DOCUMENT RESUNE |
ED 096 753 EA 006 427

TITLE Seven Crucial Issues in Education: Alternatives for
State Action.

INSTITUTION Fducation Comaission of the States, Denver, Colo.

PUB DATE May 67

NOTF 99p.; Papers presented at BEducation Commission of the
States Annual Meeting (1st, Denver, Colcrado, May
1967)

EDRS PRICE MF~$0.75 HC-$4.20 PLUS POSTAGE

DESCRIPTORS Decision Making; *Early Childhood Education;

FEducational Assessment; Educational Needs;

Educat ional Planning; *Educational Problems;
Evaluation Criteria: *Post Secondary Education; State
Action; State Departments of Education; State
Prograas; *Statewide Planning; Teacher Certification;
Teacher Retirement; Teacher Salaries; *Teacher
Welfare; Vocational Rducation

ABSTRACT

The seven issues discussed represent a consolidation
of the larger number of urgent educational problems that faced the
States in 1966, as well as those identified by the Steering Corzittee
of the Fducation Comamission of the States at a meeting in Deceaber of
tkat year. The issues were first assigned as paper discvssion topics,
the writing of which was delegated by the commission to outstanding
and competent educators. The papers and their autho:s are: (1)
Barbara Pinberq, "Six Years 0ld Is Tooc Late: Bow Cam Burly Childhood
Bducation Be Strergthened by the States?®™ (2) Lgsan A. Glenny,
wlong-Range Planning for State Educational Needas"; (3) Walter K.
Beggs, "Educators and Politicians: Respectivz Roles in
Decision-Making®; (4) Lloyd N. Morrisett, Sr., “Change and
Development in State Departments of Education®; (5) T. M. Stinnett,
vcriteria and Procedures for Regular Review of Teacher Salariss,
Certification and Retirement Plans®; a2ud (6) Norsan C. Harris,
vfducation Beyond the High School: Interrelation of Acadesic and
Vocational-Technical Education.® (r2athor/DN)




RN

B s it 7 4 e g v oA e be N

Tee DOCUMEN' «is BOEN WEPNO
LY EXAC Ty A wi Eawt O b ROA

NN
.‘r-\ feeg PERSON IR m N TATIGN URIG N
Lt T POINT o LA LS P NCON
e L S0 ND N L AN Y REENL
I W O S AL L
. art NF . be L L

SEVEN CRUCIAL [SSUES IN EDUCATION:

U3 DCPARTAENT OF HEALTH
T onar NSy ITuTE OF
' EOUCATION BEST coPY “VA‘UBLE
| ALTERNATIVES FOR STATE ACTION

4 -stion Commission of The States
Denver, Colorazis
tay 7, 8, and 2, 1407

A C06 427

L
LN




Foreword

A+ its December, 1965, meeting in New Orleans, the Steering
Committee of the Education Commission of the States identified a
number of urgent educational problems--"Action Targets," they were
cal led--currently facing the states. These ware significant problems
requiring exploration and clarification before rational action could
be taken by the states.

The seven lssues selected for discussion in the following papers
represent a consolidation of the targer number of "Action Targets"
identified a2t the New Orleans meeting. They are presented here for
discussion at the Denver meeting of the full Commission, discussion
which will lead to needed stafe action.

The writers of these seven papers were selected for their out-
standing experience and competence in their saveral! flelds, but were
giver a free hand to develop their ideas as they saw fit. Therefore,
while tne Commission presents these papers with a very real pride in
the experiness and creativity which they represent, it does not
necessarily endorse the positions taken by the authors. Any official
position taken by the Education Commission of the States must come,
of course, through the formal vote of the Commissioners.

--Wendelt H. Pierce
Executive Director.
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Should we begin to educate our children before they are six years old?
There are some persons in the United States today who argue that a child shouid
be ailowed to play freely and grow at his own pace during bis first six years.
Besides, they point out, he is tearning all the time--to walk, to talk, to under-

stand elementary cause and effect relationships, to recognize letters, numbers,
and other symbols. .

PsychologisTs and other scholars who favor early elucation reply that walting
until six may be all right for the middle-class child whose parents and environment
are constantly heiping him learn, but even the middie<ciass child's curiosity
may not be getting the optimum amount of intellectual nourishment. Certainly
that of many a disadvantaged child is not. There is a large body of evidence to
support this view. The Swiss psychologlist, Jean Piaget, who has studied the
development of children's ability to think, has observed that "The more a child sees
and hears, the more he wants to see and hear." American psychologist Benjamin Bloom
has concluded that the environment's averageé contribution to intellectual develop=
ment is 20 1.Q. points, one-half of which occurs by the age of four, two~thirds by
the age of six. Inasmuch as only 20 .Q. points separate a child considered mini-
mally educable from one who is believed to have the capacity for higher education,

what happens to a child in his first six years is, If one agrees with Bloom, all~
important.

We know that learning tan be enjoyable for childrea and that it need not be
physically, pachologically, or intellectually damaging, as some have feared. {n-
deed, some psychologists have shown that early learning produces happier, healthier
children. And there is evidence that early learners-=chtldiren who learn to read
at age four or five, for exampie-~retain for at least five years their lead over
children who start the same subject at age six.

In contrast, babies raised in orphanages without stimulating sights and sounds,
without opportunities to exercise outside the crib, and without anyone to talk
specifically to them are frequently late in tearning to use their visual and
auditory abilities and often do not learn to walk and talk until they are four or
five. Their thinking is impaired, too: Lev Vygotsky, a Russian psychologist, pointed
to the near impossibility of thinking, of forming ldeas, when one does not know the
words to refer to objects or actions.

Scientists' findings about early learning do not meen that every child should
be subjected to formal learning from day one or year one, nor do they mean that
children should begin school at age two or three. Their findings do tell us that
young children have a greater capacity for tearning t+han we have recognized, and
something about the stages of intellectual development through which they pass. We
know a variety of methods that will help them learn. We do need more research to
discover the limits of children's learning capacities, what different chiidren can
learn at different ages, and in what ways different ones. learn best.
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But while scientists and educators pursue these questions, the states have an:
unusual cpoortunity to contribute to our k.owledge about early ¢hildhood education by
trying nut a wide variety of programs that will test or demonstrate what we have dis-
covered to date. This paper describes some of the experimental programs that are
underway and suggests ideas for others. But there is no pattern that has yet been
cemonstrated to be the best one for your sters under the age of six. Although 71
percent of the nation's five-year-olds were enrolled in kindergarten or the first
grade in 1965-1966, only 16 percent of the four-year-olcs, dnd less than 5 percent
of the three-year-olds, were attending nursery school or kindergarten. The states
therefore have a great chance to work with cities, towns, and communities within munici-
palities to develop the programs that most closely meet the needs of their children and
the resources of their community. They can explore the resources that now go into
education, and what additional resources can be called upon. They can ask: Should
classrooms, teachers, and money be aliocated differently amoung the various levels
of education--preschool, elementary and secondary, cotlege and university? What
contributions can the federal government make?

Because education, if it is begun early enough, can prevent, or at least
partially correct, the retardation often associated with poverty, the new leaders In
early childhood education have conceirned themselvas first with helping make up for
+he environmental impoverishment of the disadvantaged, and second with increasing
the capacity of all children to learn. Yet James Coleman's report for the United
Shtes Office of Education, "Equal ity of Educational Opportunity,” the recent Civil
Rights Commission report, and experience in many classrooms show that socially and
economical Iy disadvantaged youngsters achieve more and have higher aspirations when
+hey share a classroom with more advantaged chiidren. Thus if pre-school-aged children
from both disadvantaged and middie-class homes can be brought together to tearn, the
disadvantaged children will learn more and their motivetion will be greater than if
. they learn alone; and middie-class children witl learn, too. - If we have to make 3
choice, however, there is no question that the nation should apply atl that it knows
about early learning to the disadvantaged first, and that they shoutd have first ce'l
on the. nation's classrooms, teachers, and funds.

Education and Day Care

To hetp the disadvantaged we need to cdevelop Two programs simultaneously:
education and day care. One-fourth of all the motners of children under the age of
six are now in the labor force. These women are the mothers of four mitlion pre=-
schoolers. According to Mary Keyserling, Director of the Women's Bureau of the
Department of Labor, economic need is what leads the great majority of women with
young children to work. Thousands of these women face the choice of either going on
wel fare so they can stay hcme with their children or working and leaving their children
often inadequately cared for. The nation's licensed day-care facilities can hold only
225,000 children; approximately 38,000 children are left totally uncared for while
their mothers work, and double that number are looked after by youngsters under the
age of 16. Another 600,000 spend the day in "tamily day care," often a nelghbor's
home, usually unlicensed, and in too many' instances a place that offers the child
neither toys nor any attention, barely a roof over his head. Thus, in many communi-
tiss, early education without day care will fall short of filling the needs of the
disadvantaged. And day care that does not provide education, foo, is a sadly

wasted opportunity.
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Two experimental centers are exploring the value of an education day-care pro-
gram for children who begin in one case at six months of age, in the ofher at
six weeks. Julius Richmond and Bettye Catdwel | in Syracuse, N.Y., and Haibert
Robinson in Chapel Hill, N.C., the initiafors of the programs for the under-one-
year-olds, want to find out what planned, systematic learning experiences can con-
tribute to the youngsters' total development: social, emotional, physical, and
intellectual. To obviate the possidle failure of the elementary schecal to follow
up on the children's preschool experience, the Chapel Hill School Boari has given an
elementary school to that project so that i+ can take chiidren through the sixth
gracs. This will provide an opportunity not only to learn how the children's pre-
school education affects their elementary school performance and their total
deve lopment, but atso to learn how the schools will have to change their programs to
take account of what the preschool-educated children know when they enter the first
grade. The more preschool education flourishes, the more e'!ementary school programs

will have to change.

Head Start, which represents a nation-wide, federal ly supported attempt to make
up The deficits in disadvantaged youngsters' learning, does not represent a single
method or curriculum for early childhood education. Children in Head Start programs
are learning--and not learning--a variety of skills taught in a number of ways.
Because only a very few, isolated programs have been subjected to systematic obs:rva-
+ion and evaluation, educators cannot compare the methods or curricula used or draw
valid judgments about their relative effectiveness. At least one study shows,
nowever, that unless gains in learning made in Head Start are followed up in he first
grace classroom, the children will lose whatever benefits they have derived. (It .s
for this reason that Congress now has before it a bill to authorize $135,000,000
for Operation Follow Through in elementary schools next year.)

Day-care programs that are willing to meet Head Start's criteria can obtain
Head Start funds. The combined programs would appear to offer an unusual chance fo
t+he states fo improved both the zare and education of their young children. Every
state might explore the establishment of three kinds of programs:

educational day-care centers for children between the ages of three and six,

the standard ages for day cere, and for children under three years old as well;

training programs for women who can run the centers, whether for five children
in their home or for many more in larger quarters;

a periodic consuitation-inspection service for all centers.

Ssace will undoubtedly be a probiem for larger groups, but many communities surely
have recreation centers, neighborhood organization, churches, and even armories
unusad on weekdays That, with a little imagination and some money, could be turned

into chitdren's cen*ers.

Parental Influence

| anyone every doubted the parents' role in children's learning, Head Start,
current research, and observation all demonstrate the importance of parents' under-
stansing, support, and help. Desire is not enough. The parents of poor Negro and
¢$~2nish-speaking children certainly want their children to have a chance for a good
life when they grow up, justas middle-class Anglo-Saxon and Jewish parents do. But
the poverty-stricken, uneducated parent often does not - know how to help his child
tax2 advantage of the available resources, such as the public tibrary (many of which
n-. kave children's sections). They may even unconsciously undermine the best

etfsrts of the best teacher. A psychologist studying parents' influence on their
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chiidren's education tells about the poor, determined mother who was sending her
child to Head Start. One day, while the psvchologist was visiting the mother, the
ooy was so obstreperous that the mother finally threatened to punish him by making
him read, rather than permitting him to play. Despite her good intentions, this
mother's "punishment" could spoil reading for her son -- for either learning or
anjoyment,

The importance of parents' attitudes and actions to thelr children's learning
was pointed up by James Coleman, whose study for the U.S. Office of Education of the
equality of educational opportunity reports that differences in the home and class
background seem to affect a child's achievement in school more than differences in
the schools. Even before Coleman's study, psychologists and educators believed this
to be true, especially for young children. Susan Gray at George Peabody College was
one of the first to experiment with home learning programs for the very young. She
believes that disadvantaged three-year-olds who attend nursery school and whose
mothers come to the school once a week to learn techniques of helping their children
will learn more, and learn it earlier, than those whose mothers do not come to the
school. So, she suspects, will their younger brothers and sisters.

A young psyci-ologist in Washington, D. C. has recruited and trained "visiting
tutors" (mothers whose children are in schoo!) to go the homes of disadvantaged
children between the ages of 14 months and three years. For one hour gach day, these
tutors play with tbe children and talk and read to them, using language as much as
possible and encouraging the children to talk.

Robert Hess, at the University of Chicago, has pinpointed the mother's teaching
sty'e with her child as the crucial factor in a chitd's learning., |f two mothers
are asked to teach their children to sort a variety of small objects by cotlor, the
child whose mother explains the purpose of the "game" to him and how to go about it
sill complete the task correctly himself. A child whose mother only directs him,
"put that here; put that over there," without even naming "that" or itfs signi ficant
quality--color--will not understand the t+ask and will not tearn anything from it=~-
names of colors, names of objects (car, wagon, chair, etc.), or the principles of
classification or categorization. The mother is the preschooi child's principal
source of information and interpretation; if she cannot help her child fearn the symbols
of communication, relationship, and thought, nor interpret the organization of the
chitd's environment and elementary rules of social intercourse 1o him, be will be
stranded on an island of non-meaning.

