (1968). Correspondence
instruction in the United States. New York: McGraw-Hill.

Marcuse, H. (1955). Eros and civilization. Boston: Beacon Press.

Maslow, A. (1943). A theory of human motivation. Psychological
Review, (40). 370-396.

Maslow, A. (1954). Motivation and persoha]itx. New York: Harper &
Row. ,

McClellan, J. (1990). Southern Baptist bulletin Service. Nashville,
Tennessee: Broadman Press.

McGregor, D. (1954, May). On Teadership. Antioch Notes, 2-3.

McGregor, D. (1957, May—June).: An Uneasy Look at Performance Apprais-
al. Harvard Business Review, 89.

McGregor, D. (1960)1 The human side of enterprise. New York: McGraw-
Hill ,

McKeich. R., Persona] Correspondence tb Author, December 1, 1989.
McKeich, R. Personal Interview. »Chickasha, Oklahoma, December 5, 1989.

McMurry, R. (1950, January-February). The case for benevolent autocra-
cy. Harvard Business Review, 82.

Mercer, R. (1988, January). Stop the rural school c]oéing--its a goal
that’s finally being addressed by parents, educators and legisla-
tors. Oklahoma Rural News, 3.

Miller, W., & Levitin; T. (1976). Leadership and change; The new
po]1t1cs and the American e]ectorate Cambridge, Massachusetts:

Winthrop Publishers.

Molenda, M. (1986). Toward transformation: How the use of technology
~ to_improve instructional productivity depends on-classroom struc-
tural reorganization. Paper presented at EDUTEC ‘86, the All-
Japan Annual Educat1ona1 Technology Research Congress, Tokyo,
Japan. (ERIC Document Reproduction Service No. ED 279 319)

National Commission on Excellence in Education. (1983). A nation at
risk. Washington, DC: U.S. Government Printing Office.

Naylor, M. (1985).’ Distance education. Overview. Columbus, Ohio. ERIC
Digest #44.

Oklahoma, (1987-88). Directory of Oklahoma. Oklahoma City, Oklahoma:
Author.



137

Oklahoma, (1988). Annual Report. State Department of Education.
Oklahoma City, Oklahoma: Author.

Oppenheimer, R. (1955, Spring). Prospects in the arts and sciences.
Perspectives USA, II. 10-11.

Ouchi. W. (1981). Theory Z. Reading, Massachusetts: Addison-Wesley.

Parker, S. (1983). McGraw-Hill Encyclopedia of physics. New York:
McGraw-Hill.

Palmer, K. (1978, May). Small is beautiful: Schools as if kids
mattered. Clearing House, 51(9), 436-8.

Rogers, E., Burdge, R., Korsching, P., & Donnermeyer, J. (1988).
Social change in rural societies: An introduction to rural
sociology (3rd ed.). Englewood Cliffs, New Jersey: Prentice
Hall.

Ruggles, R., Anderson, J., Blackmore, D., LaFleur, C., Rothe, J., &
Taerum, T. (1982). Learning at a distance and the new technolo-
gy. Vancouver, British Columbia, Canada: Educational Research
Institute of British Columbia.

Sahide, A. (1986, October). The distance learning program at Ikipujung
Pandang, Indonesia. Paper presented at the Annual Conference of

the National Rural and Small Schools Consortium, Bellingham,
Washington. (ERIC Document Reproduction Service No. ED 280 644)

Schein, E., & Bennis, W. (1965). Personal and organizational change

through group methods: The laboratory approach. New York: John
Wiley & Sons.

Schindler-Rainman, E., & Lippitt, R. (1971). The volunteer community:
Creative use of human resources. Washington, DC: Center for a
Voluntary Society. 447-8.

Schwartz, R. (1963). Non-military education in the United States Army
and Air Force 1900-1960. New York University, Ed.D. Thesis.

Sher, J. (1983). Bringing home the bacon: The politics of rural school
reform. Phi Delta Kappan, 65. 279-283.

Siser, T. (1984). Horace’s compromise: The dilemma of the American
high school. Boston: Houghton Mifflin.

Soltow, L., & Stevens, E. (1981). The rise of literacy and the common
School in the United States, a socioeconomic analysis to 1870.
Chicago: The University of Chicago Press.

Staff. (1989, January). Equipping kids for 1life--The role of rural
schools. Oklahoma Rural News, 7-8.

Stanley, J. (1980). On educating the gifted. Educational Researcher,
3(4), 22-24.



138

Swanson, B. (1966, June). The concern for community in the metropolis.
Urban Affairs Quarterly, 1(4), 33-44.

Tinsley, P. (1986a, October). Curriculum delivery systems. Paper
presented at meeting of the Southwest Regional Telecommunica-
tions Consortium, Dallas, Texas.

Tinsley, P. (1986b, October). TI-IN network satellite transmitted
academic resources. Paper presented at the 78th Annual Conference
of the National Rural Education Association, Little Rock, Arkan-
sas. ‘

United Technologies Corporation. (Date Unknown). Lets get rid of
management. The Wall Street Journal, 3.

