
6

Managing

J. Ana Donaldson
University of Northern Iowa

Sharon Smaldino
Northern Illinois University

Robert Pearson
President, Provinent Corporation, Toronto

Introduction

Educational technology is the study and ethical practice of facilitating 
learning and improving performance by creating, using, and managing 
appropriate technological processes and resources.

Although the object of management has shifted over the years, 
management has been a critical function in educational technology 

since the field began in the 1920s. in the first formal definition statement, 
management was seen as necessary to controlling the products and the pro-
cesses that were used in the field (Ely, 1963). By the time of the publication of 
the 1972 definition, the idea of management included the supervision of per-
sonnel and the operation of organizations (Ely, 1972). as systems thinking 
became more pervasive, the systems approach became the dominant para-
digm for thinking about management processes in instructional develop-
ment and technology-based learning systems (association for Educational 
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Communications and Technology, 1977) following the theory proposed by 
Heinich (1970). By the time the 1994 definition was published, management 
meant planning, co-ordinating, organizing, and supervising resources, 
information, and delivery systems in the context of managing instructional 
design (id) projects (seels & richey, 1994).

This chapter focuses on the concepts and principles related to managing 
appropriate technological processes and resources. Educational technologists, 
whether acting as instructional designers, school media specialists, or learn-
ing consultants, deal with management concerns, much as other profession-
als do. They work with finite resources to accomplish specified goals in a 
specified time whether they are managing processes, such as id, or resources, 
such as collections of instructional materials. Knowing the most relevant id 
models, having the right tools, and having a team of skilled people are cru-
cial to success, but so is a repertoire of management skills. one could say 
that effective management is an essential ingredient to getting the job done 
regardless of what the job might entail (Kotter, 1999).

The Audiovisual Paradigm of Managing

The management function was central to educational technology in the 
days of the audiovisual paradigm. From the emergence of the visual ins-
truction field in the 1920s through the expansion of the audiovisual edu-
cation field in the1970s, educational technology professionals worked 
predominantly as directors or co-ordinators of media service agencies. in 
elementary/secondary education, they served in such organizations at the 
school building, school district, regional, or state education agency level. 
in higher education, media centers served whole institutions or units such 
as schools and colleges, for example, schools of medicine and colleges of 
education. Their primary jobs were to acquire audiovisual materials and 
equipment, to maintain the collection, and to help teachers identify and 
use materials to enhance their teaching.

Audiovisual Education Directors

The first count of school district visual instruction directors in 1946 showed 
164 directors (national Education association, 1946). That number had 
grown to nearly 700 by 1954 (national Education association, 1955). Those 
numbers continued to grow with the increase in federal government fund-
ing of education after 1958. For example, the membership of daVi, of 
which nearly half worked as school media directors or co-ordinators, grew 
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from 3,000 in 1958 to 11,000 in 1970. By 1975, 56% of the membership of 
aECT (daVi’s successor) held positions that were primarily administrative 
(Molenda & Cambre, 1977).

The administrative duties carried out during this period were many and 
varied. They included acquiring, cataloging, storing, retrieving, and dis-
tributing audiovisual materials; supervising the production of audiovisual 
and television resources; acquiring, maintaining, and deploying audiovisual 
hardware; planning and maintaining facilities for using media in classrooms; 
promoting appropriate use of media among teachers and organizing in-ser-
vice professional development programs to that end; managing professional 
and nonprofessional personnel; budgeting for agency operations; and evalu-
ating the services offered (Erickson, 1968). overlaid on all of these operations 
was a clear sense that the larger mission was to bring about change, to mod-
ernize and improve teaching and learning. Hence, the other administrative 
functions were viewed through a lens of change management (Erickson, 
1968; peterson, 1975).