The Denver Public Schools several years ago responded to the interasts of Denver
parants who wanted to help their children learn to read, but who did not know how.
With the aid of two reading experts, the Schools produced an instructional program
(available on both videutape and films) and a manual for parents. The program is
designed to guide them in responding to their children's interest in reading, to
avoid their "pushing" their children before they are ready to read, and to relax
+hose parents ‘who think their children "slow" in their progress toward reading;

At the conclusion of the exverimental period of the project, Denver reported that more
tnan 85 percent of the parents felt that the method was good. Their children made
significant gains in learnin g to read. The teievision series has now been shown af
least once in more than 3C other areas of the United States, and thousands of other
sarents outside those viewing areas have purchased the manuals, indicating their interest
in relping treir children learn,

Such programs for parents, which become "home starts" for their chiidren, offer
FRIC 2 number of different opportunities for states and communities. The range of
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possizle programs includes having the mothers visit the school one day a week for
instr_cTion and observation; evening sessions once a week for both parents; sending
visiting teachers to each child's home to work with the child only or with both mother
and cnild; having visiting teachers go to homes where four or five children gather
~ith or without their mothers. These programs can begin when the children are as
yourg as six weeks and continue until the child is old enough for whatevar step the
cormmnity provides next-=nursery school, kindergarten, or the first grade. B8y the
time the child is three, good television programming for children might take much
of tr2 load from the visiting teacher; television could also provide weekly instruction.
and couseling to the parents in their home. -

Programs for parents can also present some attractive benefits to states and
communities. Such programs do not require scarce and expensive classrooms. A few
well-trained teachers can train a large number of women as "visiting teachers"
to go into the homes. A visiting teacher who spent up to an hour in each home could
see at least four or five children in a full day, and if the children were gathered
in groups she might see 20 or even 25 in a day. The children would have the benetit
of incividual or small-group attention; the visiting teachers, who might be high
school dropouts or college graduates, would reach as many children as a teacher in
a nursery school but cost far less. Employing as visit.ng teachers women who are
on relief or otherwise unemployed would add to the extremely timited supply of nursery
schecol and kindergarten teachers, and-it would 2t the sume time provide a career,
earning capacity, and a new sense of self respect for the visiting teachers.

Schest Programs

Schoal programs for under-six-year-olds have employed many experimental approaches.
Vount Yernon, N.Y., has set up @ nursery school for three-and four-year-olds to which

"mot-2rs bring their children daily for one hour. A teacher, teacher frainee, and

assistant teacher using Montessori and other self-teaching materials give indivi-
dualizaed instruction to 12 to I5 children at a time. With five shifts of children
ever; day, they can heip 60 to 75 children daily.

In New York, Martin Deutsch, a pioneer in preschool enrichment education for
disedvantaged youngsters, has aoded to the basic nursery school program special stress
on t-e cevelopment of language, concept formation, and perceptual discrimiaation.
4is 3cal is to bring deprived children to the level of school readiness their middlie-
class peers enjoy.

A Jacksonville, Florida, kindergarten concentrates almost enrirely on the same
ar223 as Deutsch and on a child's perception of his physical size .\nd coordination,
all in a carefully sequenced curriculum. The teacher and her assistant usual ly work
at 2 civen task with four children at a time, regrouping the children weekly according
te t~2ir individual rates of progress. ‘

£.t Carl Bereiter and Siegfried Engeimann at the University of Illinois, argue
that "~ere enrichment of experience is not sufficient to enable the culturally de-
~ri.2z child to ovarcome his backwardness in skills necessary for tater academic
s.c2:55."  Instead, They have selected "specific and significant educational objectives

-2 te~ching them in the most direct manner possible."” Their educational ob jectives

anz 2-e

fzc.ze2 on the processes necessary for logical thinking, led them fo concentrate on
t-rz: Zov%ent areas: language, reading, and arithmetic., The teachers, each of whom
h2z z-zzialized in one of the three areas, take four or five children at a time through
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a fast-paced drill, requiring the full participation of every child throughout the -
15 or 20 minute session. While acquiring information, these four-and five-year-
olds are learning the techniques of problem solving--using what they know to find
the answer to what they don't know.

Providing school programs seems the most natural course for a state or community
to follow, since the precedent has been established and the administrative machinery
is already set up. Whatever the organization of the program, however, the content
and method of instruction will still be the keys to the child's learning.

Talevision

Another medium of instruction, much discussed but not yet tried or tested systematically,
is television. Although little has been done to plumb the possibiiities of this
medium, it perhaps offers the most promising possibilities for presenting top-
quality educational entertainment and planned learning experiences to large numbers
of children. At present television programs can Involve the viewer by leading him
to participate while watching or afterward. Through technological evolution it may
eventually be possible to engage a child in a kind of dialogue with the set. The
child might watch at home, in a day-care center, Head Start classroom, cooperative
nursery group in a home or apartment, or an apartment house recreation room. if a
group watched together, they mjight be joined once a week by 3 visiting teacher who
would bring related materials, show the children and mothers what they cen do with
them, and at the same time gather responses to the program. Once a week parents of
preschoolers could watch a show previewing the coming week's programs and dealing
with educationa!l ideas, child care, and problems and topics of interest to them.

Television programs, which can be state-initiated, offer an advantage no other
program can: they can be transported, by means of videotape, to every other state
in The union. Educational television can now reach approximately two-thirds of the
population of the United States, and it is still expanding. Although it might cost
as much as.$3 or $4 miilion per year to produce a really first-rate, one hour daily
program for young children and a half~hour weekly program for parents, only three
years of programming would be required, since the programs could be used over and
over again. States could use federal monies from Title itl of th2 Elementary and
Secondary Education Act for this purpose, alone or together with other states, plus
their own contributions. The programming itself must be good, however, or it will
offer nothing more than is now available.

The State's Choice

These examples of programs only begin to suggest +h» possibilities for nuriuring
the intellectual growth of young children, as well as their socfal, emotional, and
physical growth. The possible organizational arrangements for preschool education
include elements that may be used single or in combination. For children at home,
there are parent training programs, cooperative play groups, visiting teachers, and
telsvision. For homes with missing mothers, working mothers, harrassed mothers, and
. sther mothers who need i+, every community ought to have good educational day care.
IT might take the form of what one writer has called "nursery-mats": neighborhocod
children's centers where a child could be left for an hour or all day, occasionally
or regularly, and get both educational experiences and care. Educational day care
might be a company-related, parent-run center for the children of the employess and
community. Whatever the program, it should provide more than shelter and custody.
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A+ minimum there should be educationa: toys (such as the Montessori materials),

paper and p~ste, crayons, books, song and story records, and adults who encourage

the use of language as well as make a cheerful, warm, and attractive children's

center. Between the home program and all-~day center lie the shorter, usually hal {-

cay group programs for learning, which may combine features of the other two--television
parent training, and service as a nursery-mat, for exampie.

No one should timit his Iimagination to these suggestions for early learning
programs, though. In fact we might envision a community child-service centar that
woulc provide all the services im portant to a preschooler's growth and development:
post-natal and pediatric medical care, child psychoiogists, nutritional con-
sul tation and assistance (including meals for at least those in education and day-
care programs), parent training, nursery school, day care, 2 children's library,
music and art training, and supervised recreation.

Administration

Key factors in any progrem will be its administrative base and financial support.
Early learning programs might be under the auspices of the public schools, separate
pdl ic and/or private early childhood education agencies, or many community agencies.
Any organizational framework, of course, only furnishes the setting in which the
content of the program is offered. The content may range from relatively free play
to highly academic, tightly structured instruction waich is planned, sequenced, and
systematic. The administrative structure should encourage flexibility, adaptation
+o the needs of the children, continual evaluation of the curriculum and the discarding
of any ideas, prccedures, or content that do not prove valuzblie for the children.

The program should not become fixed in any pattern or difficuli to change.

The administrative organization shouid also provide for close consultation with _
the primary schools in which the children will enroll, so that the schools can be
prepared to build on the child's early experience. For this reason, cities in which
a nurdar of .agencies are conducting preschool programs might consider establishing
a counclt of preschool programs to foster communication among them and between them
and the schools.

Though less attention has been paid to the possible ratios of teachers and
other adults to children, this too is an area for experimentation and flexibility.
Tharz are in the United States and other countries very successful classroom programs
for Three-to-five-year olds, In which the ratio of adults to children is only one
teac~sr to 25 or 30 youngsters. In contrast Head Start and meny other early tearning
programs require one teacher and one teacher aide for every I5 children. Inside
and outside the classroom we can undoubted!y find ways *o capitalize on the increasing
nurber of mothers who want to work when their children are in school. For mothers
who are receiving Aid for Dependent Children, and for many others, too, helping young _
chilcran learn would provide income and the satisfaction of making a contribution to
sociaty. And these women can help a far larger number of children Than can possibly
be aiza2 if we rely solely on the meager supply of college-trained teachers who are
or wilt te available in the next decade.

What ‘eext?

Secause the field of early learning is open, indeed in need of flexibility,
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experimentation, and receptivity to new ideas and arrangements, state governments
have an opportunity to l2ad the way. Working wit. municipal and private agencies,
educational institutions and interested citizens, they can take the lead in studying
community needs, resources, and goals. They can set guidelines for space, sanitation,
nutrition, health, training, and care that will protest children and encourage high
standards but without inhibiting experimentation (as would prohibitions against group
care for children younger than a certain age and some regulations concerning the
earnings of welfare recipients). They can encourage federal support of a variety

of programs: day-care for ADC mothers' children, for instance; operning Head Start
programs to all children (using other funds for the non-disadvantaged children);
nutritional assistance; pre-service and in-service training programs for teachers,
assistants, and aides; experimantation with television for children and parents;

home start programs; and year-round programs that will efficiently and economically
use schools and other facilities suitable for education in many ways and for many
more hours than is now the practice.

Specific questions that state officials ought to examine include:

what are the needs of the young children in the state's communities? How should
they be classified into target populations, and what should be the priorities for
early educational attention?

How should the state use its funds, personnel, and classrooms? What should it
encourage municipalities to do, and how?

How should funding be provided for children's programs? For the training of
teachers, aides, and parents?

Under what auspices should child development programs and services be offered:
through the education systems? Health acministrations? A new children's agency?
Federations of private and public agencies?

Should the state encourage a variety of approaches to solving similar problems
to see what programs or elements are most effective? Or should similar problems be
attacked by similar approaches? :

How can the state coordinate all child-related services and facilities for the
maximum benefit of children? For most effective and efficient use of the resources?

For training purposes?

How can the state, given the totality of its resources, contribute not only fo

the total development of its own children, but aiso to our knowledge about how children
develop? Might some state, for example, sponsor the creation of a first-rate children's

television program which, if successful, could be offered to educational stations
throughout the nation? Could another state undertake a state-wide trial of parent

education?

In short, the states have a great opportunity to experimant. Monumental programs
can make monumental mistakes, and in the still largely unexplored field of early
chitdhood learning, such a mistake would be a national tragedy. The public demand
for programs for young children is growing rapidly, however. More than half the
states already have public kindergarten programs; education officers of ten states
that do not recently met to discuss what their states shouid do. [n an area where
so much is to be done, and will be done, the initiative by states to try new ways,

t. gain expcrience on 2 small scale first, and to share that experience with the
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states can contribute greatiy to the future of education
ure of this nation's commitmenr~ to give each man

and use the best that is in him.
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Task force and master plan teams are increasingly at work throughout the United
+atas in refation to both the common schools and higher education. Dozens of new
~ians zppear each war. Some cover only a few matters, others are comprehensive.

why are the political as well as school and college leaders so much more concerned
ascut iong-range planning now +han in previous years?

The first reason is that the number of students entering the elementary and
secondary school systems began to increase rapidly in the early 1950's as a result
of the post-war bulge in the birth rate. Over the years these enrol lments appeared
at successively higher grade levels until the niddle 1960's when the youth reached
col lege age. Because common school education is funded primarily by local school
cistricts rather than by the state, the large numbers of students in the common
scacols have caused state authorities less financial concern than collegiate enroll-

ments.

\ow in the late 60's, we find the local school people asserting that local dis-
+ricts are poorly equipped to plan and tc pay. They demand that the state furnish
vastly greater sums of money and many additional services for elementary and

seccndary education.

This renewed pressure comes at the same +ime the state is pressed to finmnce

and improve the burgeoning higher educational enterprise.

The states find higher education problems tougher than those of the common
schcols for the sinphke reason that financing public colleges and universities usually
§alls more directly on the state. The funding problem became increasingly serious
from 1955 to 1964 as higher education doubled its enrol Iments. Now new projections
o¢ +the U.S. Office of Education indicate that there will be another doubiing of en-
rol iments from 1963 to 1975, This doubling and redoubling results not only from the
i~creased numbers of college-age youth but also because a greater proportion of young
psople attend coliege and stay in college longer than previously. The number of dJdollars
resuired to support higher education will vary among the states depending on the

~urber of students and many social and economic factors. Every state, however, is
already confronted with the almost insurmountable problem of financing.

Moreover, rising costs are not confined to enrollment increases. Equally importan:
is -he proliferation of high cost biological, natural science, engineering and other
ssecializations, particularly at the graduate and professional levds. Graduate en-
ral iments now increase at an even more rapid rate than undergraduate enrol iments.

-2 L. §. Senate Committee on Labor and Public Welfare recently predicted graduate

neegas for.?he nation:

vocational and technical schools, business and

incustry are requireing their professional employees to have some postgraduate
a4.~3aticn. Ten years ago, there were about 240,000 students enrolled in graduate
sarncol; tast September, fthere were 570,000. By 1971, it is expected that there will
-2 zimost 1.1 million students in graduate schools across the country.'*

"increasingly, colleges,

th in number and size of graduate

To keep pace with his extraordinary grow
pidly give way to state col leges and

crcgrams, single purpose teachers colleges ra

*-izrer zducaTion Amendments of 1966, Report No. 1677, October 5, 1966.
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finally to universities with graduate schools. Institutions formerly devoted primarily
+o instruction now undertake, also, research and public service. These aspiring
colleges look to the léading public universities as their model, each hoping to become
the Michigan State University of its particular state. Many of these emerging la-
stitutions chal lenge the major public university for graduate and professional pro-
grams and for funds in the halls of the state capitols. Competition is intense.