Valore, L., & Diehl, G. (1987). The effectiveness and acceptance of
home study. Washington, DC: National Home Study Council. (ERIC

Document Reproduction Service No. ED 283 050)

Witters, L., & Vasa, S. (1981). Programming alternatives for educating
the gifted in rural schools. Roeper Review, 3(4), 21-24.

Yankelovich, D., & Associates. (1983). Work and human values. New
York: Public Agenda Foundation. 6-7. ’

Zigerell, J. (1984). Distance information: An information age
approach to adult education. ERIC Clearinghouse on Adult, Career
and Vocational Education. Columbus, Ohio.




APPENDIXES

139



APPENDIX A

DESCRIPTION OF THE BEAVER COUNTY
INTERACTIVE TELEVISION COOPERATIVE

140



141

* Balko

* Beaver
+ Forgan
* Turpin
Independent School Districts

'/(7>

g

Interactive

T‘/Cooperative

Beaver County, Oklahoma

Interactive TV strengthens rural curriculum

The Beaver County Interactive TV
cooperative, an innovative, four-way
fiberoptic instructional television coop-
erative, has strengthened the educa-
tional opportunity of 1,300 students at
four rural schools in the isolated Okla-
homa panhandle.

"It's worked far better than we antici-
pated,” said Doug Rundle of Forgan
Schools, one of the members of the
network which began operation in fall,
1988. It has quickly become a model of
innovative education for rural areas
throughout the nation.

Connected by 52 miles of fiberoptics
cable, Forgan and Balko, Beaver and
Turpin Schools have combined to offer
their students advanced placement
English, art, Spanish and accounting.

Simply put, the interactive TV al-
lows students and teachers to sit in stu-
dioclasses while they see, hear, talk, and
learn with their counterparts in the four
neighboring districts. It gives students
access to courses they wouldn't other-
wisc have in small schools--crucial to
meeting increased state accrediting re-
quirements.

"We just decided that being in a
geographically isolated area shouldn't
be a disadvantage to our kids," said
Beaver Supt. Jim Bouse. "This is an
alternative educational delivery system
where we can all share curriculum.”

Cooperation of local private enter-
prise made the system possible, because
its total cost--estimated at about S1.5
million--was beyond local resources.

Exact cost of the project, completed

after about three years of grant hunting,
work, dedication, and good luck, is

BUSY ART CLASSROOM—Instructor Dick Robinson pauses from
helping Turpin students to check TV monitors showing students at
work in three other Beaver County classrooms. Interactive TV
monitors behind him give him a view of the other classes when he’s
teaching from the teaching station at the front of the room. Mirrors
are one-way windows from the adjacent viewing room for visiting
educators. Robinson moves freely from the podium to view student
work, and overhead cameras project student work for entire classes
to view.

uncertain, the superinicndents said.
Together they raiscd about $322,000 1n
grant funds. That's where Panhandle
Telephone Co. of Guymon stepped in
and helped with the construction and
installation of the system. Without its
commitment to rural Amcrica and qual-
ity education, the superintcndents
stressed, the system would not have
been built.

The real cost to the individual school
districts has been the remodeling and
construction of television classrooms--
at prices from about $2,000 to $5,000.

The system answers two key non-
metropolitan issucs--lack of educa-
tional opportunities and resources, and
an inadequate tclecommunications in-
frastructure to assist with economic de-
velopment. *Turn to page 5
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Cooperation key to success of fiberoptics

"We've made two mamn discoveries,” said Supt Gerald
Danley, Turpin "Teachers are better prepared, and students
spend more ‘time on task,--there's little wasted tume "

Danley 1s speaking of the successful beginning of the Beaver
County Interacuve TV system in the Oklahoma panhandle, and
he and his fellow superintendents agree there's one key to 1ts
success--cooperation

Cooperauon between themselves, the school boards, the
teachers, state government, private foundations, private busi-
ness, and the students all have made the revolutionary fiber
optic system work far beyond their expectations

"1f we weren't close-knit and strong friends, able to disagree
agreeably, we wouldn't be here today,” said Doug Rundle,
Forgan superintendent.

"There was a lot to overcome Education has so many
territorial things that must be torn down or this will never work,”
he explained

“"Four of us had to learn how to think asone. We've all given
and taken, collecuvely and i the personality of our boards

"Some are little things, like which clock we go by Whatdo
we de if snow closes one school and not the other?"