Instructional Design Consulting

Beginning late in the 1970s and continuing through the 1980s, the popula-
tion of the field shifted from employment in schools toward employment 
in universities and from administrative duties to id consulting roles. in 
most organizations, id consulting evolved out of the materials production 
process as educational technologists became more involved with instruc-
tional theory. They came to see their role as collaborating with instructors to 
develop learning environments that were more productive for student learn-
ing. as discussed in chapter 2, this role change was stimulated greatly by 
the programmed instruction movement and continued as cognitivist and 
constructivist perspectives came to the fore. Concerns with managing func-
tions tended to shift toward id project management rather than managing 
materials and equipment, but the change management lens remained intact 
and, in fact, expanded as the id process came to be seen more and more as a 
social process as much as a technical one.

Integration of AV and School Libraries

in schools, the 1970s saw a general shift of responsibility for audiovisual mate-
rials and services from educational technologists to school librarians, who 
were already responsible for print-based instructional materials. audiovisual 
centers were consolidated with school libraries, and the person with library 
certification tended to take over as the school library media specialist—the 
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term favored by the american association of school librarians (aasl). 
However, for those who continued to work in school and university media 
services, the multiple administrative functions persisted, evolving incremen-
tally as computer technology become increasingly pervasive. schmid (1980) 
identified the major functions as managing personnel; selecting, acquiring, 
and deploying equipment; selecting, acquiring, cataloging, and distribut-
ing instructional materials; promoting media center services; developing 
constructive client relationships; and carrying out all these functions with 
accountability, maintained through obtaining and analyzing data on costs 
versus services provided.

Recent Diversification

Through the 1990s and early 2000s, the demographics of aECT continued 
to shift away from media center management. By 2006, only 15% of aECT 
members worked in media director positions (compared to 56% in 1975). 
and in 2006, only 11% worked in elementary/secondary education (com-
pared with 39% in 1975), whereas professors and instructional designers 
constituted 34% and 11% of the membership respectively (pershing, ryan, 
Harlin, Hammond, & aECT, 2006). instructional media services were still 
being offered in schools and colleges, but they were likely to be managed by 
professionals other than aECT members, and they were increasingly over-
shadowed by services focusing on computer-based delivery.

Contemporary Views of Management, Leadership, and Change

Definitions

Management means effectively orchestrating people, processes, physical infra-
structure, and financial resources to achieve predetermined goals. Effective 
management is important regardless of the setting. Whether a media center 
that bases the products and services it offers within a school districts’ finan-
cial limitations, a university-based faculty development program that oper-
ates as a cost center, or a privately run e-learning company with daunting 
profit and return-on-investment (roi) targets for owners and shareholders, 
effective management means that goals are achieved and clients are satisfied 
while budgets are met.

Currently, management is often viewed as being synonymous with proj-
ect management. indeed, graduate level educational technology courses that 
focus on management often focus on project management. as we will see, 
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project management is an important kind of management activity but is 
only one of several management functions common to the field.

seels and richey (1994) defined management as fundamentally a control-
ling function; control that is exercised as planning, co-ordinating, organiz-
ing, and supervising actions. These actions manifest themselves in terms of 
four subdomains of management theory and practice: project management, 
resource management, delivery system management, and information man-
agement. according to seels and richey, managers are leaders who moti-
vate, direct, coach, support, monitor, delegate, and communicate with their 
colleagues. The view of management as a controlling function has been a 
part of the concept of educational technology since the publication of its 
first definition in 1963 (Januszewski, 2001). The view of management taken 
here expands beyond the view of controlling and into a more comprehensive 
perspective of the role of manager as leader as well (Woolls, 2004).

Management and Leadership

The management literature draws a distinction between the practice of man-
aging and the practice of leading. as seels and richey (1994) pointed out, 
managing is fundamentally about control while leading is fundamentally 
about setting direction for an organization, driving alignment with the stated 
goals, and motivating every level of the organization to achieve these goals. 
Both functions are critical and both are intimately intertwined (Woolls, 
2004). However, it is hard to imagine great management without great lead-
ership. it is equally as difficult to imagine a leader who is a poor manager. 
as Kotter (1999) noted, leadership and management are two distinctive and 
complementary systems of action. Each has its own function and character-
istic activities. “Both are necessary for success in an increasingly complex 
and volatile business environment” (p. 51). as we have seen, managing is 
really about dealing with the complex nature of an organization and deliver-
ing on its promise to its customers and stakeholders. in the absence of good 
management, organizations (or projects) descend into chaos. Each system of 
action tries to accomplish the same thing: deciding what needs to be done, 
creating networks of people and relationships that accomplish what needs to 
be done, and ensuring that people actually do the job.