With these two developments resulting from the influx of post-war babies into
both the common schools and colleges, the state feels obligated to plan for both
levels of education. Such planning must proaeed even though the number of children
in the first grade will show a decline by 1972. The deciining birth rate will not be
reflected in the high school for another nine years thereafter or in the col lege for
another twelve years. By that time, however, other factors associated with the ex-
plosion of kncwledge, the extensior of educational cpportunity to large segments of the
population not reached currently, and imminent improvements through new media of
instruction will increase costs of education. Hence, knowledge that the birth rate
is dropping provides little solace for this generation of legislators and governors.
Their problems will continue to be aggravated for the foreseeable futurs.

The quandary in some states is Intensified by growing competition baiween the
common schools and higher education for state funds. The common schools receive .
moderate increases in state aid compared to the more rapidiy mounting appropriations
for higher education.

A dimension of education, not directly related to numbers of students, which now
requires the attention of politi-.al leaders in every state is the growing concern of
parents and students with the quality of education. in almost universal demand are
more highly qualified teachers; curriculum revisions; additional educational services;
better textbooks, libraries and teaching aids; new language and science laboratories;
and computerized equipment for instruction. :

As a result of these Intensify :y pressures, governors and legislators are asking
chal lenging questions.

what should be the states responsibility in relation to the expanding curriculums
and services of the common schoois? To what extent should the state control and finance
their programs? How can the state provide a sufficient number of ecucational places
for new students? How can the state determine uhich colleges should become full-
fledged universities and which should cevelop different roles and functions? What
types and extent of research and public service activities are appropriate for each
campus? Where should new colleges or new types of institutions be developed? What
level of financing is really required for each campus tfo maintain a quality program?

Faced with the necessity of answering such complex questions, the legis~
jature and the governor turn to long-range planning as a basis for shaping sound
public pelicy. That king of planning, when properly conducted and implemented
in some states, has provided some of the answers.

Machinery for Planning

A 11ttle known phenomenon is that the organization for obtaining data, making
analyses, and formulating recommendations may ultimately determine the success of a
long-range plan. Because means assume such importance, great care must be exercised
in selecting the proper approach for conducting the plan. No single approach in all
of its detail is likely to be appropriate for more than 3 single sfate. The process

should be tailor-made. However, three general approaches can be identified. De-
ending on circumstances in particular states, these methods have decided disadvantages
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as weil as advantages. The form most advantageous to a state needs to be assessed in
terms of political attitudes, general parochialism, educationai perspective and
available state resources.

The traditional planning method in education has been to employ out-of-state
consultants from either a commercia, firm or from educational Instifutions to gather
the data and construct a plan. A second and more recent organizational method assigns
the planning task 1o a permanent council or board which may later also be charged with
implementing the plan. A varient of this second means is fto thrust planning res-
ponsibilities on an ad hoc team of in-state experts (often voluntary) drawn from
col leges and universities, from profesnional educational associations and from govern-
ment, industry and the general citizen.y. Still a third approach utilizes both :the
outside consultant and the in-state expert in the planning organization in an attempt
to draw upon the strengths of both approaches.

The chief advantage in employing outside experts is their impartiality in
treating sensitive issues on which emotions are running high. At the same time,
from broad experience in many states, they provide fresh perspectives which may serve
to further solutions on controversial issues. Such experiences may even provide

" several alternative solutions all appropriate for your state.

OQutside experts may also bring decided disadvantages in that the persons who
develco the plan have no responsibility for implementin g it or for subsequent con-
sequences. |In other words, there is no respon sibility for follow-through. Those
of us who occasionally do such work are at times referred to as "horseback surveyors"
and the appellation is not entirely inappropriate. Another important disadvantage is
t+hat some outside consultants may arrive at "standard" or "pat" solutions which re-
ftect little afftention fo substantive differences in history, .
culture and economy between your state and another. In some cases, one experienced
in these matters can almost predict the mamor recommendations by identifying the -out-
side consultant who is to formulate the plan. These universal solutions may not ve
entirely workable in your state unless experienced in-state people later adapt them

+o local conditions.

Cn the other hand, use of in-state experts and volunteers also has its meritfs
and limitations. On the positive side, these persons may be intimately acquainted
with +he history of education, its mores and institutions along with knowledge of
the political system and powgr structure of the state. These factors, with all their
subtleties, may in the end be determinative of whether a plan is appropriate and

acceptable.

Bayond these advantages, the in-state planning process often brings info cor-
frontaticn and dialog, hostile administrators and faculty members who would not other-
wise confer with each other. For the first time faculty members involved hear the
story of the ofher side and may realize that "truth" is not always an exclusive asset
of their own institutions. The in=-state or sel f-survey also provides a cathartic
exparience. People get a lot off their chests while learning to accept and understend
opposing viewpoints. Intense involvement by leading educators and citizens provides .
commitment and thus a base for acceptance of the completed plan. In addition, the
¢coza~s of ~instate experts who become involved may provide a broader base of judgmenf
anc reflection than that of a limited number of outside experts.
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The principal disadvantage of in-state persons is their probable bias on the
major controversial issues. These people, too, may have a pre-set solution prior
+o further research and study of the issue. Such biases may pre-commit the plan
to one side of a long-standing issue without attempting to apply new perspectives.
or knowl&dge

Beyond a built-in bias, in-state persons may lack knowledge of alternatives
successful in other states. |t is amazing the amount of misconception and misin-
formation which wel l-educated professionals (also political leaders) hold in relation
to educational systems and practices in other states. A further disadvantage of in-
state nersons is their sensitivity and susceptibility to persons and personal ities
rather than commitment to more ideal long-range solutions. Not infrequently recommenda-
tions proposed save someone's face or preserve someone's empire. Naturally judicious
sensitivity toward persons must be present in order to arrive at realistic decisions,
but the effectiveness of some state planning has been destroyed by this tendency.

The third approach to organization for master planning and one which is becoming
increasingly popular relies on a permanent board with a professional staff from within
the state which, in turn, employs special consultants both from in and out-of-state,
to aid on particular problems. With the major work carried on by committees of in-
stitutional and citizen experts, outside consultants are employed for short but
particularly appropriate periods of time, most often on highly special ized phases
of planning such as business or financial arrangements, physical facilities or
equipment, auxiliary enterprises, and new technologies or systems. By this device
the advantages of both in-state and out-of state experts may be gained and disad-
vantages ameliorated.

The particular procedure which is selected in your state must be chosen with
care. In soma states legislators and citizens groups appear not to have confidence:
in proposals in which outsiders are involved, other states have the opposite reputation
of accepting only solutions which are not contaminated by participation of in-state
educational leaders. While these parochial attitudes may seem archaic, one must
remember that in the American political process a plan may not be accepted on its
intrinsic merit alone. Thus the"right" procedure must precede a "right" plan.

_ Also, there are a few cautions which should be observed by states without prior
planning experience: :

(1) Too many plans are undertaken without realization of adequate planning
funds and staff. As a result, extensive studies and background information
to determine facts necessary for sound decisions may be lacking.

(2) Another pitfall is to select the wrong type of people to head the planning.
Many intelligent persons, without planning experience, are unable to detect
fallacious data, poor methodology, and phonies among the participants. In
other words, technical knowledge and competence is necescary, as well as
organizing and administrative ability.

(3) TJoo frequentiy unrealistic time limits are imposed upon the study at
the start so that the staff studies, deliverations, airing of recommendations,
and public hearings must be compressed info an incredibly short period.
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Master Planning Features

The characteristics which distinguish a master plan from most state surveys are
the variety of subjects studies; the volume of data collected; the depth of analyses;
the integration of programs, budgets, and building priorities to provide a unity
of purpose; the full inclusion of the nonpublic institutions; and the means for step-
by-step implementation of the plan, with simultaneous review and revision leading
to fulfillment of major goals. .

The major features of higher education master plans are too nunissous fo list
in great detail, but generally they will emphasize: . £

I. The development of colleges to serve commuter students, primarily two-
year institutions, but also new four-year college and university campuses.

2. Consideration of junior colleges where they exist as an integral part cf
higher education, thus providing them new status and more state aid and supervision.

3. Means for providing programs for the disadvantaged and for Improving the
qual ity and number of technical and semi-technical programs. S~
i
4. The stimulation of graduate, professional, research, and specialized under-
graduate programs, and the organizational means for controlling their proliferation
in t.e several pudlic institutions in order to achieve maximum use of.fesources
at minimum costs. "’

5. The regulation of admission standards and tuition rates to funnel students
into desired type. of institutions and programs.

6. A system for developing project priorities in capital construction among
institutions and campuses.

7. lIncreased utilization of physical plant by scheduling late afterncon and
evening hours and year-round operations.

8. An improved system for reviewing operational budgets leading 1o a unified o
and orderly presentaticn to the legislature and governor for appropriation requests.

9, The need to increase the supply and competence of faculty members, make
better use of those most competent, and increase their productivity and effectiveness
through various new instructional media.

10. Greater cooperative effort among all institutions, public and nonpublic,
and continued planning to up-date and revise the master plan.

Plans typically place increased reliance on two-year colleges to meet the surge
of nex enroliments, atfemgt to divert students normally projected for entry into state
senior institutions into the two-year colleges, and provide extension of graduate and
professional work only under controlled conditions. Many plans call for admission
stancards, minimum tuition fees, program control, greater state aid to junior
collages, and a coordinating agency as means for achieving the main planning goals.
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The two phates of the lllinois Master Plan required twenty-one separate statis-
tical and/or advisory studies to support it. This volume of back-up study is becoming
Tyaical of the new planning process. Plans now formulate and recommend major public
policy decisions only after thorough fact-findi .g and review, involving scores of
<~=-jalists and citizens. Most often an inventory is made of the programs and functions
p2rformed; the costs involved; the potential enroillimenis at various levess; the ability
lavals and other characteristics of students; the availability and quatity of faculty
anc¢ facilities for insturction and research; the attendance rates Dby college-goin g
youfh in various sections of the state; and other data on finances, organization,
anc operations of the states' institutions.

Although most master plans deal with these common features they vary greatly
in the scope and depth of study achieved and in the amount of change recomsended.
Some rather critical questions must be answered either at the outset or prior to
formulation of final recommendatiors:

. How much change can be proposed in a statewide plan and be implemented
successfully? s it better to limit the plan fo a few gessentials or cover the water-
frcnt? What are the practicable limits of achievable change?

2. How short or long-range shosid the plan be? Should i1 extent to a 5, 10,
I5 year period? What are the safe limits for projections? uhat are the motivating
elements of a short-term vs. long-range plan?

3. How much exposure should be given 2 drafted master plan before attempting
final approval? To what extent shoutld the plan be subjected to institutional negotia-
tTicn, public hearings, and prior exposure to governmental officials, including legis-
lators in order to weed out the impractical, faulty and unschievable proposals?

4. To what extent can a plan become a "package deal"? How do you prevent a
sersitively balanced and finely adjusted plan from being dissected and mutitated in
the oclitical process of approval? |Is it realistic To ask a legislature to accept all
of a plan or none of it?

5. How much “reality" should be exposed in a pian? Should the bald finencial
facts, for example, which may frighten the governor and legislature be given or should
they be minimized in order not fo jeopardize the plan? How much honesty is required,
even though sel f-defeating?

The answers'to these perplexing questions will and must vary from state to statfe

and ~ill depend upon existing conditions in the educational system, political and
eccnomic realities and the skill of the professional planners.

implementation of Planning

One can see from the number and complexity of factors emphasized in a master
plan that ifs imolementation becomes no easy matter. Many of the factors are closely
inverralated. for example, plans which promote definite sizes, functions, and time
573103 for dovalocment of institutions will require the involvement of the several
¢iffzrent state agencies which administer institutions, construct buildings, and
§ina~ze operations. Depending on existing state machinery, implementation of a plan
ra, require participation by a stafe building commission, 2 scholarship commission,
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s higher aducation coordinating agency, the several boards governing the colleges

and universities, and department of education plus the executive and legistative
staffs which may review, pre-audit, and approve specific expenditures and activities.
The completed master plan most likely will contain elements which require stetutory
a~tion and appropriations. Because of fthe involvement of so many different agencies,
aach with its own traditions and objectives, the adoption and implementation of a
comprehensive master plan is an extremely difficult and hazardous process.

It is at this point that many, if not most, plans fail. Plans are not self-
anforcing or fulfilling any more than other activities of government. Concerted
effort and coordination among the public agencies is essential in order to overcome
+ne myriad of obstacles that confront the plan's objectives. Failure can normally
ne attrisuted to the lack of a single state agency or group fully respon sible for
keeping the planning elements intermeshed and all moving toward final objectives.
Moreover, most, if not atl, plans properiy set forth broad guidelines to which de=-
tails and supporting regulations may be added. Some agency needs to be assigned

+hat responsibility.

Beyond need for coordination among regular state agencies, the fact that the
federal governenment no provides large sums of money for higher educational purposes
raises other coordinative complications. Some federal grant programs are administered
through state commissions especially established for these particuiar programs.
still other grants are made directly from Washington To the colleges and universi-
ties without review or control by any state agency. Real problems arise if federal
grants are made to institutions for which the state master plan has established
objectives di fferent from, or contrary to, those which are supported by federal
fungs. For example, building construction money may be awarded to @ college or
junior college which is so small or so poorly located that ptans calt for it to be
consol idated or dissolved. Or, money may be provided directly for graduate instruc-
+ion and builgings in academic areas or at levels of iustruction not assigned or
plannec for the particular institution. Also, these federal sources of funds are
not always accounted for, or appropriated by, the state government. Under master
planning some -institutions may need these federal supplementary funds while others,

which are eligible to apply, may not.

Thase and nany other problems require, in implementing the state master plan,
outright merger or very close coordination of those state agencies which administer

feceral grants to .the colleges and universities.

Tha primary means devised by the states to overcome both state and federal
administrative obstacles to the efficient implementation of a bhigher education master
plzn is the creation of a higher education coordinating board, or councit. In
asdi+*ion to planning, such boards are assigned legal responsibitity for approving
the cevelopment of new educational and research programs and for making recommenda-
ticns to the governor and jegistature on the capital and operating budgets of the

state colleges and universities.