Rundle and Beaver Supt Jim Bouse said two of the major
obstacles were adopuon of 45-minute periods and eight-penod
days

"In addition, it took us two years to adopt uniform school
calendars and schedules,” Bouse said

"I tell you, starting something like this, all four supennten-
dents best be thinking along the same lines or 1t's not going to
work,"” added Turpin Supt Gerald Danley

As with any school program, teachers have been the key to
success, the superintendents said Bousce said to begin the
program, and offer courses beneficial to the other schools, each

superintendent picked a successful class and teacher .those
mostenthusiastc and perhaps the least inhibited by technology

"Television will magnify both good and bad traits, and we
wanted to build success 1, we had to have strong teachers, but
they did 1t on a voluntary basis with lots of unanswered
quesuons--including no n-service training,” said Rundle

One of the most common quesuons about the project is cost,
and Supt Richard Boothby said 1t's hard to answer, noung
cooperation with Panhandle Telephone Co made the system
possible

"I'd guess the pnce tag was about $1 5 mullion, but we
couldn'tafford that We received about $322,000 1n grants, and
individual schools remodeled thewr own classrooms Other than
that, 1t didn't cost us anything," he said Danley added the
districts were probably out more sending personnel to Wiscon-
Sin on an tnvestigatory trip two years ago than in construction

There have been problems, but cooperation and technology
have solved most of those

One of the earhiest was logisuc  how to transport assign-
ments and homework "Circuit nders" were used until Danley
found out about FAX machines All four schools now FAX
homework, study sheets, tests, assignments, even art work from
classroom to classroom

The full advantages of the network have not yet hit home,
Rundle said

For instance, the Beaver County Commumity Educauon
system uses the facilities in the evenings Courses in aerobics,
a travel senes, image improvement, people’s law, making
educauon games, fruit trees, and landscaping are offered to
adults 1n the county All they do1s show up at one of the four
schools and participate

*Turn to page b
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SHAKESPEARE comes alive for Beaver County
students as advanced placement English instructor
Sheryl Melton makes a point to Beaver students,
and to those in the other three districts. Monitors

in front of her teaching station project those
classrooms so Beaver students can see the other
students as well. Homework—writing and other
assignments—is transmitted over the FAX machine.

Teachers stress improved preparation;
more student ‘time on task’ with fiberoptic

The four Beaver County teachers in the interactive TV
project have learned six key lessons about the project, all crucial
to quality education.

First, and most important, they all agree, is that "time on
task"” increases dramatically for their students.

Second, they agree the project has made them more organ-
ized, better prepared teachers.

Third, anything that can be done educationally in a regular
classroom is possible over TV.

Fourth, the project is bringing the students and county closer
together as a community.

Fifth, abscnt students can make up work more easily since all
scssions arc taped.

Sixth, it is important o actually bring the students together
once or twice a scmester to assist learning with social/educa-
tional activity.

The tcachers are Forgan's DcLoris Heglin, Spanish;
Bcaver's Sheryl Melton, advanced placement English; Turpin's
Dick Robinson, art; and Balko Supt. Richard Boothby, account-
ing.
Each of the teachers volunteered. They received virtually no
in-service training, other than aday or so of rehearsal just before
classes began. They were sclected because they were veteran

teachers who were also excellent and enthusiastic. "We wanted
to build success into the system,” explained Supt. Rundle.

The teachers agree the students' education is the driving
force behind the project--which has been far more successful
than they anticipated.

They also admit they are still learning, and there are prob-
lems to be worked out, but they're excited about what it has
meant to their students.

Interviewing each of the teachers 1s the quickest way to
understand the impact of the Beaver County ITV.

SHERYL MELTON--ENGLISH--Beaver, ADA 450
students.

She's taught 17 years, including six in junior high. Currently
she teachers two scctions of advanced placement English (one
televised), two of senior English, one of junior English, and the
school yearbook.

"It's really not different from the regular classroom. There
are just more students.

"The worst part for me was not being able to move as much.
I'm a walker.

"It did hclp me be more organized. I'm afraid of having 10
minutes at the end of the period, so [ always have something in
rescrve. *Turn to page |
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"I've been obscrved more this year than ever before. We had
five superintendents in here recently. If that had been last year,
[ would've gone off the wall. But this year, after we got started,
we're more relaxed and use to it.

"What you realize is that the kids are the priority--even when
we're watched. I'm not here to perform and it's not entertain-
ment. It's only a learning tool. The students have realized it too.

"The first day was smooth. The second was horrible. . .we
had audio feedback problems. But the students were patient and
understanding.

"You can do anything here that you can in a normal class-
room. The sound and vision is excellent. We've had debates,
discussions. I give oral vocabulary quizzes. This is a composi-
tion class and they do a lot of writing.

“I's also nice the students can see TV being used for
educational purposes.

“I've found it's important to have all the students together.
We had a pizza party in Beaver and 29 of 31 made it. We're also
having a joint {icld trip to the college library at Alva, 110 miles
away.

"Ohyes, the inter-school rivalry is still there, but the students
get 1o know each other, both over the system and in the parties.
For instance one of the boys from Turpin was injured in a
football game. It wasn't a kid from Turpin, it was Shane.

"In class the next weck they wanted to know how he was.

Teachers stress improved preparation

‘We're pulling for you, Shane,' onc of them said. This is making
the county morc of a community.

"It's also important to give camcra time to the students so
they can sec the other boys and girls.

"My advice to others is not to lct the technology intimidate
you. There are just three buttons. I'm not a technical whiz, but
we do fine."

DELORISHEGLIN--SPANISH--Forgan, ADA 180 stu-
dents.