Leadership and change management. leadership is often about coping with 
change. according to Kotter (1999), organizations are led through the pro-
cess of constructive change by first setting a direction—a vision of the future 
along with the strategies to get there. leadership accomplishes change by 
aligning individuals within the organization to achieving the goals as they 
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are set out—by creating committed groups of individuals who understand 
the vision and highly committed to seeing it through. Most of all, leadership 
is about motivating and inspiring people—making sure everyone keeps mov-
ing in the right direction even when the going gets tough (Kotter, 1999).

setting direction is not the same thing as long range planning. When 
leaders set direction they gather a broad range of inputs—inputs from their 
fellow employees, inputs from their peers (other leaders inside and outside 
the organization), inputs from customers, and inputs from the market place 
and market analysts. leaders carefully assess past performance and look for 
trends and patterns that may inform the optimal future trajectory. Effective 
leaders are able to communicate skillfully to all key stakeholders—and in 
language that they understand—where the organization is and the future 
state toward which everyone must strive. Kotter (1999) noted that the best 
organizational strategies are seldom brilliantly innovative; they are grounded 
in solid data and sound analysis and can be communicated clearly and pas-
sionately to all organizational stakeholders.

strategic planning is a critical task for management within any organi-
zation. “needs assessment typically serves as the first step within strategic 
planning efforts as it prepares for the process of selecting appropriate solu-
tions to the challenges and opportunities at hand while building shared 
commitment to the organization’s future direction” (leigh, 2006). another 
component of making informed decisions is to apply the essential tools of 
cost effectiveness analysis (levin & McEwan, 2001). planning is critical, but 
the analysis of the efficiency and effectiveness of the results on any imitative 
is also important to the evolutionary cycle as an organization deals with the 
constant of change.

achieving sustained change within an organization means getting people 
all moving in the same direction, aligning their activities with a goal. align-
ing is more of a communications challenge than an organizational design 
challenge. and the communications challenge is not about describing short-
term objectives, rather one of communicating a vision for an organization 
that may be several years in the future Visionary types of messages are dif-
ficult to craft and deliver. Effective leaders must be able to paint a picture 
of the future that is at the same time sufficiently different from the current 
state but also seen as achievable by most employees. an effective leader must 
be perceived as credible and trustworthy by fellow employees, or the vision 
will fall on deaf ears. it is critical that leaders walk the talk. Effective leaders 
look for every opportunity to reinforce their message: at every staff meeting, 
at the water cooler, in the weekly newsletter, and during coaching sessions 
with individual staff members. alignment also comes through empower-
ment. Empowerment is really all about the exercise of leadership throughout 
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the organization—not just in the boardrooms or the corner offices. Effective 
leaders empower everyone to drive change that is clearly in keeping with the 
direction even when this change may be momentarily destabilizing.

Finally, since driving change is the function of leadership, a skilled leader 
must be able to generate a high degree of enthusiasm for the direction of 
the organization. Hence, motivating staff is all about instilling the right 
level of commitment for the road ahead that will sustain everyone when 
things get a little bumpy—and inevitably they will. The management func-
tion gets results through systems and control. good leaders motivate people 
in different ways. good leaders always articulate the organization’s vision 
in a way that resonates with the values of the audience they are addressing, 
making the challenge at hand important and meaningful to others. leaders 
also frequently involve peers, subordinates, and superiors in deciding how 
to achieve the organization’s vision. This instills an important feeling of 
ownership across the organization. Thus, leaders support others through 
coaching, role modeling, recognizing, and rewarding successful perfor-
mance (Covey, 1991).

in summary, effective management can be seen as a complementary com-
bination of six management and leadership functions:

Managing Leading
planning setting direction
Monitoring aligning
Controlling Motivating

The planning, monitoring, and controlling functions can be viewed as 
essential components of management. once planning is completed, the proj-
ect team is “involved in monitoring the status of the project, communicat-
ing progress to stakeholders, and managing variances and risks that emerge 
during the execution of the project” (andreadis, 2006, p. 960).