Over 20 states have now established such coordinating boards to be the

e otate in relation to all higher education. The
roval, budget review and other powers in order *o

ing becomes a continuous activity

~rirar, planning zgency for to
aze~ly exercises its program app
i~~lerent the master plan. Thus the process of plann
ravhzr than a series of separate and often unrelated episodes.
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The importance of maintaining such planning continuity can hardiy be overstated.
The social and econemic conditions which require certain recommendations at a parti-
cular time are in a constant state of flux and, unfortunately, do not wait five or
ten years for the fulfiliment of a plan. |If planning.goals are broadly stated, the
coordinating agency is able to exercise discretion in filling in the administrative
details through its own rule making and review powers. I social changes require
di fferent master plan concepts, the board may carry through with new or revised
recommendations to the legislature and governor.

From state to state the newly established coordinating board or council varies
widely in its composition and powers. Some have only adviscry powers which may be
sufficient to develop a master pian but too weak to implement it. Others have final
authority on several important matters, particularly the more recently established
boards composed either of a majority or a totality of citizen members not directly
connected with any college or university. State legislators and governors are
delegating increased powers to such boards for the expansion and welfare of the state
higher education com plex.

Too, with an officially adopted master plan which appropriately provides for
a rational development of the various types of institutions, the coordinating agency
and the state government have a basis for evaluating current operation and capital
budget requests and for estimating fuiture financial requirements. Since higher
education relies heavily on the state's general fund, lorgrange financial estimates
allow the state lead-time in planning for uvver-ail state fiscal needs, bond issues,
and changes in tax rates and structure. As the plan is reappraised continuously
and subject to amendment to/meet changing conditions it provides an impelling force
for colleges and universities to achieve greater qual ity and to become more efficient
and more effective.

Conclusion

Thus one can conclude thzt the necessity for educational master planning has beccome
almost universally accepted. The general content and objectives to be achieved in
such planning are also subject to liftle disagreement. The choices made in how to

organize and conduct a plan may ultimately determine its practicality anc acceptability.
The solutions recommended in a plan may in fact, have been made by choice of machinery
for study and recommendation. Finally, no matter how wel | conceived or developed,

a master plan requires a patron board or council to seek coordination of the pertinent
government agencies in order to achieve its long-range goals and objectives. It is
failure in implementation rather than in formulation which spells disaster to most
plans.

Lyman A. Glenny
Porit 17, 1967
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During a tour of the Federal Republic of West Germany in the summer of 1962,
the Senator for Education in Bavaria asked me a question which, on first glance,
appears To be fairly simple. "How are educational decisions reached in the United

States?”

But, when | tried to answer him t very quickly found mysel f countering with
other questions such as -- "Wwhat level are you referring to? Do you mean policy
decisions or operational decisions, decisions about structure and finance, decisions
apout curricuium, about facilities, about personnel policies?" Finally, I wourd
up with this gem =~ "I really can't answer your question until you understand the
evolution and the very intricate nature of education and educational processes in
the United States." As | recall, he rodded and observed "1t's something |ike that
here, also." 1'm sure the conversation ended with my stature considerably diminished,
and him no more knowledgable and probably more confused than when he first asked

+he question.

And yet, this is a question that we should be constantly asking ourselves.
Actual ly, educational decisions are not reached or made in the strict sense of the
terms. They are processed and fabricated--evolved from a sort of intfricate system
of consensus, in vhich thousands of people, and many forces plan, various roles.

There is, however, a definable framework in which the process operates. Educa-
+ional policy, generally, is the responsibility of the whole body politic, stated
in constitutional provisions for an educational system or systems. The creation of
such systems, and the control mechanism for the operation of the schools, are spelled
out by fthe electsd representatives of the people. Presumably, because of the fear
of powarful federal control, the final responsibilify for educational decisions has
been placed at the state tevel. The federal constitution does not mention education
as such and alludes to it only indirectly in the implied clause of the 10th Amendment.
Hence, the states have become the king pins in the educational structure. The basic

definitions are in the state constitutions. The original statutory provisions were
enacted by state legislatures. Over the years occasionally these have been revised,

changed, refined, fought over and not infrequently have resulted in considerable

confusion and ambiguity. The whole process might have deteriorated into chaos, had

not t~s legislatures chosen to delegate operational matters to lesser governmental
units of the startes, closer 1o, and much more responsive to local needs, desires

and pressures.

Hence, the local district system has become the functioning dynamo of the educa-
tional enterprise in the United States. A district may be geographically cont iguous
with = township, @ city, a county or a larger intermediate unit. Or a district may be
retatively indigendus incorporating several fowns, townships, or even counties within
its soundaries. E.t one thing is common -= there is always a lay policy bcard with
delezsted powers from the ctate to operate the school or schools under its juris-
dicti-n. The boards of education may be elected by a given constituency oF appoinfed
by a-.*her elected board, or by an official of some governmenfal unit.
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For many years, varying in degree from state to state, boards of education
had a great deal of autonomy and flexibility in the cperation and control of the
school or schools within their jurisdiction --this always, of course, within the
iramework of state constitutional and statutory provisions. Even yet today the schools
in any given district in this nation are in considerable measure what boards of
aducation make of them.

This system of local district organization under lay guidance, is to some people
the genius of American education. To others it represents a subtie form of cultural
cbsolescense, if not the worst sort of provincialism, which has always thwarted
sound educational progress and is now dangerousiy throttiing It. '

There is some truth in both positions, but both, obviously, are greatly over-
simplified. Neither the states, nor local boards have ever exercised complete control,
or even close to it, because they have always been subject tu judicial review, public
and private pressures, and an ever changing pattern of needs and emphases within the
society. Any attempt to outline, much less delineate the forces, personalities,
svents and conditions that have shaped educational developaznt in this country is
much beyond the scope of the present paper. An example or two should suffice to
incicate the nature of the complex. A powerful governor, Alfred E. Smith, in New
York diring the "twenties" pursuaded the state legisiature To create a framework of
state .upport and an equalization formula which became a model for many other states.

+ nhas not been completely established who or what influenced Smith in reaching his
convictions, although professor Paul Mort, Teachers Coltege, Columbia University,
probably had something to do with it. Similarly, who triggered Senator Justin Morrill
to convince Congress to enact the famour Morrill Act creating the tand-Grant Colileges
which evolved into powerful state institutions and certainly impinged greatly on
ecucational policy at the tocal level?

The ecology, so to speak, of the American educational enterprise is, to put It
mildly, most complex. It depends upon who, what, when, where and under what cir-
~umstances that a direction is established, an idea gets rooted into practice, or a
conceptualization is reached. But in the final analysis, the thing is clinched or
abandoned officially in a statute, a constitutional provision, a directive or a flat
rejection at state level. Hence, Moskowitz could say with some conviction -~ "For
as long as there has been public education in the United States, education {at base
at least) has been the child of politics.”" In short, the ultimate decisions are
political.

But where does this leave the profession? | mean by the profession, the teachers
anc administrators of the elementary and secondary schools, college teachers, research
specialists, and administrators--i mean the learned societies, and the professional
+2acher and administrator organizations. This is about as complex a "dukes mixture"
as could be imagined. Certainly there is no community of opinion here, nor any
solidarity of concept. Obviously, the profession does not speak, nor ever has spoken
with one voice. It resembles, rather a tower of Babel, hetd together only by the
cormon factor of having something to do, in some fashion, with education at some
level or other. And yet, this is the profession of educators, the only one that
is available for our consideration.
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Ofticially, the profession either singly or in groups or in concert has
nothing to do with ecucational decision or policy making, except as some polit-
ical body may delegate a bit of prerogative to it. The members are public
servants, Their task is to implement, to serve as consultants, to offer advice
--put-~officially--they are not called upon to consent.

Unofficially, it is quite a different matter. There is no way to know, and
probably no way to find out how much individual teachers=--teacher groups--scholars
or scholarly consortia have influenced the direction of education in the United
States. A combine of colleges for teacher education and school administrators
is supposed to have exercised an unwarranted, and perhaps an unhealthy tevel of
control in elementary and secondary education. |f true, this can only reflect
that these groups had an easier access to the ear of boards of education, and
in turn a clcarer channel of communication into the deliberations, education wise,
of the legislative chambers. Both the ear and the channels were, and still are
available to other groups also, ard if the so called combine ever did-sit too close
to the seat of power, that time is about to come to an end.

I+ is much too early to predict the ratio of elements that may make up the
formuia for a new mix in the educational power structure, but some of the ingred-
ients are at least visible. Certainly the federal government, which never has
been very far from the control parel, is rapidiy moving away from its ostensible
role of fact finder, adviser, arbiter and expediter--to an active, participating,
parTtnership, which is commanding and getting a fairl, healthy slice of the control
mechanism itself. |1 makes no difference that there are protesfations 1o the
contrary. Be assured that Congress had something in mind when it passed the
Elementary and Secondary Education Act. Be equal ly assured that the Office of
Education leadership is not without a philosophical base, and is in touch with
certain powerful elements in the society. This is not to say that the Congressional
will and the Office intent are one and the same. Neither is it implied that <y~
thing sinister is afoot. At the moment our only concern is to establish thai aere
is a force, an increasingly powerful current +hat may be rearranging some molecular
relationships within the anatomy of American education.

n a somewhat cifferent way, but no less significant, is the contribution
of the great philanthropic agencies. The Ford Foundation's preoccupation with
educational facilities and the place of the media in the education processes is
a case in point--along with a somewhat less successful series of ecperiments in
teacher education. The Carnegie Corporation's support of Dr. Conant's studies
and subsequent reports on secondary education and teacher education and his tater
analysis of educational policy making is another. The impact of these projects,
along with a number of others, has not been completely assessed, but if the
intent was to create some ferment where ferment was needed, or 1o rock the
complacency of an entrenched establ ishment--then there seems to be no question
about the success of the enterprises. A fair question may now be asked, however
--Wn2t now? Where does the potent Foundation influence impinge next? Because
t+hese agencies, too, are not without a philosophical base, and they are also in
+oucn with powerful elements in the society, and perhaps exert an influence that
is felt in the halls of Congress, in state legistatures, and certainly on many

Carpuses.

By far the most intriguing of the newer developments is the growing inferes?
of business ard industry in educational planning. New industrial combines are in
the making specifically to capture the multi-billion dollar market for the hardware,
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the software or any other kind of ware that the educational enterprise neads or
can use. The General Learning Corporation, as an exemple, is @ combine of General
Electric, Time Incorporared and Silver Burdette. Xerox, University Micro Films
and American Education Publications are merged to form Ba.'c Systems. These are
o~ly two of a dozen or so now in existence and a numbar of others are in prospect.

There is a combination, in each instance, of electronics, publishing of one
sort or another and systems management. The general approach appears to be a thrust
for educational systems at all levels. There Is precedent, and some experience, in
the Job Corps operations, in military educational progran.s and in a gigantic and
growing educational market, the array of educational jobs undone or poorly done
—-and one could almost persuade himself that operational decisions are in 1ruth
shifting from the superintendent's office and the college presidential suite to
the paneled walls of Madison Avenue. Obviously, no one Is thinking of a direct
rake over of education by business executives--nor would they want to do so, assuming
+hat they coula. But, they do want to be heard, and They are injecting a new dimension
into the teaching and learning envirorment. Call it media, call it the invasion
of electronic hardware with attendanc software, call it what you will, but it comes
out a2 systems approach, In which the end product is carefully defined, and sequen-
+ial stations, or steps are designed to reach it.

There are, of course, many other factors that could be cited which are 2
part of the complex for educational policy making or at least impinge on it at
significant points: The changing characteristics of the poputation, the cemography
cf tne nation, shifting value patterns, and certainly the national involvement in
international power struggles, which requires education to become a major instru-
renr+ of national pelicy.

What we are beginning to see, probably, is a merger of the private and public
sactars of American society in certain, and maybe most, of the aspects of the
whole educational structure. Put in a somewhat different way, the political, the
‘ncustrial and the educational components are beginning to move in paralle! and
closely retated channels, if not converging intc a single flow at the higher levels
of educational planning. To anyone who likes To pigeonhole his thinking about potitics,
industry and education, and assign indigenous roles to each, this is a startling and
even frightening development. |t may be that, indeed, we are not seeing a merger as
outlined above but interface in & subtie form, which places relatively incompatible
elements on a plane where they are less incompatible or more compatibie whichever
is indicated.

The temptation to explore this phenomenon further is almost irresistible, but
i+ iz not required at this point. The purpose here is not to be definitive, but
ra*rar to see if any kind of pattern is descernible. While it is a little difficult
~o rail down, there is nevertheless a certral theme in this whole business that has
+o =2 falt rather than seen. Somehow we seem fo be saying to ourselves that a modern
orogram of education must produce a degree of excellence that will equip its output
at atl levels to tive in an environment of complexity and change, the dimensions
of which are unseen at any given moment. The resulting frustrations for both learners
and +eachers will be acute, fo say nothing of the problems and frustrations involved
in palicy making and educ§Iiggal plfanning.

This i3 parhaps e inSparéfio for the statement that education is much too
irpzrtant TO be left iM the hands of uzators, Such wisdom has a hollow ring, however,
sacazuse in the United States educators Acver—fiave had- the field to themselves, nor
gnvtring closely approachiﬁ [+. Nor doss it help for the profession to counter
<~2r if education ,is tco importamt for educators to control, it is much, much too
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important to be left at the mercy of the political arena.

This brings us to the nub of the matter which is supposed to be the subject
of This paper-~the reiative roles of educators and politicians in decision
making.

While for the purposes cof discussion we can place educators and politicians at
wpposite ends of the responsibility continuum where educators implement policy
decisions adopted by the politicians, obviously the system is not as tidy and
tight as this model would appear to be. In between, and boring into the system
8t many points, are the forces and agencies described in the foregoing paragraphs.
So, in reality the issue concerns the roles of these two groups in relation to the
Total complex. In other words, is it possible t¢c meld all of the concerned partics
into a defensible system of policy making and operationa! decisions that will
achieve the ambitious, if uncertain goals, that the nation seems to be setting
for itseif? Ferhaps the first function of such a system would be to attempt a
national consensus as to what the goals should be and give them a sharply defined
visibility and focus.