She has taught nine ycars and currently tcaches Spanish,
English and home cc at Forgan.

"I was afraid the ITV wouldn't work becausc of the need for
precisc fecdback on pronunciation in teaching Spanish. But the
sound is so excellent there 1s no problem at all.

"We've gone over our ABCs. using my usual tcaching
mcthods, and everything is well hzard and understood at all four
sites.

"It's worked so well that we're within four days of where we
usually are at this time of the semester.

"There are specific advantages in tcaching a forcign lan-
guage. To lcarn a language, you have to stay up with the class.
If you miss much you'll be in trouble. Now though, cvery
session is taped, and if anyone misses, they can come in and
view the tape.

"The first day, we were all ncrvous, but it wasn't as bad as [
thought. Now I just don’t have time to worry about 1t.

*Turn to page 5

PRECISE PRONUNCIATION of the Spanish lan-
guage is possible because of the highly sensitive
sound system used in all four schools (note the
microphone hanging above students at Forgan).
Instructor Deloris Heglin at Forgan also tapes each
lesson so absent students don’t fall behind. The

four monitors in front of her teaching station pro-
ject the other classrooms to Forgan students, while
she watches those other students on the monitors
at the back of the room. Note the overhead camera
above her station that can propject student
assignments and other visual aids. FAX machine is
at lower left.
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"In addition, the students have opcned up once they've
become familiar and comfortable with the video.

"We are so prepared. The time on task is cxcellent. You have
lesson plans and always have something in reserve, rather than
just 'winging it."

"We have fewer discipline problems t00. Students and their
parents have 10 sign contracts to agree on behavior to stay inthe

classes. It makes them more responsible. In addition, every-
thing in class is one tape, so there are few arguments about what
has actually happened.”

DICK ROBINSON--ART--Turpin, ADA 440 students

Robinson has taught for 20 years and teaches art at Turpin.

"This has been refreshing to education, especially to me. No
longer is it the same old stuff. It has changed my whole perspec-
tive. Maybe [ was tired, but now I'm much more positive about
it--well not quite like a freshman teacher, but this is exciting
again.

"I knew it would work on the first day, when [ saw the kids
eyeing each other, flirting with the new boys and girls they
could see on the television--communicating in words and
actions in a normal manner, just like in a regular classroom. The
students adapted to it probably more quickly than we did as
adults.

"Oh, they know it's new and that has an effect. They realize
they're sort of pioneers, but they're getting used to all the atten-
tion.

"Even the faculty was a liwle giddy and skeptical at first, but
we've begun to see the results and we're more relaxed.

"It did change my image of mysclf. When I saw myself on
the television, I knew I had to change. I always wear a coat and
tie now.

“I'm better prepared too. You don't want to have any wasted
time.

“It's working well enough that I can come out from behind
the counter and work with the students. Even when I'm off
camera [ can hear what the students at the other schools are
saying so discipline isn't a problem.

"I think it has improved communication with the other
schools. It offers what they could not have had.

"It's important to get the entire class together at least once
each nine weeks. Youneed to see them and they need to sce you.
We've had a pizza party and a wildlife artist speaker and we
communicate better after those events.

“It's also important to treat all your classes the same, the ITV
and regular classes, and each school district.”

RICHARD BOOTHBY--ACCOUNTING--Balko, ADA
168 students

Boothby, as superintendent, sees the project from two per-
spectives.

"It's improved and broadened my world and my students’'
worlds. We meet more people and leam from folks all over the
panhandle.

“It's increased the variety of classes a student can take at a
small school.

" As a teacher, I'm beuter prepared. I can't afford to waste the
air time of three schools.

"Time on task has improved greatly. IUs just like a regular
classroom really.”

BOOKKEEPING taught by Richard Boothby at
Balko, seen in video monitor at far right, is receiv-
ed in this Beaver classroom as well as at Turpin
and Forgan. A teacher aide monitors the classes,
but discipline is not a problem. Students watch not
only the instructor, but students in the other three
school districts as well, quickly learning student
names and developing friendships over the miles.

Interactive TV

*From page 1

All those involved in the Beaver network stress that stu-
dents are the prime beneficiaries.

The motivation behind the system is familiar to rural
school personnel. The current educational focus in Oklaho-
ma on increased high school graduation requirements,
higher college entrance standards, courses for gifted stu-
dents, other special courses and staff development--amid
the worst Oklahoma economy in 50 years--have been par-
ticularly critical for rural schools.

“Last year at this time, because of funding problems.
Beaver County schools were having difficulty in offering
our students an expanded curriculum,” said Supt. Richard
Boothby, Balko.

Turpin Supt. Gerald Danley said new technology is nec-
essary because of the unique challenges to rural schools to
provide quality, relevant instruction in spite of smaller size,
lower state funding levels, state mandates, limited staff and
geographic isolation.

A five year plan for the systems begins in high school.
Expansion into community ed. elementary and in-service
training will follow. Eventually there will be links with dis-
tant vocational-technical schools and colleges.
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*Page 6

Inside the fiberoptic classroom

What are the television classroom hke?