Performance Management

performance management has had many different meanings over the years. 
one of those meanings is to monitor and control the quality of the perfor-
mance of the individuals working in an organization. in the early 1900s, 
issues related to quality assurance meant inspection, which was the primary 
method used to ensure a quality product. in the 1940s, quality took on a 
statistical bent. With the burgeoning of mass production during World War 
ii, it became necessary to apply a more stringent form of quality control: 
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statistical quality control (sQC). Foundational work for sQC is credited to 
Walter a. shewhart (1939) of Bell labs. statistical methods were used to con-
trol quality within the normal variation of a particular process. statistical 
control charts helped operations managers determine if the variability in a 
product was within the normal range. This approach significantly reduced 
the need for inspection.

Today, the meaning performance management has expanded to refer to 
a perspective that views every facet of an organization in terms of quality 
standards. standards of quality are often viewed from a customer perspec-
tive: is the organization’s product or service meeting or exceeding customer 
requirements now and in the future (schroeder, 2000)? performance man-
agement is often pictured in terms of a quality cycle that requires an iterative 
sequence of steps:

define quality attributes on the basis of customer needs
decide how to measure each attribute
set quality standards
Establish appropriate test for each standard
Find and correct causes of poor quality
Continue to make improvement (schroeder, 2000)

The sQC approach is less about finding defects and fixing them and more 
about ensuring that defects are not made in the first place.

Closely related to sQC is a management philosophy known as “total quality 
management” (TQM), a strategy developed W. Edwards deming for improv-
ing the quality of products and services by embedding awareness of quality 
issues among all members of the organization. The Japanese adopted the TQM 
concept in the early 1950s to aid in the resurrection of their business culture. 
Corporate america began implementing TQM in the 1980s as a competitive 
response to the success of Japanese business growth (Mehrotra, n.d.).

Bonstingl (1992) identified the TQM principles which he believed were 
applicable to schools and which he felt could create “a quality revolution in 
education.” First, TQM requires a focus on customers and suppliers. Bon-
stingl envisioned teachers and students forming teams that together create 
the product of the school—each student’s continuous growth. The second 
pillar of the TQM approach is dedication to continuous improvement. as 
discussed in chapter 3, how progress is measured is critical to attaining pro-
ductivity. Bonstingl advocated that a grading system is destructive to a pro-
ductive learning environment; he recommended the portfolio approach as 
an alternative. The third TQM pillar is viewing the organization as a system, 
thus schools must understand the processes that lead to their product before 
they can advance, a view highly compatible with educational technology’s 

•
•
•
•
•
•
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well-established systems perspective. Finally, successful implementation 
depends on the commitment of top management, meaning that school lead-
ers must show “concerted, visible, and constant dedication” to these prin-
ciples (p. 7).

Management in Educational Technology

Having reviewed the concepts associated with managing and leading in gen-
eral, it is well to focus now on management in educational technology per se. 
This may best be done with a framework based on the objects of manage-
ment. looking across the wide range of organizations in which educational 
technology is used—from a 10,000 person company, to a 5 person learn-
ing support office in a community college, to an individual school media 
center—educational technology program management activities tend to 
be directed to one of four objects: managing projects, managing resources, 
managing the performance of people, or managing programs. The goal of 
project management is to ensure that an appropriate solution to a particu-
lar performance problem is developed and implemented on time, on bud-
get, and to the specifications established at the outset of the project within 
a defined time frame (seels & richey, 1994). The goal of resource manage-
ment is to ensure that a collection of resources is developed, maintained, 
and made available as needed through various delivery systems to address 
the teaching learning needs of instructors and students. The goal of person-
nel management is to provide the conditions for people to succeed in playing 
their roles in the work of an organization. all of these management func-
tions—and more—are included in the larger process of program manage-
ment, the overall supervision and control of a set of ongoing related activities 
within an organization.