There are a number of ways tc achieve a different, and perhaps a better mix of
. responsibitity. Only five are suggested here as examples of changes that could
te made. They are not evaluated as to either desirability or feasibility, but
may perhaps serve as departure points from the traditional w2y of thinking about
The relationship of educators and politicians in decision making.

F. Maintain the same general state leve! structure that exists
now, but place much more responsibility in State Boards of
Education. Change the compusition of the Boards to include
educators in sufficient numbers to fairly represent the pro- .
fessional educationai community.

This plan would be based on the assumption that the present system of state level
operation is satisfactory in the main, but needs to be broadened first to recognize
the equity of educators in the process, and second, to sanction officially the con-
fribution they might make. It is attractive to the extent that the machinery already
is in existence in most of the statas and that the changes could be made with a min-
imum of disruption. It may not, however, take into consideration the full sweep of
educational ferment in the country, nor provide machinery broad enough to cover
the full scope cf educational needs.

Z. Create & federal ministry of education at the Departmental level
with sufficient authority to make its decisions impinge at all
levels of the educational enterprise. Thisstructure might be
either a mix of educators and other elements in the society or
purely professional. But, its function shouid be to seek a
national consensus on educational policy and transmit this to
the executive and legisiative branches of the federal government
and to the various operational levels of the educational sys‘em.

Plen two assumes that state supremacy in policy decisions will no longer suffice,
belause educaticnal probiems and the needed commitments are so broad that they can
b Zealt with successfully only at the federal level. It assumes also that consid-

erable autnourity must accompany the responsibility. There is no assumption as to how
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much the states would be subordinated to federal dictates, although certainly

t+he relationship that now exists would be sharply re-structured. The possibilities
for achieving a broad representation of educators, laymen, business  and industrial
leaders in the structure are pursuasive, but various; deliberate weightings in
favor of the professional educators must be considered here, because this structure
would be subordinate, by definition, to the Chief Executive and to the Congress,
and the educators couid get lost in the shuffle unless their role were specifically
protected.

3. Frankly recognize that education has become so vital to the
national welfare that new and innovative social and political
machinery must be created to deal with it. One such structure
might be develcped as virtually a fourth branch of government
at both state and national leveis. This should be built into
the existing system of checks and balances, but charged with the
responsibility for policy, for providing resources, and  tha
general supervision of the system. Educators should carry equal
weight with politicians and lay representatives in the structure.

Ptan three puts education in a separate category, and calls for new machinery
and new structure. We have not attempted to spell this out in great detail, because
any such drastic departure from the present system would require constitutional
revisions, both nationaliy and in the states. A number of possibilities might be
considered. For example, Congress could be required by constitutional provision to
hold special sessions at stipulated intervals specifically to consider the educational
needs of the country, and enact legisiation accordingly. At these sessions elected
representatives from the profession should sit with the Congress as ex-officio
members. but with the privilege of entering into the debates, and making known the
convictions and desires of the profession. Special sessions of the state legislatures
could be arranged in similar fashion, again with ex-officio but participating members
of the profession present.

4. Another variation of the idea in "3" above might be a national
institute for educational policy, with conmissions at the regional,
state and local levels, to feed into the national body the thinking,

" ideas and needs of all branches of the society. While a2 number ot
mixes could be considered to man and operate such a system, one possi-
bitity would be to make it the exclusive domain of the educational
fraternity including many different groups from elementary teachers
to the learned societies.

This arrangement poses some interesting possibilities. Assume for a moment that
+he American people would accept such an institute and would take the steps necessary
to create it. Assume also that it would become a forum where educators could hammer
out a consensus on educational policy and confront the political agencies with a
carefully considered agenda of national,state and local needs, along with suggested
legistiation to meet the needs. All of this, obviously would take some doing, because
it would assume, in turn, that the educators could reach agreement--something that
they have never done to date. But, at least, a vehicle would be available for them
to attempt it in a considered orderly fashion.
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5. Finally, a compact of states, or a system of compacts could
be developed, quasi-legal, through inter-state and/or fed-
eral agreements, for the purpose of studying and analyzing the
nation's educational needs, and making recommendations to the
appropriate legal agencies. Here again, a number of combinations
are possible.

We are seeing, of course, the embryo developments of a Commission of the
states at this meeting. It Is protably nelther wise nor expedient to second
guess at this point what directions may be considered or teken. But, there are _
soma very pursuasive possibilities in prospect. The Commission, in |ts esriy
stages, appears to be more political than educational In its composition, but
t+his may be only a temporary arrangement. If It can provide a forum for the

“confrontation of educators and politicians in open and frank discussion of the

massive educational Issues and problems of this nation, much will be accomplished.
Moreover, [f the business community and other interested agencies can be inciuded
in tha dialogue, then much greater progress Is In prospect. :

in summary, we have tried to sort out a few of the forces and slements that
are In contention for a hearing, !f not to control the disposition of the grest
educationa! Issues and problems that are facing the country. A few suggestions
have been made which may or may not be useful in reaching a2 decision on what needs
to be done. Certainly the plans sketched out in this paper are not intended as
in any way refined mechanisms to produce change or Innovative deveiopments. They
are, rather dialogue pieces that may serve as a beginning point for the discussions
of ways and means to proceed. . :

At the moment, the role of the professional educator, in major policy con-
siderations and decision making, is officially one of relative submission. [f it
is desirable +o move him to a more creative and active role, then, some major
changes will have to be made in the structure of the nation's educations! machinery.
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Greeting and my very good wishes fo INTERSTATE COMPACT! | wish you
Toaspead on your mission.

Not far from th2 new Govarnment Center in downtown Boston, a forelgn
visitor wzlked up to a sailor and asked why American ships were built to last
cnly & short time. According to the tourist, "The sailor answered without
kasitation thet the art of navigation is making such rapid progress that the
finest ship would become obsolete if it lasted beyond a few years. In these
w2rds which fell accidentally from an uneducated man, | began to recognize
The general and systematic idea upon which your great people direct all
their concarns.”

The foraign visitor was that shrewd observer of American manners, morals
&~d politics--Alexis de Tocqueville, and the year was 1835. He had caught
*ne force that was motivating young America--the force that still drives
*+1e naticn, now more mature, toward its ultimate destiny: Its preoccupation,
its obsession, with growth and development--and its alertness to the need for
alaptability to change, by which growth and development are fully realized.

This paper is in response to an invitation to come to grips with a
fundamental problem: How can the states strengthen and adjust the structures
ot th2ir state departments of education to meet the needs of their schools
a~d collegas? Treatment here is limited to the state department of education,
i3 reiavionships with and Its responsibilities, direct and indirect, to the
coverning board and to what are commonty referred to as the public schools;
i.e., the system of public education, grades kindergarten through twelve.

This is not to depreciate the importance or the magnitude of the problem as
iT affects +he colleges. On the contrary, that probliem is magnified by the
fa2ct that it bas besn left to experts in the coliege field to discuss.

I+ is hare proposed to suggest changes and adjustments in the structure
and organization of state despartments of education calculated to encourage,
stimslate, and provide opportunities for bold, intelligent leadership and
&ducational _tatesmanship.

The gentlieman who asked me to prepare this paper stressed, on three
ozcasions, that it should be "practical." | submit that | have followed his
aivice according to my definition of "practical,” which is, "capable of being
put to use or account." In terms of implementation, | consider "practical”
+o mean that a change suggested is b8sed on sound principle, holds promise
for strengthening state departments of education, ond gives hope of coming
+o fruition within a generation. Therefore, we have chosen to strike at
what we belisve might be done to strengthen state departments of educetion--
paldly to pioneer and to offer, in some instances, one or more alternatives
fcr achieving the end sought.

Change is the key to dynamism, without which there can be no development.
tate departments of education have tco long overiooked this fact, being content
t+o perpetuata the old and tried and to took with suspicion upon the new and
untried. I+ is the purpos=2 of this paper to suggest changes and adjustments
~iThin thesa departments which will lead to dynamic development.

But change will not come easily. 1T will berdifficu!f to effect
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_ meaningtul, promising changes in state departments of -education. 1T wili
+ara +ime ana patience and perseverance. 4+ witt test the courage and _
rescurzefoinads of educational leaders,.srafa!officials;“andtespeciat{y of -
g:»a?::rs; The s+ruggle may be long and hard fought, but The ends sought

are «criawnile and victory wili mean not only sfronger state departments

o4 ex.cazion, but also Improved educational progrems and batter schools.

To coma fa grips with the prob!em'af hand, | ask the quasfioﬁ:

L2 . ®ny shange the siructure and organization of state departments of education?
"+ .. The a-swer is simpie and unmistakable. Like ds Tocqueviile's ships, many .
v gtgte capartments of educaflon,‘in‘?helrusfrucfure_and organization, have

pecc~e obsolete in tight of +he rapid progress being made in the art.of. = =~
management. They are not structured, organized, nor provided with appro-

.. grizste manpower to.do the job. What Is the job? it Is fo provide

arlightened, forsard-looking leadership and educational statesmanship; 1o
. BxTan: services 50 the schools and the state; and to administer, at the
~ sraTe level, the stata's system of public education. = R

. "fha,aims-of education and Its jeaders, lay and phcfessional,,are:
(i)”fcuimprcve;the;character;and qualify.of,educattonuin;all:schools‘for; .;,
gl1 wno attand; (2) to |iberate the people of the state from ignoraace,

supsrsTition, 2nd prejudice; and (3) to prepsre t+hem for the priviiages, the
zzaartynities, *tne obligatrions, and the responsibiiities of American citizenship.

Tae schools baleng to the people, and education should serve them wisely
anc wall. ' ' .

- oMaay factors affect education in our time. Uncertainties about

' war and peace, whet +he future holds; human anxieties caused by tensions
- anc The unknown, Dy changing patterns of home {1fe and of soclal mores;

- - tne civil rights siruggle; rapid transportation; mass communication media;
" cnaagirg patterrs of corporate structure; the changing role of government;
. ‘a.taration; The growth and strength of organized labor; advances in
-+ recnnology and progress in science; the effects of a fluctuating vatue
system on personal, soclal, Institutional, religious, and monetary bellefs
 anc concepts; world unrest--all of these, and more, constitute factors

~ gftacting the schools 1o an evar-expanding degree. Since the individual

¢in3s himself caught up In a beffiing maze of changes about him, the
antire fletd of ecucation is challenged to make adjustments so that the
raass of tnose who attend the schools -may be fully met.

The Role of the State Departmant

i~ the faca of this challenge, it is crystal clear that, unless

_ +na state exercises its inherent, rightful, and expected roie in education,
+hs facers! government, under the Genera! Welfare clause of the Constitution,
«111 andeavor to carry out the task even though its attempts may be frag-
ra~ad, unsystemaTized, confused and confusing. State depariments are
cezc~ing aware of this and, perhaps not altogether gltruisticatly, are

usi~g moneys allocated under Title V of the Elementary and Secondary Education

A=+ =5 gvaluate current programs. But such evaluation should be & continuous
s~az235--n0T an expedient procedure quickly developed 10 assure eligibility
§=~ f2ceral fu~cs as these are made avallable.
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Each state proclaims the education of its citizens to be a state
tunction. One of iNTERSTATE COMPACT's major purposes Is to provide ways
vy which the state may play a leading role and have a commanding position
T Tha Ziszussion table when educational policies are formulated at the
taderal level. A far more fundamental purpose of COMPACT is to encourage

arg motivate states to take greater Initiative in analyzing their own

-ucaf:ona! needs and the structure end organization of their depariments
{ education; 1o evaluate the deparfmenf‘s programs, strengths, and weak-- .

"‘esses, tTo determine what is needed in the way of money and manpower to-

zve snd maintain forward-looking, effective, strong departments of. educa~- o

<izn. These are necessary.objectives to be attained 1% an untrammeied -
s/5tem of free pubilc education is to be maintained in the individual states.
%* its inception, COMPACT was prasumebiy ‘endorsed by the governments of co
2i} fifty states; regrettably, each state is not a member.  But those which o

z~e participating have the opportunity to set the course by which,
esentuaiiy, all may steer their educational ships of state, -

At this potnf, each state. depar?menf of education must face up to

2=z enswer this quastion: Now, and . in the forsesable future, what whould
‘L2 the functions of a state department of education? -

‘The functions of the depariment sre threefold: 1) {eadership,

) service, 3} administration. Let It be-definitely understood, however,

T=at research plays & highly significant roie. In fact, inteiligent e
ieadership, service, -and administration are lergely dependent on research
tor their effective operation. Let us examine the components of the three
fancTions.

Leadarshlp

The primary role of a state department of education is feadership.
«~2t is cone in education at The state level must quicken and strengthen
*re inltiative and self-reliance of local and intermediate units lest
t~ay lose inferest and self-respect, and in one way or another negate
state leadership, prograems, and activities, however worthy and promising
tnese may be.

in exerclising Its leadership role, therefore, the forward-looking,
gvnamic state deparitment of education will:

(1) Accurately sense immediate and emerging patterns of need for
8~3 in eguzation,

(2) Effectively collaborate with Interested lay and professional
s~cups in planning for ways in which to meet these needs.

(3) Assign priorities and differentially allocate resources in the
gevelopment of an overall plan by whtch problems of real concern may be
soived.

(4) Resist pressures from merely vocal ‘or politically influential
zroups which seek special concessions in the name of educational develop-
~an, always kaeping in mind the welfare of all the people who patronize
2+ attend the public schools.

(5) Encourage local school systems to experiment in going beyond
axTablished minimum standards and mandated programs.
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o (6)-Effécfive£y-Implement pians and programs of educational develcopment,
snaTner or not these have total support. .. ;

- - (7) Assure local school districts an opportunity to choose vallid
. 2l -ernativa coursas of action.