While they differ somewhat at each of the four
schools, they have common elements, and cost the
schools from $2,000 to $5,000 to remodel, usually us-
ing summer help, superintendents say

Each classroom has

1 Two sets of four TVs monitors

2 A das and control center—including FAX
machine—for the teacher

3 Three cameras

4 Microphones over the students and teacher
areas

5 Ample hghting

6 One-way observation areas/rooms for visitors

7 Standard classroom tables for students

1. The television sets—four are in front of the
teacher’s console and face the students They are
labeled for each of the school districts The local one
may show the students or the teacher, depending on
the teacher’s desires

Four others are attached to the celling and face
the teacher, again labeled by school district

2. A raised dais and control center include
buttons to operate the cameras, and FAX machine
for sending and receiving assignments

3. One camera faces the teacher; another films
the students A third is over the teacher’s console,
and can be used to picture pages of a book, charts,
drawings, like an overhead projector

4. Two microphones are over the student area
and one by the teacher They are so sensitive that a
student whispering at the back of the room can be
heard 1n the other classrooms

5. All of the classrooms have lowered ceilings
and plenty of hght

6. At the back of each of the classrooms are
either dividers with observation windows or small at-
tached rooms with observation windows for wvisitors,
so that the regular class work won’t be disturbed

7. Instead of desks, students sit at tables, fac-
ing the teacher and four screens If the class 1s taught
from another district, a classroom monitor 1s present,
but students pay attention to the teacher on the TV

Cooperation key to success of network

*From page 2

Turpin art teacher Dick Robinson has conducted workshops
nart forelementary school teachers, expanding programs in all
distrnicts The superintendents expect to see this area of training,
and in-service training, grow

"What 1t can accomplish 1s only limited by the human mind
[f youcandotinaregular classroom, youcan do ithere if you're
creattve enough,” said Rundle

"We don't need a longer school year until we use the time we
now have more efficiently,” he said "What would happen in
every classroom 1f we filled all the ume with teaching?”

He and the others feel the technology will help make that
possible, in view of the results so far

Some problems sull exist, such as when students are late, or
subsutute teachers are needed, but both teachers and supern-
tendents say most of the minor problems have been worked out
faurly smoothly

Expansion s alrcady being discussed, to include many more
school districts to the west, plus Panhandle State University in
Goodwell

But the administrators see some limitauons

Danley said he saw a limit to the number of schools that
could plug 1nto one system '

"We might have some 'picking and choosing’ of classes, and
some flexible scheduling, but therc 15 a lmit to how many
students could be 1n one class Four TV schreens 1n a class 1s
fine, but more than that might not work," he said He added that

For more information write anv of these schools

there might be several "clusters” of schools like their own suc-
cessfully working in the overall system however

Bouse said there would also be a limut to the number of
papers that could be graded, and a number of students allowed
1n a class by the state department of educauon

Rundle said a large network would have to solve even more
quesuons of "territoriality” 1n calendars and scheduling In
addiuon, for the classes to be truly interacuve, a size limit 1s
needed Large lecture classes might be something else, he said

The admunistrators see interactive TV as an answer to con-
solidation threats against rural schools, not as a step n that
direcuon

"This 1s an answer to consolidation,” said Boothby "If we
can't provide essential education to the chuldren, then we need
to consohidate But this allows us to otfer a strong varied
curniculum n spite of budget cuts and smaller enrollments "

"I can't tell you the techmcal side of things, but I can tell you
what this digual fiber optic communications network has done
for us It has increased the vanety of classes our students can
take  broadened their world We have to compete to get
students 1n colicge these days This means rural educauon can
compete very well

The schools miuated the program at the sccondary level
where 1t helped the most by enabling the small schools mzet
suffer state accrediting requirements

"That's the main rcason for the system to give our kids the
opportunity forclasses they didn'thave but those nextdoor did,”
satd Bouse

Balko Rt 1, Box 37 Balho 73931

Beaver Box 330 Beaver 73932, Forgan Box 106 Forgan 73938, Turpin Box 187, Turpin 73950
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MAP OF OKLAHOMA
COUNTY TELECOMMUNICATIONS COOPERATIVE
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BEAVER COUNTY TELECOMMUNICATION COOPERATIVE
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DESCRIPTION OF THE TREMPEALEAU
VALLEY RURAL SCHOOL COOPERATIVE
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TREMPEALEAU

VALLEY
COOPERATIVE

SCHOOLS

A RURAL EDUCATIONAL COOPERATIVE -
DESIGNED TO SERVE THE NEEDS OF
STUDENTS IN"A CHANGING WORLD

% Eau Claire

INDEPENDENCE
x— * WHITEHALL

\ TAYLOR
— *

. X BLAR

* ARCADIA

% La Crosse
C.ESA. #11

COMPRISED OF THE
ARCADIA, BLAIR, INDEPENDENCE, TAYLOR
& WHITEHALL PUBLIC SCHOOL DISTRICTS
OF RURAL WISCONSIN

GERALD MIKUNDA, COORDINATOR
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WHAT IS THE TREMPEALEAU
VALLEY EDUCATIONAL
COOPERATIVE?