Project Management

as noted earlier, project management is a well understood management 
function within the field of educational technology. “good project manage-
ment saves organizational resources, increases productivity, and increases 
the likelihood that projects will be successful” (andreadis, 2006). The proj-
ects in question typically entail the design and development of instructional 
materials and systems; hence, a knowledge base about id project manage-
ment grew throughout the 1980s as reflective practice and inquiry advanced 
in this area (greer, 1992). id project management is discussed at greater 
length in chapter 4.
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at the heart of project management is an individual who is ultimately 
accountable for the successful completion of the project. in large projects, 
project managers will often need to delegate responsibility for major tasks. 
While responsibility can be delegated, ultimate accountably cannot. as such, 
the project manager is the final arbiter of disputes within the project team 
and acts as the single point of contact with the customer. project managers 
are typically not technical experts. as the title suggests, they do not do the 
work; they manage the work (Kerzner, 2005).

project management is practiced to ensure that a discrete project, a set of 
tasks intended to achieve a specific outcome, is completed on time, on bud-
get and to the client’s specifications. a project manager works with a client to 
establish the project outcomes, budget, and the time line for completing the 
project. as the project progresses, its scope frequently changes. The project 
manager must assess the implications of these changes and set new project 
outcomes, budget, and time lines.

project managers are responsible for many tasks throughout the life of a 
project. project managers typically begin by working with a client to estab-
lish a project governance structure. project governance formalizes the deci-
sion making structure of the project—especially who on the client side has 
the authority to sign off on completed deliverables as well as making clear 
the key interface points between the project team and the client. Establish-
ing the ground rules of the project is a critical first step and one that is often 
neglected.

project management requires breaking the project down into discrete 
tasks and subtasks. The project team assigns each task a duration and iden-
tifies all important contingencies. Contingencies dictate the sequence in 
which the project team can complete the tasks. Client sign-offs are among 
the most important kind of contingencies. Having the client approve a sto-
ryboard or an interface design prior to the production of some instructional 
material, such as an e-learning course, is critical to avoid wasteful project 
effort downstream. other types of contingencies include the availability of 
skilled associates, access to equipment, and the completion of tasks that are 
themselves key inputs to subsequent tasks.

project management software, such as Microsoft project, has become an 
essential aid for project managers. project managers use the software to list 
all project tasks, contingencies, durations, and resources. The visual charts 
produced by the program (called “gantt charts”) are invaluable in effectively 
communicating with the client.

project managers must also be vigilant to mitigate the risks of project 
delays. There are two kinds of delays—ones caused by the project team and 
others caused by the client. in either case, delays force the project manager to 
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adjust the project schedule and changes in the project schedule often result-
ing in higher project costs. delays caused by the project team typically mean 
that more effort than forecasted has been expended meaning the project 
team’s cost to complete the project goes up. These costs cannot be passed on 
to the client. in addition, delays will almost certainly irritate the client. Client 
induced delays can buffet a project budget just as much. Client delays typi-
cally occur at deliverable sign-off points in the project schedule. a client may 
be given two days to review a lesson plan, but the client takes a week. This has 
several implications. The overall project schedule may be thrown off, result-
ing in a delay in the project end date. second, the resources scheduled for the 
subsequent task will need to be reallocated to other tasks. This is not always 
possible and idle resources that were not originally accounted for will have an 
impact on the overall project budget. like changes, it is the project manager’s 
responsibility to impress upon the client the financial implications of client-
imposed delays back on the client. negotiating an increase in budget due to 
client delays is among the most difficult tasks for a project manager but client 
imposed delays are frequently the biggest contributor to increased costs.