- (8) Opjectively and accurately evaluate the outcomes of implemented .
='ans. and projrams, as well as methods of implementation, es -a besls for R
-=1anning tuture priorities and allocations and for developing or safecting
2™Ong giternatives mathods of imp lementation. SR ST

_ Sarvice

, Cléée%y associated with leadership--in fact, en integral part of.

iv==is service To school districts, intermediate units, and qfhar‘deparfmén?s
¢+ state government. Service, ia +his sense, means providing constructive -
- »gip In ceveloping programs, In carrying forward innovations and experiments,
*n providing information, and in active cooperation with local district -
-srsonnel wno are seeking to salve their problems. and improve their per-
‘srmance.  In short, service means the ability to provide the right answers-
a+ the right Time as the need arises. . .. o

' Baslc To the organizational concept of the department of educafion-:-'
ta the firm conviction that each professional employee is a dynamic leader

. .ir *he fleld of his special competency and expertise. The consultant or

- sudervisor is no less 2 leader than the section, bureau, or division chief,
"asr |s the ousllty of his leadership less important. The kind of leader-
srip exertad in playing the service role is dependent not upon a lesdership

~ierarchy, but upon the service o be rendered. The implication here is

-z~ nigh-level consultation, not for the imposition of individual concepts

or "pet theories."”

Lzministraticon

The terrm administration means the management and operation of either
 +na state department of education or of local school districts. Since

1ozai districts are created by the state and derive thelr authority, powers,
ard responsibilitles from the state, the state department has the function
ard responsibility of seeing to 1t that local districts adhere to the laws
~< the state and the rules and regulations of the state board of education.
=ris functicn requires sufficient Inspection and supervision to guarantee
«r3+ the reg-lations concerning education are observed in ail districts,

=~4 that funcs are disbursed according to law. In exerclising this function,
+ns state department, If wise, will act as an adviser and consultant, and

in » highiy professional manner. At no time will the state department
attempt *to usurp the suthority, powers, and responsibilities delegated by
+he state to the local district. In this way it will guarantee both to
1~galé and to the local disfrict a working ralationship that can only
result in a high degree of cooperation and mutual understanding.

Steps to Effect Change and Development

Lgsessirn the State Department

Since +he education of its citizens is ths most Important function
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~in the structure and organization of the departmsnt in line with its
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_of state government, the state dapartment of education should be the most

prestigious and bast-supported department of state government: the first

- 3among equals. But it is not enough merely to recognize what, ideally,
. - shouid be the department's position in relation to other dapartments of .
- state government. Steps must be taken to assure that the ideal is achieved.

. The first step a state might take in this direction could well de to make
- & realistic assessment of the purposes of its department of education in e
- terms of present and emerging social, economic, and educational needs as = -~ =
. well as the espirations of its citizens.

There are alternative ways of securing such an assessment. Among

. these are: 1) have the study made Dy a group of distinguished, civie-

minded lay citizens; 2) have It made by @ combined group of lay cltizens

. ~and professional educators; 3) have it made by a national bdusiness manage- ‘.,@ ”1
“ment survey firm; 4) have it made by & university or some other Institution
well known for excellent work In this field. ' '

- The nexf,sfep.;then,ﬁ35 591féev1denf: sffect changes. and adjusfﬁenfS' '

assessed purposes, the needs of the schools, and the aspirations of the

. people, _ . . | .

Amproving the Department's Public Image

~ Another step toward bringing about changes and adjustments in the

~ stete department of education Is to create throughout the state s climate -

favorabie to its piens, programs, and services. Public opinion can be
marshaled and directed only if It is based in confidence. At the present
tims, there is grave doubt that many state departments have the confidence
of the peopie. True, this situatlon stems from a number of extrinsic
factors over which they ha-e tittie control. They have mesger financlal
support; they are rigidly controiied, in at least half of the states, by
the department of finance, the state civil service commission, the state
perscnnel! board, and the department of general services. They are bogged
down in housekeeping chores, trouble shooting, and minutiae. But there
are intrinsic factors as well that contribute to the poor public Image
which characterizes many state departments of education. All too often
schoo! districts and the lay public do not regard them as sources of

power and help in solving local educational problems. All too often, they
are thought of as dictatorial task masters, as gatherers of Information
regarded by the schools and the public as unnecessary. Inspiring leader-
ship and statesmanship in state departments of education frequentiy is
sadly missing. This must be changed.

| submit that the®image of the state department of education wiil
fmprove only when the department renders real help to the schools as they
struggle to solive thelr problems--when it identifies the educational needs
of the state, develops, and aggressively promotes promising plans and
programs to meet those needs. But If 1+ Is to accompiish the desired ends,
the negative factors, both extrinsic and intrinsic, which now [imit its
effectivaness must be eliminated. This requires team effort--from the
governor, the state board of education, the legisiature, the departiment
itseif, on down to representatives of every segment of [ife within the
state. And | further submit that the changes and adjustments recommended
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in this paper, when implemented, will go far toward improving the pubiic
Image of the state department of education.

Alternatives to control by state civil service commission, state
personne! board and department of finance, where they exist, are: (a) the
establishment of a8 merit system in the department of education under
policies and regulations of the State Board. This merit system should be
designed to meet all needs of personnel In the department for its pro-
fessional, technical, and clerical employees; or (b) the state department
be authorized to hoid open, non-promotional examinations for positions for
which talent is as available outside state service as within the state's
employ; the department be authorized to make temporary appointments from -
the most qualified available personnel -- from outside as weil as within
state service -- to positions in management levels, pending examination;
in instances where unfque experience and special skilis required and known
to be in short supply the department be authorized fo make permanent appoint-
ments from outside state service; the examination process for entry leve!
college graduates be broadened and simpl ified; emphasize recruiting college
graduates with superior intel lectual capacities and/or graduate training:
intensify efforts to inform college graduates of opportunities in state
department service; or (¢) personnel administration In the department be
made the responsibility of the superintendent of public instruction, the
chief state school officer; and (d) make the department of education
fiscally autonomous, once its budget has been establ ished by the legistature.

Changes in Internal Structure and Organization

it Is recognized that 1) there are fifty problems here, so that it
is difficult to genera!ize; 2) some changes called for in this paper may
be made in one or more state departments; and 3) all changes suggested are
not uniformly or realistically applicable to all fifty state depariments.
However, it is firmly believed that if and when these changes and adjust-
ments are made, state departments will be strengthened materially.

State Board of Education

The first and most pressing change should be in the quality and
character of the state board of education. This will come about in states
whose governors give top priority to educstion and believe that state
boards should be composed of the best qualified and most distinguished
citizens of.the state. Given such membership, the board will exercise
its power and authority wisely to make all policies, rules, and regulstions
needed to organize, administer, and evaluate +he public school system of
the state--this, of course, within the legal limits establ ished by the

lagislature.

Legisiative enactments affecting education are generally of two
kinds: 1) mandetory~--an order to be followed with definition of
responsibility, and 2) permi ssive--general types of opportunity to be
used as guidelines with details left fo the state board of education. ([n
most states, the legislature delegates to the state board the necessary
power, authority, and flexipitity at the state level to do its Job. The
atitude of action thus granted and implied strongly emphasizes the need
for a "blue-ribbon" board--one composed of men and women who are hon-
partisan, atove politics, and dedicated fo the public welfare.



How shall a prestigious state board of education be secured? Not,
certainly, as it currently is In some, if not 8ii, states; namely by
political appointment. Four alternative means suggest themselves: (a)
aopointment by the House of Representatives or, in some states, the
Assembly; (b) appointment Dy the House of Representatives, with con-
firmation by the State Senate; (c) appointment by the judiclary; or (d)
elaction by the pecple from regions within the state.

Under prevalling conditions, one method may be preferable in a
given state and not in another. But whatever the method by which board
members are secured, this fact remains clear: improvements in state
. departments of education will be made slowly, spasmodicatly, and hap-
hazardly--if at all--unless the state board of education is a prestigious
board commanding the respect, confidence, and support of the people.
Such a board equaliv commands the respect, confidence and support of the state
department of educstion which it holds responsible for executing its establ ished
poticies, and to which it permits freedom of choice among alternstives as well as
responsibility of Jjudgment in carrying out policy.

Lay Committee

The state board of education should appoint a continuing, broadly
based lay committee to keep the board and the department cognizant of
the needs, problems, and progress of the schools of the state, their
shortcomings and their achievements. Such 2 committee would differ
markedly from the usual state committee on education. Its function would
be to recommend the insittution of new educational programs and the
elimination of programs that have become outmoded or ineffectual. Acting
as the eyes and ears of the the board and the depariment, it should sense and
report on long-terms and emerging educational needs; suggest needed changes
in educational programs, school district organization, end services
rendered by the state department; be empowered to secure consultative
advice, make surveys, and carry out other "bird-dog" activities necessary
+o the efficient operation of the state's system of public education.
The committee should maintain close lialson with the state depariment and
be represented at all meetings of the state board of education. In short,
its proposals and recommendations should provide grist for the mills of
the board and *+he department. '

Self-evaluation

The primary functions of a state depariment of education have already
been defined. How well it performs its functions is a matter for the
department and the state board to decide. This can be done internally
through the establishment of an evaluation apparatus (unit or committee)
having the duty, in at least four areas, to recommend and help with:

(3) the elimination of substandard or outmoded programs, outdated functions
of the department and its bureaus, and substandard services to schools:

(b) the development of new, forward-looking, and meahingful programs and
services: (c) elimineting Intradepartmental duplication of effort in getting
and disseminating information; (d) inltiating modern and improved methods
and equipment to carry on the necessary department processes and procedures.

Evaluation of its program, services, processes, procedures, and
housekeeping is essential if a depariment is to avoid mediocrity, or worse,
and if it Is to improve it+s performance.
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There are sevaral ways to get interna! departmentat evalustions and
recommendations based thereon. Some are: (a) establish a departmental
self-evaluation apparatus as suggested above; (b) engage as consultfants
experts In organization and business management from colleges and universities;
(c) employ the services of a management consultant firm; (d) invite pericdic,
evaiuation by a lay citizens' committee composed of experts in managemont and
production.

Improvement and Utilization of Personnel

To discharge its duties and responsibllities effectively, the state .
department of education must have highly quaiified personnel. Expecially
is this true of the depertment's top leadership and innovators. On them
depends the finding and cultivationg of fertile fleids for educational
statesmanship and the department's consequent growth and prestige. Indeed,
+he measure of a state department of education lles in its personnel.

All of this implies the need for employees specially trained for
service in the state department and, in turn, suggests the establishment,
either within the department itself or in colleges and universities, of
preservice and inservice training programs for depariment career personnel.
Several alternate ways of implementing such a program are suggested.

(1) Establish within the department an inservice training program
' manned by highly qualified and careful ly selected members of the department,
assisted by experts from collieges, universities, business, industry, and
other state depariments of education, :

(2) Have the program developed and conducted within the depariment
by a team of college and university professors.

(3) Give employees and prospective employees grants~in-aid so that
+hey may serve internships in the U.S. Office of Education, other state
departments, or selected governmental agencies.

(4) Exchange personnel with other state departments of education
and/or the U.S. Office of Education.

(5) Persuade a few universities, regionally located, to establish
training and research programs for the preparation of department personnel.
(6) Provide sabbatical leaves for employees to pursue graduate or

postdoctoral study.

Department career personnel! should have varied talents and back~
grounds, and be adequate both in number and professional competency.
Adequate in mumber does not mean a proliferation of employees and the
consequent accumulation of deparimental dead wood. Indeed, the efficlent
state depariment staffs itself with g few people as possible. These are
elther top-quality techniclians who maintain the state depariment processes
and procedures, or professional educators who stand high among their peers
and who are charged with the tasks of overcoming substandard educational
programs, initiating, organizing, coordinating and supervising new and
promising programs to meet educational needs, both currént and emerging.
in essence, the efficient state department is 2 "lean" structure that
re!l ies heavily upon ad hoc committees for specific solutions to specific
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problems as they arise. . ﬂ"‘

-t Fedurally funded Projects

r

AdJusnnenfs *hould be made in the stafe depariment of educafton to provide
for adequate staffing and facilities for securing and administering categorical
aid for federally funded projects for the department and for the public
schools of the state. When it comes to education,
state governments and the federal! govermment play in different leagues.

The state governments' concern is with standardization, equalization of
educational opportunities and benefits, and the taxes needsd to support
them; the federa! government's, with manpower, national productivity,
technoiogical innovation, and scientific advance. In any cocperative
endeavor between the two, the federal government is, as former Commissioner
Keppei has called it, "only the junior partner"--but a powerful partner
nonetheliess. One phrase, "the national welfare,” is the key to the

tederal government's interest in education. Educational costs outrun

the sbii ity of state and local governments to pay for them. Because of -
this , and its concern for "the national welfare," the federal government
has recentiy made billions of dollars available to schools, colleges, and
state depariments of education. This money has always been for a specific
purpose--some purpose ties in with the nationa! welfare--for the federal government's
primary role in public education is to provide funds for specific and
"crash" programs to meet certain emergencies. Another role is o stimulate
and support educational efforts in the several states, to coordinate
programs at the federal level, to offer advice, and to see that the money
is spent in the states for the purposes for which it was appropriated.

Currently, it would appear that the federal govermment, in the
near future, is going to make more money avaitable for education than it
has in the recent past. This Is attested to by the President's broad-
ranging heaith and education message of February 28 in which he proposed
amencments to federal programs in elementary, secondary, and higher educa-
tion.

The implied mandate to state and local education agenclies was
unmistakable. These have a job of education to do. They are responsible
for the never-fsltering business of seeeing that balance is maintained, and
that the schools fuifill the aspirations of the pecpie and meet the educa~
tional needs of the state. But the overall efficiency of administration
and the effectiveness of the federally-funded projects are the responsi-
bility of the state.

in fulfilling their obligations, not only to the feders! gcvernment
but to their constituents as well, the states need to make sure that their
deparitments of education are fully able to discharge all of their duties
and responsibilities. Only strong departments can do this. Therefore,
the astablishment of the following three bureaus is suggested as a means
of strengthening state depariments so ?haf they may perform their functions
to the highest degree possible.