The cooperative is an organization of
independent districts seeking better and
more efficient methods of providing edu-
cational opportunities for all youth of the
areas they serve. Through the organization
many locally indentified student needs can
better be met and more efficient methods
provided to fulfill the mandates of state and
federal legislation.

WHO ARE THE MEMBERS
OF THE
COOPERATIVE?

The membership is comprised of the five
rural school districts of Arcadia, Blair,
Independence, Taylor, and Whitehall,
which are located predominately within
Trempealeau County with portions lying in
Buffalo and Jackson County. The county
areas are located in the center of the
western border of the state which is a hilly
region with an economy based on diver-
sified farming, meat processing, lumber-
ing, and light manufacturing. Statistically,
the five schools have a total enroliment of
1,375, K-8; 1,316, 9-12; for a combined
student enrollment of 2,691, ranging in
school size from 300 to 975 students.
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PURPOSE OF THE COOPERATIVE

The cooperative has as its purpose the following
goals: (1) to offer wide spectrum educational program
to students of the participating schools, (2) to
broaden the social enrichment opportunities for the
student, yet allow each school to retain its individual-
ity, (3) to avoid duplication of course and program
offerings by the participating schools, (4) to avoid
costly facility duplication, (5) to better utilize the
skills of specialized instructors and continue a
maintenance of effort in meeting the Wisconsin
Department of Public Instruction standards.

VOCATIONAL EDUCATION

The vocational program for the cooperating schools
was developed to provide basic saleable skills for
those students who will be entering the world of work
directly upon high school graduation. The program
has also helped to reduce the dropout rate of the
schools and provide a practical application for
knowledge and functions students are learning in
their general education. The cooperative offers train-
ing in five vocational discipline areas with fifteen
special courses available within the cooperative
system.

GIFTED AND TALENTED

A recent effort by the cooperative is the develop-
ment of a program to encourage youth of the area to
develop specialized talents many of them possess in
the areas of the fine arts, athletics, and academic
abilities. This effort is being carried out by various
instructors within the cooperative through integrated
enrichment programs.
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TRANSPORTATION

In order to conserve on student transportation
costs, the cooperative schools have developed a
coordinated transportation pool for the purposes of
avoiding duplication of effort for interschool trans-
portation to cooperative courses and many exira
curricular programs. This program works due to the
fact that the schools generally participate in the same
competitive events.

SPECIAL NEEDS

In recognition of the need to assist students with
special learning needs flow into the mainstream of
the educational atmosphere both at the local and
interschool level, the cooperative has developed a
system of providing special services for students. The
program is not only coordinated with the five schools
but with the broader based service unit of CESA #11.

SPECIAL EDUCATION

In 1966, the five schools realized a need to provide
education and training for students requiring special
programs. Like the other educational offerings of the
cooperative, each individual school accepted the
responsibility for helping special students achieve,
but did not have sufficient numbers or funds to
provide a program on an individual basis. Currently,
the cooperative provides special education in seven
areas of instruction for T.M.R., E.M.R., and E.D.S.
students.
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COOPERATIVE BUYING

‘Through a coordinated effort, the five schools have
banned together in order to take advantage of large
quantity bid buying of educational supplies,
custodial materials, food stuffs, and athletic equip-
ment. Some of the five school bidding is combined
with the CESA #11 area schools to establish a twenty
five school district purchasing base. However, the
five school unit lends itself to a more compact,
efficient unit due to the large unit delivery units and
geographic proximity of the districts.

" HIGHER ACADEMIC

The program pertaining to higher academic edu-
cation is involved with courses in advanced math,
science, and foreign language. The need to provide
the courses cooperatively was recognized as student
enrollments at the individual schools lowered in
numbers. Through a cooperative effort, students
needing advanced courses as a prerequisite for
higher academic education or because of personal
interest, have access to these courses located
possibly in only one of the cooperating schools.

EDUCATIONAL TV / ATWO WAY
COMMUNICATION

The cooperative schools are members of the
Western Wisconsin Communications Cooperative
which has as its mission the responsibility of
providing cable TV service to rural as well as urban
subscribers. The effect on the schools will be the
capability to receive as well as broadcast through a
interconnecting system within the schools. This
system will be capable of providing fire, police,
medical, and educational services through a 40
channel capability.
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COMPARISON OF ALTERNATIVE TECHNOLOGIES

The Beaver County Telecommunications Cooperative was
developed out of the need to expand educational programming
and curriculum to students in the sparsely populated
panhandle area of Oklahoma without a large ongoing expense to
the districts. The four Beaver County school districts have
been working for over two years on the development of a
telecommunications system which would help them achieve their
stated goals.

The idea of developing an interactive television system
for use by all four of these participating high schools was
decided upon as the logical solution to the problems of
decreased school funding due to the Oklahoma economy and
increased demand for curriculum and educational programs
mandated by the Oklahoma State Department of Education.
Though instructional interactive television is still new to
the state of Oklahoma, the four schools involved in this
Cooperative believe that this is the answer to many of their
education problems.