Resource Management

The managing of learning resources adds another dimension to the man-
ager’s role. The responsibilities include the multiple tasks related to infor-
mation and the delivery infrastructure. in the previous 1994 definition, the 
subdomains of delivery system management and information management 
were addressed in addition to project and resource management (seels & 
richey, 1994). This current focus considers these two responsibilities as an 
integral component of resource management. delivery system responsibili-
ties include “a combination of medium and method of usage that is employed 
to present instructional information to a learner” (Ellington & Harris, as 
cited in seels & richey, 1994, p. 51). information resources look at how the 
information for learning is stored, transferred, or processed (Kerzner, 2005). 
The revised interpretation of resource management looks holistically at the 
resource systems and services, the context for delivering the resources, and 
how the content is managed for effective learning (schmidt & rieck, 2000).

Managing resources also includes the responsibility of overseeing the 
delivery system and process used to deliver the product. How the required 
information is stored, transferred, and processed also falls within this man-
agement category (schmidt & rieck, 2000).

Whether it is product specifications, best practices, or research and devel-
opment (r&d), organizations as they operate generate vast amounts of formal 
and informal knowledge. Knowledge management is practiced to ensure that 
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only the most useful organizational knowledge is captured, documented, and 
made available to the right people within the organization (Haney, 2006).

Even the simplest modern organization relies on some form of informa-
tion technology—whether a computer, a simple network, or mobile phones. 
information technology management is practiced to ensure that the technol-
ogy infrastructure of an organization is properly matched to the needs of 
that organization and is kept up to date for a cost that is reasonable.

Woolls (2004) identified ways in which the school media center and media 
specialists parallel the business model for resource management. The school 
media-center facility itself requires a degree of managing. The collection, 
which is a major component of the facility, requires continual monitoring and 
updating. The actual physical space must be arranged in both a functional and 
appealing manner. These resources are continually in need of updating and 
upgrading, often requiring innovation ways of manipulating a limited budget.

Personnel Management

projects and programs of any kind require the right people to ensure suc-
cessful project completion (schmidt & rieck, 2000). performance manage-
ment includes ensuring that there are enough people with the right skills 
to do the work at the right time and for the lowest cost with the necessary 
resources. Balancing capacity to demand is a major challenge—especially in 
a professional services firm that must deal with customer imposed delays.

a well laid out project schedule is only part of the equation. Having the 
right project team is just as important. Effective personnel management 
results in the right people doing the right tasks (Haney, 2006). person-
nel management and project management are intimately linked. a skillful 
breakdown of project tasks will result in the best manpower fit for the task. 
The costs of poor personnel management can be significant. assigning a less 
qualified project team member to a task will result in the task taking longer 
than it should and quality may suffer. assigning a highly qualified project 
team member to a task may result in higher costs as well if this cost has not 
been accounted for in the overall project budget. if multiple projects are run-
ning concurrently, highly skilled workers often need to be leveraged across 
several different tasks thus complicating the resource management chal-
lenge. personnel management is also about ensuring that the right people 
are available just as the task needs to begin. Having a project team member 
sit idle can add significant cost to the overhead of the organization—costs 
that are often not factored into project budgets.

in many cases, the school media specialist is responsible for a staff of 
paraprofessionals and/or multiple media center settings, each with its own 
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staff (Woolls, 2004). often, the paraprofessionals serve the facility while the 
media specialist is involved in other duties or is located in another build-
ing. This responsibility generates a need to manage the performance of other 
personnel (Morris, 2004). as a personnel manager, the media specialist must 
identify qualified individuals, oversee their performance, assist them in 
continual professional development, and provide them with motivation to 
engage in quality service. in addition, the media specialist is often charged 
with evaluating the staff (schmidt & rieck, 2000). Quality is achieved 
through having staff who are well trained and highly motivated to do the job 
right the first time (addison & Haig, 2006).