Program Design and Development Bureau

The first suggested addition, a Program Design and Development Bureau,
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would have three essontial dimensions in its operation.

The first dimension Is to serve as a designing unit tdr the state
board of education and the department in the development of ed(getional
programs and the selection of personnel for major curriculum activitias
in response to requests from alil over the state. The second is to perform
as a service unit to other bureaus within the depariment. In this role
the Program Design and Development Bureau would provide techaical planning
t+hat would assist other units to develop and perfect programs, and provide
an administrative structure which would permit deparimental units to pursue
thelr programs unencumbered by routine and time-consuming managerial
responsibiiities. The third dimension is to provide assistance in program’
design and development to offices of county superintendents of schools and
large schoo! districts on projects of less than statewide significance.

This proposal is believed tc have great pofenfla! for strengthening state
depariments of education and for improving their image. On the next two pages -
ars flow charts which depict how this proposed bureau might be administerad.

Educational Reference and Dissemination Bureau

Direct consultation to counties and districts should be minimized. :
The state, and most certainly the state depariment of education, should ancourage
tocal school districts to be competent custodians of their own househoids.
This would require that the districts be large enough and strong enough
financially to maintain and support a system of schools capable of meeting -
the educational needs of the community. The state's role shouid be to advise
with local schools, to offer leadership and those services which the schools
cannot provide for themselves, and to cooperate with them in solving their
educational problems--emerging and long term.

One need of the schools which few districts are able to meet is
ready reference 1o information required for effective administration, supervision,
+teaching, and learning. |t Is therefore proposed that state departments of
education strengthen their structure by the creation of an Educational
Reference and Dissemination Bureau, whose chief functions would be:

(1) to compile and disseminate up-to-date subject matter and
methodological references including research reports, curriculum guides,
‘books, periodicals, microfilims, abstracts, and lists of resource persons
and organizations. )

(2) To disseminate the production of the Program Design and Develop-
ment Bureau to department staff, county offices, and local districts.

(3) To maintaln up-to-date reference files on federal and
individual state education programs, and on tegisiation pertaining thereto.

(4) To compile Information about consultants who are available to
counties and districts for inservice fraining or assistance with develop-
mental projects.

(5) To extend leadership to offices of ~sunty superintendents and fo
local districts in the use of educational referencés. '
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“A&ﬁfnrsfrafion of tnnovative Activities of

Schoo!l Districts and Offices of County
Superintendents of Schools Funded from

Sources Within the State Department of
Education.

WHAT

wocat School Districts and
uriTs | offices of county

superintendents of schools

Submit project proposals to
units within the Division

of Instruction.

Review panels

Identify proposals of innovative

Azministrators of project prcgraﬁ%;

nature or which require funding
from more than one source

L

Refer selected project to Program
Design-and Development

S.razy statf and per diem con-

5 i-“qu:

{:r::’e Design and Development

Bureau

Consult with local units to

Local
Units

refine proposal

Resubmit for running by one or

2zministration of project
srzz-ams by proper bureau

more administrative agencles

s~2z-2~ Design and Development

-dT22

Issue approval letters and con-
ftracts

1

Visits project and observes per-

Local
Units

formance of project

Submit report of completed activity

Z.~33u

to program Design and Development
Bureau

Refers report to Division Adyisory

Coordination Committee for recom-
jrendation as to further steps
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WHO

Local Schoo!l gistricts
units offices of county
superintendents of schools

Administration of Innovation ACYIiViIViOs
of Schoo! Districts and Offices of

County Superintendents of Schools
Funded from Sources Other than the

State Depariment of Education
WHAT

SuSmiT Proposals to the Program

Program Design and Development.
Bureau

Design and Development bureau

]
Consults with school districts or

Brogrem Design and Development
Bursau

offices of county superintendents of

schooi_to refine_g%ggpsals

Refers abstract of proposal To ap- .

Program Design and Development
Bureau

propriate units in the Division of
Instruction.

|
Communicates recommendations of

Schoo! disiricts and offices of
county superintandent of schocls

Division Advisory Committee
i

Develop proposal in complete form

Program Design and Development
Bureau

and <ubmit to program Design and
Development Bureau
1

Refers fto review pane! or field

Review Panel or field readers

readers
|

Submit judgment and recommendations

Program Design and Development
Bureau

to program Design and Development

Bureau regarding worth of profect ,
A

Submits proposal and its recommen=
dations to the Chief of Division of

\

[Chief, Division of Instruction

instruction

i
Forwards to the Superintendent of

Superintendent of Publ ic
instruction

Public Instruction for Deparimental
endorsement and submission to

gppropriate fundi g%_o_ggncv

Endorses proposal and arranges for

-,

Fiscal Office, Program Design and
Development Bureau, and local unit

i+s submission to appropriate
Funding agency

Develop contracts, documents

[state Board of Education

[Local Units

— }——{Approves contracts |

1

Bureaus of Program Design and .
Development, Educational Reference
ard Dissemination, or Program
Evaluation

Locai Units

Conduct work described In proposa!
1

Monitor work of unit performing

Progra= Lesign and Development
B.ireay

contract
1

Submit completed work reports to
funding agency and Program Design

and development Bureau
Refers copies of report Yo Chief, Division
of Instruction, who transmits copies to

ERIC

IToxt Provided by ERI

appropriate bureau within the Division with
reconmendations for further action
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(6) To establish contact Thrbughouf the country with groups that
are working on new developments In education, to digest the information
thereon for dissemination to county offices and local districts.

(7) To extend leadership to regional curriculum materials
d¢epositories.

Evaluation and Planning Bureau

Having established the machinery for identifying immediate and
emerging educational needs, the strong state department of educatlion must °
be in a position to extend leadership in meeting those needs. But leader- :
ship, to be effective, requires willing followership, and must therefore ="~ ' .
be exercised only after sound solutions have been decided upon. This i
requires planning--long range pianning, which the current structure of coL
most state depariments of education is too limited to provide. Sound e Ty
planning cannot be accomplished in intermittent committee meetings, hastily A
calied to consider solutions to immediate problems. It must be engaged in
on a8 continuous basis so that, as problems arise, solutions to them may
be more than merely expedient stopgaps. Problems and needs should not be -
recurring. Once they have become evident, planning to eliminate them
.should produce permanent resulfs. :

Since probliems and needs arise primarily from current programs and
practices, it is important that these be subjected to periodic evaluation A
so that effective planning can be concurrent. It is by no means proposed =~~~ '-+1¢
that state department personne! assume responsibility for msking such
evaluation. It is proposed that the evaluation process be conducted at
+he local level, If the district is ltarge, and at the county level if
districts are small. Results of evaluation should ther be reported at .
regular intervals to the state department so thet it may have a clear picture
a* all +imes of educational strengths and weaknesses in every district
in the state. '

i+ ls therefore proposed that an Evaluation and Planning Bureau, staffed
by experts, be established within all state departments of education to .
assure a coordinated state program of education, andto provide an overall .
departmental viewpoint concerning educational needs and problems throughout :
+he state. Such a viewpoint is particularly important as it applies to
problems involved in urban education. State departments, in the main,
are stitl geared to servicing rural areas and the schools of the past.
As a result, large city school districts have been going shead on their own
without state-leve! leadership. This creates much duplication of effort and
results in independent action sometimes inimical to the practices and
philosophy advocated by the.state department of education. "Going It alone"
may be courageous In some instances; but it often runs counter to students'
best interests when it takes a district too far afield.

in how many of our states have we have an overall program for the
future--a plan for excellence that expands as we move into it? | am talking
atsut the kind of plan that covers every segment of the educational! program
a~? relates each segment to all the other segments, a pian that makes
sense because it develops and grows and changes as conditions change and -
we become wiser, a plan that can serve as a benchmark against which to
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measure the usefulness of educational programs and to evaluate the work

of the schools. Such a plan, at the state level, would assure equal opportunity
farquality education at the local level, be the district rural and small or
urban and large. The dovelopment of such a plan would lie within fhe

province of the Evaluation and Flanning Bureau.

Divest State Dcpartments of Impediments

We have been talking about desirable additions to state departments of
education. Let us now turn our attention to some of the things of which
they shouid be divested.

Many state departments of education are hamstrung by impediments which
cripple them to the extend that vigorous, innovative, imaginative
departmental policies, decisions, and programs are virtually impossible. |
am referring to stete civil service, fiscal contro! by other state
agencies, control by the state personnel board, "deadwood" and incompetency
among personnel, and inadequate, noncompetitive salaries.

Centralized state government, characterized by civil service and
state control of personnel administration and by the suthority of the
state department of finance over the department cf education, poses, at
+ha state level, potential disaster. The detfrimental effects of this
centralized system have been discernible for some time. The malady has been of
the creeping variety, but its pace has accelerated in recent years.

Too many state departments of education must function only with the
approval of the finance department, and frequentiy the salary schedule is
established either in law or In the classified civil service. Under this
archaic system, state depariments must cope with difficulties similar to
those the, would be encountered if the local schools were subject to city
civil service and the finance officer were a member of the mayor's cabinet
and a part of municipal government. The only possible solution to this
vexing problem is department autonomy. '

tn order to compete in the labor market, state depariments of education
should be able to modify salary schedules periodically., Local boards
of education are so empowered, and find the process essential for staffing
their schools. Similarly, state departments should be abie to offer
salaries that are competitive with thos paid to top-quality managerial
manpower in business, industry, colleges and universities, and other pro-
tessions. Currently, state departments secure their staffs largely from
school systems, because salaries offered in the departiments are competitive
only with those in school systems. As a resulf, the departments are
torced all too frequently to settle for mediocrity, and the resul tant pile-up
of "deadwood" and incompetency.

The rigidity and red tape of centralized state government place a
heavy burden on the daily operational efficiency of state depariments of
sducation. The state civil service system end state personnel administra-
*ian are unresponsive to exception--in general, no one has the administrative
authori*y to override a rule or regulation although the situation justifies
it. Under this system all employees suffer or gain together. Even
i a dessriment has the money to pay compe*itive wages, it cannot raise
salarijes unless all other agencles can raise theirs.
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| submi® that siate gepartments of education are best qualified to
x-~+ +tpair own staff needs, and that salaries should not be subject to
rez.lation ty the department of finance nor should new positions require
sncraral by the persdnnel department. Elimination of these requirements
az-lz, of courss, mea: the establishment of internal contirol within the
-z-ar+men*ts of education. This is precisely as it should be.

Two ma cr elements of concern in strengthening state depariments
¢ s4uzation, then are in the fiscal and personnel management areas.
~sro change is definiiz2ly needed. It seems reasonable to expect in govern-
~3-+ =hat tros2 at the state level should know that those in the state depariment
né z4ucation know what is best f@r the depariment, just as thos in the
s~ate department should know thaty people in the local commun ity know what
is best for the cormunity.

Once staTe cwpartments are auonomous, they will be in a position fo
~=.o ha*ter utilization of personne!l, to recruit competent new personnel,
to compete in the labor market for the caliber of persons they
‘re. O-ca state depariments are autonomous, they can divest them-
es of tnose employees who are unable to offer the kind and quality of
arship regquired or to perform effectively in departments adjusted to

the ecucational needs of society. It Is far more important that state:
~znzremants of education prevail than that they merely function.
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QUESTIONS

|. Have the state depariments of education done their utmost to
.in for the department itself the place it must have in the governmental
z+ructure 1§ it is to do its work effectively? What should they do?

2. s the state department of education in your state ready and
a=le to taka a new maasure of what it means to be responsibie to a popula-
-ion largely urban in terms of manpower needs, educational institutions,
curriculums, services, and the distribution of funds?

3. Have the state departments provided the perspective that their
s+affs nead from which fo see the educational problems of the state and
~¢ the schools they are supposed to help soive? 1is the perspactive long
gnough to permit planning programs of education that will meet tomorrow's
-eads? How snould the staffs procee’?

4. Does the state recognize the principle that the operating
~3znagement of the state department of education should pe delegated Yo the
sesaritment oy the state board of education, and that the operating manage-
~ant of the public schools should be delegated to local school districts?

5, Do the state departments have an overall program for the future--
a plan for excellence that expands with the needs of society on a metropolitan
sr state basis?

6. |s the state department of education adequately staffed and sup-
-ortad by the state board sO that it is prepared to become the master link
‘n the communication process--a link no¥ only between government and
sovernment, but also between school and school, and between the public and
2l1 its schools? '

7. Has the state board of education a high-cal iber lay committee
reprasentirg atl social and economic interests which meets regularly and
<aens the toard end the department continually informed (on its own
initiative and upon request) concerning current, emerging, and long-run
needs of the schools for new and expanded educational programs and services?

8. What personnel should be employed to man the savera}l new bureaus
~ecommended in this paper?
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i. General Comments
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| have undertaken this assignment with great humility. We are dealing
hare with three of the most complex and sensitive areas Intimately related
+5 the quality of public schools. They ere arees of great diversity among
+he states both in practices and in viewpoints held about them. There are
simply no easy answers; and there certainly are, to my best knowledge, nO
wnivarsally accepted concepts about them.

i would nof presums to appear before this group In the posture of an
expert on either of the areas. | appear only as a long-time student of the
~roblems under d¢iscussion, with years of experience with the developmental
arozesses involved in each.

| have expressed the above as a prelude To saying +hat each stete
represented here has in its official family professional employees who are
gxparts in each of the thres areas. it is obvious that they should, both
as a matter of courtesy and a matter of wisdom, have the opportunity 1o
oxamine and react to my discussion of t+he problems and to my suggestions.

| express now some general considerations with which every state will
sa concerned.

we are still wrestling with the probiem of an adequate supply of well
qualified teachers. Run as fast as we may, )like the Red Queen said to Alice,
~2 must do this just to keep up. Obviously, we must run even faster to gain
ground. Despite The ¢act that fully one-third of all first degree graduates
cf our colleges and universities each year have prepared for teaching-~and
-~is has been consistently true for many years--still we are plagued with

shortages.
Why is This?
There are a number of factors involved.

There is the ever growing school enrol Iments with their insatiable
cemands for more teachers.