This instructional system will allow these schools to
inexpensively expand their course offerings without expanding
their budgets. After the initial cost of construction,
maintenance and operation of the system is relatively minor.
Use of this system also will allow these rural schools to
utilize advanced technology as a means of improving their
educational offerings, which will also be instructional to
students in these rural communities.

Interactive television allows a teacher in one location,
with or without students present, to be simultaneously seen
and heard by students in one or more remote locations.
Students in each site can similarly respond to the teacher
and to one another while attending the class in their own
scnool building. Interactive television for instructional
purposes typically limits classes to 18 students or fewer,
which also fits for these rural school districts. Often
there are only a few students in these schools who want to
take a particular class. If one or two students can attend a
class offered at another school without leav1ng their campus,
that would benefit everyone.

In the Interactive classroom there is a teacher station
with an overhead camera which the teacher uses to display
visual material. There are also cameras mounted around thne
classroom, allowing students in remote sites to see the
teacher, the host/teacher site classroom and the blackboard.
There are two or more monitors on which the teacher is able
to see the remote site, as well. Most interactive classrocoms
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have a switchboard at the teaching station which allows the
teacher to tune in on the remote sites. All of the
interactive classrooms should be similarly equipped to allow
that instruction can be provided from any of the interactive
classrooms.

Students in remote locations see the teacher and their
classmates on two or more monitors in the front of their own
classroom. The teacher is able to see his/her remote site
students through a camera which is focused on them and which
they are able to move on request. Microphones in each
location allow voice communication. Typically, the remote
sites do not have an adult physically present for
supervision, nor do they require camera operators.

Materials are either transmitted using a fac51m11e machine or
through the mail.

This system fits the needs of the four school districts
in Beaver County. It will provide improved educational
programming as previously described in the high schools. It
will also provide -increased community education classes which
are not currently available in this part of Oklahoma.

In exploring the feasibility of developing an
Interactive television system for Beaver County, the
participating school districts explored the use of a
microwave system or a fiber optics system. The schools chose
a fiber optics system for three principal reasons:

1) weather conditions
2) no FCC regulations and licenses
3) potential for school-industry partnerships.

The applicant school district and the other three
participating districts are all located in Beaver County
Oklahoma, in the panhandle area of the state. This area is
290 miles northwest of Oklahoma City, the largest
metropolitan area of the state. Beaver County 1s in the
small strip of Oklahoma land that is due north of the Texas
panhandle and due south of western Kansas. The terrain of
the area is rolling prairie. This western land is subject to
severe weather conditions. The average low temperature
in January is 18 degrees Fahrenheit, and the average high in
July is 98 degrees Fahrenheit. Average snowfall is cver one
foot per year, and the average wind speed is 12.54 miles per
nour. This area is subject to numerous tornados, and the
wind is the major foe in this part of the state. Winds in
excess of 100 miles per hour are ordinary during the year.

A microwave system for this interactive television
system was ruled out primarily because of the serious and
violent weather conditions experienced in this part of the
state. Project proposers believe that the initial expense of
the fiber optics system is competitive with construction
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costs plus the expected maintenance to microwave towers due
to the expected damage from the severe weather. One of the
disadvantages to the microwave system is that it is affected
by terrain and weather. The construction and maintenance of
microwave towers is very expensive.

The Beaver County Telecommunications Cooperative plans
to provide instructional interactive television for students
in the high schools, eventually students in all grades, anid
to community residents. There is also a long-range
possibility of using the fiber optics system as an economic
development tool. Because its primary mission is
educational, it has no interest in applying for a Federal
Communications Corporation license, unless instructed to do
so during the course of this project.

Development of a fiber optics system for the Cooperative
did not require a FCC application and license, and this was
also an advantage and incentive to choosing the fiber optics
system.

"Additionally as previously stated, the state of Oklahoma
is experiencing a seriously depressed economy. All sectors of
the state are becoming aware of economic development needs
and opportunities for short and long-range growth. One
feature of the fiber optics system for the Cooperative is
that once the fiber cable is in place, there is the potential
for negotiation with utilities to share the system. This is
an added incentive for these rural Oklahoma schools to
develop a fiber optics system. This could allow for a school
industry partnership which would be beneficial to the schools
and the communities in this part of the state.

Other businesses could also benefit from this fiber
optics system. Workers of local companies would be involved
in shared training programs and inservice sessions offered
through the Cooperative. Likewise, unemployed and
underemployed persons in Beaver County could benefit from the
community training and educational programs to be broadcast
on this system. Multiple businesses in the communities in
Beaver County could share training sessions and related
programs as needed. All of these activities and tools which
can generate these activities are desperately needed in
westerrn Oklahoma in Beaver County.

Secondary consideration for the choice of fiber optics
over microwave include several other issues. New
technologies such as fiber optics have great potential for
improving signal quality. In a remote area sucn as Beaver
County, this is an advantage. The Oklahoma Educational
Television Authority signal received at Balko in Beaver
County is not a clear signal. Fiber optics will provide
greater signal quality.
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Fiber optics is also the newest technology and will
provide a greater range of technological options than will
microwave.