Program Management

There is sometimes confusion between the terms project and program 
management.

programs are mission driven, have greater duration, and usually contain 
multiple projects. projects are driven by specifications, have finite time 
limits, and result in a product, package, or service. project output exam-
ples include computer-based education systems, textbooks, and evaluation 
reports. projects share such common characteristics as a specified begin-
ning and ending point, a description of the expected outcomes, and speci-
fications for the deliverable products. (Branson, 1996, p. 303)

project management is considered to involve short-term undertakings 
without long-term authority (seels & richey, 1994), while program manage-
ment supports a long-term continuing program that is an integral part of the 
organization’s purpose.

Modern approaches to program management were perhaps best epito-
mized by the work of Crosby (1979). Crosby’s notion of zero defects suggested 
that the cost of finding and fixing errors is much greater than the cost of 
preventing errors from occurring in the first place. Crosby argued that we 
are conditioned to believe that it is alright to make errors. Hence, modern 
perspectives on program management have turned from a reactive, inspec-
tion-focused activity into a more proactive error avoiding activity. so quality 
performance is achieved through sound process. a quality performance is 
achieved through product and service offerings that are well understood and 
leverage common components as much as possible.

Marketing as a driver of program management. regarding the principle of 
continuous improvement, assessing the success of an instructional process 
has various facets. Measuring results begins with effective communication 
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among the key stakeholders—supervisors and line workers, school admin-
istrators and teachers, and so on. The key actors must agree upon who the 
customer is and how customer needs may be met (andreadis, 2006). in most 
businesses, sales and marketing activities are as vital to success as delivering 
the goods on time, on budget, and at the expected quality level. Fundamen-
tally, marketing and sales is about understanding the needs of customers and 
being able to align the value of the organization’s service or product offering 
to the customer. indeed any organizational entity that provides products or 
services to someone else, whether as a cost center or a profit center, must 
be concerned with understanding customer needs and shaping an offering 
that delivers value. Hence, as organizations today are becoming increasingly 
customer focused, the role of marketing is gaining in prominence. indeed, 
marketing is now seen as the key integrative function between the customer 
and the other major functions of the organization (Kotler, 2003). organiza-
tions that are not in sync with their customer’s needs are destined to fail. 
The stereotypical view of the used car salesman is a long way from the reality 
of the modern marketing organization. increasingly the business literature 
views sales as part of the marketing function within an organization (Bre-
thower, 2006).

The “four ps” is one of the most classic concepts in marketing. Product, 
price, place, and promotion define the major preoccupations of the market-
ing function within management. product is the most basic marketing-mix 
tool as it represents the organization’s tangible offer to the market. Whether 
the organization’s offering is a product or service, it needs to be concerned 
with shaping the offering in ways that resonate with the client. This means 
understanding customer needs and translating these needs into a product 
design, product features, and product quality that satisfy the customer. price 
is another critical marketing-mix tool that all service providers must be 
concerned with, regardless of the service providers positioning as a cost or 
profit center. price is the amount of money customers are prepared to pay 
for a particular service or product. price must be commensurate with the 
offer’s perceived value. if these are out of alignment, the customer will turn 
to another source. place includes the various kinds of activities an organiza-
tion undertakes to make its service or product available to its target custom-
ers. For internal service organizations, the issue of place is key, especially as 
the workplace becomes more and more distributed. in some cases, organi-
zations choose to work through intermediaries (channel partners). Finally, 
promotion speaks directly to positioning value for the customer. promotion 
entails a set of activities that communicate the offering to the customer in a 
way that is clear and compelling.
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Contemporary marketing theory suggests that there is value in looking at 
the four ps not from the seller’s perspective but from the customer’s perspec-
tive (lauterborn, 1991). in this view, the four ps become four Cs: 

4Ps: 4Cs:
product Customer needs and Wants
price Cost to the customer
place Convenience
promotion Communication

Woolls (2004) suggested that the media specialist must also consider ways 
to market the media center, both within the organization and to the larger 
community. often, because of reduced budgets, it is the role of the media 
specialist to market the media center to ensure its continued success. When 
funding is difficult, the media specialist must be creative in ways of manag-
ing the budget, but also in ways of finding additional resources to add to the 
media center.