Administrators and Board members from these four school
districts have studied the interactive classroom method of
instruction thoroughly enough, that they financed a trip to
Trempealeau Valley, in rural Wisconsin, to observe a similar
system in progress in the spring of 1985. They have studied
the pros and cons of the system and have sound expectations
about its results in Beaver County.

The administrators and Board members of the respective
school districts have demonstrated their commitment to
telecommunications by participating in the only educational
telecommunications programs currently available to their
schools - German by satellite from Oklahoma State University
and OETA programming. These school administrators have
fostered a spirit of cooperation and coordination that a
system such as the one proposed here cannot be accomplished
without precise cooperation and coordination. Administrators
from all four participating school districts have hired Tele-
Systems Associates,Inc., from Hastings, Minnesota to work
with them in determining the feasibility of a
telecommunications system as the one proposed here. Also,
these school leaders have spent a considerable amount of time
visiting similar cooperatives and have thoroughly
investigated the feasibility of their commitment.

Project proposers believe that the Interactive
television system represents a workable alternative method of
instructional delivery for school districts such as the ones
in Beaver County, Oklahoma. Project proposers also believe a
fiber optics system is:the optimal system for their needs.
This system will allow the school districts to work
cooperatively to provide a wider range of courses and
programs to students. It may ultimately allow districts such
as the Beaver County districts greater parity with larger
school districts. It has potential to provide even greater
improvements in services to elementary/seconiary and adult
and community education in rural, isclated western Oklahoma.
These administrators know that this system is still in its
infancy, but they desperately want an opportunity to make it
work in western Oklanoma. )

Attached here is a position description for the Director
of the Beaver County Telecommunications Cooperative and a
diagram of the layout of an interactive classroom. The
position of Director will be the only staff position required
by the Cooperative.

The layout of the interactive classroom will work well
for all four of these participating schools.
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Balko

1) IP105 Input Processor

1) FM906 FM Modulator

1) AM906 Audio Modulator

1) MF100 Modulator Mainframe

1) OP105 Output Processor

1) DM905 FM Demodulator

1) AD906 Audio Demodulator

1) MF102 Demodulator Mainframe
Dual 800 Demodultor

2) IP10S Input Processor

2) FM906 FM Modulator

2) AM906 Audio Modulator

1) MF100 Modulator Mainframe
2-way Splitter/Combiner

RF Cable Assemblies

Turpin
=t or!

800 Modulator (copy 1items)

800 Demodulator (copy 1tems)

Dual 800 Demodulator (copy 1tems)
2-way Combiner/Splitter

RF Cable Assemblies

Forgan

800 Modulator (copy 1items)

800 Demodulator (copy 1items)

Dual 800 Demodulator (copy 1items)
2-way Combiner/Splitter

RF Cable Assemblies

ITEM QTY. DESCRIPTION
1 1 T1301 Transmitter
2 1 R1301 Receiver
3 1 800 Modulator
Consists of:
4 1 800 Demodulator
Consists of:
5 1
Consists of:
6 1
7 4
8 6 Panel Spaces
8 2 RP1301 Transceiver
9 1
10 1
11 1
12 1
13 5
14 6 Panel Spacers
15 2 RP1301 Transceiver
16 1
17 1
18 1
19 1
20 5
21 6 Panel Spacers

UNIT
PRICE

10,000
6,000
3,500

3,500

5,900

Sub Total

17,050
3,500
3,500
5,900

45
10
10

17,050
3,500
3,300
5,900

45
10
10
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PRICE

10,000
6,000
3,500

3,500

5,900

34,100
3,500
3,500
5,900

45
50
650
$47,155
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UNIT
ITEM QTY DESCRIPTION PRICE PRICE
Beaver
22 1 T1301 Transmitter 10,000 10,000
23 1 R1301 Receiver 6,000 6,000
24 1 800 Modulator 3,500 3,500

Consists of:
1) IP105 Input Processor
1) FM906 FM Modulator
1) AM906 Audio Modulator
1) MF100 Modulator Main Frame
25 1 800 Demodulator 3,500 3,500
Consists of:
1) OP105 Output Processor
1) DM905 FM Demodulator
1) AD906 Audio Demodulator
1) MF102 DeMcdulator Mainframe
26 1 Dual 800 Demodulator 5,900 5,900
Consist of:
2) IP105 Input Processor
2) FM906 FM Modulator
2) MF100 Modulator Mainframe

27 1 2-way Splitter Combiner 45 45
28 4 RF Cable Assemblies 10 40
29 6 Panel Spacers 10 60
Sub Total $29,045

Balko $29,045

Turpin 47,155

Forgan 47,155

Beaver 29,045

Equipment Total $152,400

Labor 10,400

Test Equipment 1,400

(Optical Pwr Meter)
Spares 7,000

(Mod & Demod)
Grand Total $171,200
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