Managing change as a part of program management. Built into quality man-
agement and leadership is the need to provide a vehicle for change. Change is 
an inevitable part of any organization—especially in today’s dynamic busi-
ness environment. “Change is highly complex; it is rarely unidimensional 
or unidirectional and can come from inside the organization as a result of 
an internally identified need or can be imposed on the organization as a 
result of external changes” (Malopinsky & osman, 2006, p. 39). Change 
management is practiced to ensure an organized and predicable transition 
occurs from one organizational state to another. Change management often 
involves organizational, job, and task redesign as well as training, coaching, 
and performance support.

To be fair, the role of manager needs to be described in terms of change agent. 
Ellsworth (2000) identified several characteristics of the change agent that can 
be interchangeable with the descriptions of a manager. among the character-
istics he described are visionary, guide, planner, and evaluator. as we look at 
the manager’s role in any organization, we see similar types of responsibilities. 
Clearly, a manager serves as the change agent within the organization.

performance management is a kind of human performance technology 
(schaffer & schmidt, 2006). performance management is practiced to ensure 
that members of an organization receive timely and corrective feedback on their 
work performances and that exemplary performance is suitably rewarded.
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Program evaluation in program management. program evaluation is another 
function within program management. Evaluation ensures that a specific 
program, service, or product line is delivering the value intended as well as 
to uncover any important unintended results. in some cases, program evalu-
ation is formative that is, the purpose of the evaluation is to diagnose prob-
lems and recommend changes during the development and testing phases.

also included in Woolls’ (2004) list of responsibilities for the media 
specialist was that of evaluation of product and process. The media spe-
cialist is responsible for continued assessment of the quality of the media 
center’s resources. This evaluation is generally expected to be reported on 
an annual basis. Further, the process or manner in which the media center 
is utilized by the clientele is also part of the evaluation cycle. not only are 
the circulation records important but also gathering information on the 
interaction with clients is essential to demonstrate the effectiveness of the 
media center.

Summary

Even though the role of a manager can cover the four levels described, mul-
tiple themes reoccur within each of the areas of responsibility. The role of 
being a change agent is a critical aspect within each of the spheres. This is 
the one place where the manager needs to display her or his innovative lead-
ership skills in order to move individuals toward innovative approaches. 
personal and budget issues are also a constant companion of any type of 
manager. The emphasis on the client is also a necessary consideration for all 
managers. The foundations of our profession are based on the belief that all 
work will be performed in an ethical manner that meets the high standards 
of the field of educational technology.

as has been discussed, there are many components to effective manage-
ment. The fundamental thread that is interwoven in all aspects of manage-
ment is the importance of evaluation. at all stages within a manager’s roles 
is the requirement that the instructional design product is aligned with the 
needs of the client. This is true whether the manager is function as a project 
manager, resource manager, performance manager, or program manager. 
Evaluation is an ongoing process that must be integrated into every phase 
of educational technology. With the current emphasis on alignment to stan-
dards and legislative guidelines, this process of alignment is even more criti-
cal than in the past.

Effective management and leadership are keys to the practice of an edu-
cational technologist. Technologists, by definition, work with others to solve 
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real-world problems. This work needs to be planned and delivered and the 
people doing the work need to be selected, supported, supervised, compen-
sated, and recognized. Educational technologists must effectively inter-
act with their customers and community stakeholders. This means clearly 
understanding the needs of customers and translating these needs into 
products and services that resonate in the marketplace. it means positioning 
the value of the product and services so that customers are willing to pay 
for them. and because educational technologists are often cast in the role 
of change agent, they must have the ability to lead effectively—to direct, to 
align, and to inspire.
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