There is the ever growing demand of industry for college graduates.
There is the abnormal demand just now of the military service.

There is the ever growing demand of our governments for col lege graduates.
There is the appeal of graduate education.

There is the demand for teachers for new federally spénsored education
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Last Septembar, for example, even the experts were shocked by the
extent of the shortage. When they rechecked the reasons, it was found that
these federal programs had absorbed something Iike 100,000 teachers who had
been expected to go Into the public schools or remain there.

The rosults of all this have been to further diminish, rather than
enhance, the appeal of the public schoo! feaching as a |ife career.

For example, Industry is Taking virtually all the coliege graduates
it can get at starting salaries ranging from $1,000 to $2,500 above those
for teaching. Moreover, industry is taking thousands of teachers for skilled
and semi-skilled biue collar jobs, not requiring a college education, at
salaries significantly above the starting or even averesge salaries of the
nation's teachers. .

wnile year after year teachers! salaries are raised, yet tThey inch
along barely keeping in reasonable reach of the escelating cost-of-living
index. | would, however, be less than honest 1f | did not say that
remuneration is only one of the critical considerations bugging teachers.
To state it bluntiy, | seriously doubt that salaries alone will solve our
teacher shortage. There must be a combination of adequacy of salaries and
an overhaul of the teacher's Job and status.

In my view, basic to the motivation of teachers is (1) to be relieved
of the incredible overloading of the jobs, often with non-professional,
routine, purely housekeeping chores, that can be done, and perhaps done
better, by parsprofessionals, teacher helpers, and technological alds.
(2) At the apex of human motivation is self realization--call it status,
14 you like. Teachers want up off the bottom of the barrel. They want 23
ralse in the very real coin from being low man on the totem pole, 1o &
status commensurate with their professional preparation and creative
competence. The realistic answer to this aspiration is to make Them directors

of a team.

in the area of teachers' salaries, I seems evident as with the general
financing of the public schools, that an increasing proportion will have 1o
come from the states. In fact, much of the current clamor among teacher
groups for collective negotiation rights will eventually focus upon state
legislatures rather than upon local school boards, as is now largely the
case, for the obvious reason that this is going to become the chief source
of salary incresses. Some observers teal +hat the ultimate solution of the
teacher salary probiem Is a year-round school term, with participation of
both st.dents and teachers on a voluntary basis, as-now exists in most colleges
and universities, with a salary scale jointly financed by local, state and
federa, funds--a scheduls that will be universal throughout the United States.
There is no velld reason why a teacher in one state may be paid one figure
and one with the same preparation and experience may receive as much as
$3,000 to $4,000 more in another state. The schedule would provide one-fourth
more remuneration on an annual basis tor those teachers who elected ful |-year

emp loyment.
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As to certification (and | have spent most of my professional cereer
involved either directly as a state certification director or indirectly
in working with state certification directors toward improving the process)--
| know no Other way to describe the situation than to characterize it as
a jungle of confusions and contradictions.

we simply must find the means for agreements among the states which
will bring about a sound, orderly, valld exercise of a function which Is
vested, and rightiy so, in the respective states.

As it is now, we have so many minute prescripffons, so many certlficates,
so many differences that teacher education is hampered and interstate mobility
of teachers is all too often defeated. .

My comments are not intended to imply a criticism of those administering
the certification requirement. In my judgment, the teaching profession itself
is largely responsible. Each specialty wants the recognition and prestige
of a separate certificate which tends to proliferate both the requi rements
and the number of certificates.

Retirement provisions not only are an Important process in increasing
+he holding power of teaching, they also are inasdequate and are probably the
single most effective barrier fto inivrstate movement of teachers.

TEACHERS SALARIES

Prevailing Conditions

3

In the school year 1966-67, the estimated average salary of all classroom
+eachers (not including Alaska, where the cost of Iiving is estimated at
ore-fourth greater) for the country as & whoie is $6,821. The range in the
averages among the states is from $4,650 in Mississippi to $8,923 In Alaska.
The average for elementary lteachers is $6,609; and for secondary teachers
$§7,095. A total of |5 states have average salaries of $7,000 or more; about
47 per cent of all teachers are receiving $6,500 or more; In two states the
average salaries ar? under $5,000.!

Almost 6 par cent of all employed teachers (about 106,000 are paid less
than $4,500; and approximately 25 pes cent (about 440,000) ere paid less than
$5,500. MNearly 53 per cent of all teachers (about 954,000) are paid less
than $6,500.

lResearch Division, National Education Association. Rankings of the
States, 1967. '
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Tra point at which the. inadequacy of teachers' salaries is most evident
s t=aT of Tthe starting salaries of teachers. In This school year, the
~azian starting salary in school systems with enroliments of 100,000 or
~sre 18 $5,400. In school systems enroiling 1,200 to 3,000 the median was
12,120, Trere is also wide variation in the median starting salaries for
~exznars by gecgraphic regions. in the Southeast and Southwest regions the

ma2ian of starting salaries were $4,600 and $5,000 respectively.

Acout 30 per cent of the schedules of the largest school systems are
c* the inzax or ratio type.

Thase average starting salaries for teachers contrast with those for
sachelor's degree graduates In Industry of $624 per month, or $7,488 on
a {2-~cnth basls.

TEACHER CERT IF ICAT ION--PREVAILING CONDITIONS

tn 1957, al! but four states (Nebraska, North Dakota, South Dakota,
a~g wisconsin) and Puerto Rico required the minimum preparation of the
bachelor's degree for beginning elementary teachers. All states (end the
Srgerict of Columbia and Puerto Rico) required at least the bacheior's
=azres for high school teachers. Two states and the District of Columbia
rava minimum standards of flive college years of preparation for high schoot
teachers, but this standard is not being fully enforced in the two states.

Tha chief state education agency now has vested in it almost complete

* autnority for teacher certificetion. Of course, some requirements (usually
ga1eral reguirements and special courses) are set forth in law. Also, In
a~out a half dozen states certain clities or colleges are authorized to issue
car+iticates to thelr teachers.

All stetes (except Missouri) either by action of the state board of
acucation, state educetion departments or by state legislation, have
establishas advisory bodies consisting of members of the profession, on
+eacher education and certification, in efforts to democratize the processes.
Ir 12 states these bodies are established by law; in the others, they have
raen established by regulations of the state board of education.

A continuing problem of state certification is the relatively large
n.mser of separate name certiflicates issued. In 1950, the states Issued about
1,020 certificates, By 1967, this number had t~en reduced to 549, an average
c¢ acout 11 per state. The range in the number of certificates Issued Is
2rom | to 57. This is in contrast to the aimost universal practice in other
professicns of issuing only one tegal |icense, leaving the certification of
szacializations to the profession involved.

Many observers believe that state teacher certification can be reduced
5 or fewer, with a license to denote each i-vel of preparation (bachelor's
cres, mastar's degree, six years, and doctor's degree) with perhaps a
asation2ry cr provisional certificate below the bachelor's degree; and with
i fields »nich the holder Is gqualified to teach endorsed on the appropriate
artificate.

1Y
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Atsa, many observers feel that state certification is attempting to
sarve Too0 many functions. Most of thess probably should be left to the
tocul doards of efucation (for example, the enforcement of additional college
atra aitor & reguilar certificate has been obtained, as renewal requirements).

Accreditation of teacher education programs Is another area of continuing
sontroversy. A glven teacher education program of an institution of higher
ezucaTion may hold, or be required to hold, three types of accreditation:

(1) by its s*ate department of education--usually calied state approval;
(2) by its regional accrediting association; and (3) by the nation
accrecziting association (NCATE).

in scme states, the standards and processes for state approval are
inadecuate or nonexistent. It is balieved that all states should adopt
standz~3s and the state depariment of education provided with the means of
esTablishing voluntary teams of experts to visit and apply these standards
ro a given institution. States have the task of giving basic approval for
~zachzr ezucation to a total of 1,198 colleges and universities.

Thers has bean continuing controversy over national accreditation of
+aucher education, on the grounds that It is not necessary. Yet all the
oTner recognized professions in Americen life (about 25) have found it
~azsszary, bacause of the great diversity in state approval programs and in
-hz guallity of institutional programs, to seek to estabiish a floor of
gual Ity fhrough a national professional accrediting process.

A w2jor need Is to achieve agreement on standards gnd procedures of
state certification whereby quatified teachers may move* freely across state
ines in search of positions. While thare Is a high degree of such mebility,
+ha gdegree Is sTill not high enough.

'aior barriers to interstate reciprocity are spacificity of the
srasc-iptions, great diversity in required courses, too many certificates
issuez, special courses required by states (such as state history and
ccastitution) that may be discriminatory In application, diversity in
accreditaricon, lack of flexibility in applying the requirements in the
receiving state.

There is e wicespread feeling that the times demand the derivation of
“ratiz~al standards,” not federal or legal standards, but standards voluntarity
arrive? at by a consensus of the states and voluntarily enforced. If this
~ovamant does not cavelop, it appears to this observer that we will eventually

nzva fezeral df-ectives enforcing national standards.

One other vaxing problem | shall mention. The states are still Issuing
ahout 100,000 erzrgency, sub-standard certificates each year. About 5 per
cant of cur teachers (or one in every 20) is now teaching on a sub~-standard
srtificate. This is short-changing our children and demeaning to the teaching
~sfassion. And it ought to be stopped. This practice is virtually unknown

~ +he otner professions.

y N
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TEACHER RET{REMENT

All stetes in 1967 have statewide teacher retirement systems, elther as
such or stetewide public employees systems to which teachers belong. The
cetaiis on four state systems were not reported in the latest study of the
yational Council on Teacher Retirement. Thus thg data | shall cite in most
instances will be for 46 states and Puerto Rico.

Thirty -¢ive states have statewide systems for teachers; 12 states have
state-wide systems for public employees to which teachers belong; and four
states (Alaska, Delaware, Maine, and New Jersey) have systems but the nature
is not reported in the iatest NEA study. Ten of the state systems (of 35)
for teachers alone do not provide for social security; 25 state systems do.
Tnroe of the statewide systems for public employees which include teachers
=0 not provice social security; nine states do. Thus 34 of the 46 state
systems reported provide social security coverage for teachers; {3 do not
(including Puerte Rico).

Existing state retirement plans for teachers are of two types--the joint
contributory and the pension plans. Only one state (Delaware) has a pension
plan, In which the state pays all the costs. in the other states, the
contributions are shared by the state and the individual teacher.

The joint contributory plans are of two Types:

1. The cash disbursement plan--commoniy callied the pay-as-you-go plan,
in which the state appropriates periodically only the money needed to pay
{+s share of benefits for the employees already retired.

2. The reserve plan--~the state sppropriates money for contributions
+hroughout a teacher's working years, thus buliding up a reserve. These ,
contributions are paid in advance, based on actuarial projections, and are -
hald in trust until the benefits are due. ' c o

The ‘NCTR advocates the joint contributory system and the reserve plan,
in contrast to the pension system and the cash disbursement plan.

Retirement systems also are classified according to benefit formulags~~
(1) the money-purchase type, and (2) the fixed~benefit type.

in the former, the benefit is computed in two portions, an annulty
based upon the teacher's contribution and 2 pension provided by state
contriputions. The latter may be equal to the annuity earned by the member's
contribution or it may be at a fixed rate.

2NEA Research Division, Nationa! Education Assoctation and National
Council on Teacher Retirement. "General }nformaflon." Washington: The
teseciatinn, Daze~tar, 1965. 4 pp. (mimeographad)
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Social Security. In 36 states and Puerto Rico some or all teachers are
ccverad by social ~scurity. Im 15 of these states, social security is fully
suoplemental to the retirement system, for those teachers covered. In i3
states, social security is coordinated with the retirement systems, in which
+ha full benefits of social security are not available in addition to those
of the state system.

Some 16 state systems provide survivors' benefits. In cniy four of
these states are teachers covered by social security. The survivors'
tensfits are, of course, in lieu of refund of members contributions. The
" range in benefits is from $16 per month to $100, with the median being $38..
Most systems provide some additional benefits to @ widow with dependent children.

Malor Problems

There are, of course, several serious probiems in {ifting al! teacher
retirement systems to adequacy, and keeping abreast of escalating price
levels, and competing on reasonable terms with other governmental and private
retirement plans. '

One of the major problems is that of achieving reciprocity among retire-
ment systems, to promote freedom of movement and empioyment of teachers from
state to state. Recent studies Indicate that at least 20,000 teachers each
.ye2r take jobs in other states than that of their empioyment in the preceding
year. The NEA in 1947 found thet at least 30 per cent of the nation's
teachers had taught in more. than one state. [t stands to reason that the
percentage is probably much higher today. .

The state teacher retirement systems have not found a workable pian
whereby a teacher moving to another state is not compeiled to lose membership
in the system he is leaving and to lose credit for all or part of his past
sarvice. The net results of this weakness is to freeze teachers In service
in the state of his initial teaching service, or the state in which he has
compiled an extended service record. This situation has several unfortunate
imolicalions. Two of them are: (I) Teachers are impelled to forego
opportunities for promotion and higher salarles, which in turn preclude the
building up of higher retirement benefits; or (2) Teachers are impelled to
abandon years of service credit and start all over again in another state
+c build up retirement benefits, often resulting in severe diminution of
benefits on retirement. The big reason for failure to solve this problem
is the inabifity of the states to meet the costs of a fair solution.

Some of the plans that have been adopted by a few states are as follows:
(i) permit credit, for a specified number of years, by the receiving state
for service in another state. (2) Permit the incoming teacher to pay into
+ha system in the new state of employment the amount which would have
accumulated had the teacher performed all of his service in the receiving
s+ate. Few teachers have that kind of available money, even though they
may be able to withdraw their contributions from the first system; (3) The
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contributions of the teacher in the first state may be retained to accumulate
interes* until the time the teacher retires when an @nnuity will be paid him
by each system to'whtigh he has belonged. Several states permit the out-

migrating teacher to leadve. his accumulated contributions in the retirement
system and receive & deférred annuity.

Another major problem of teacher retirement systems is the woeful .
inadequacy of the income of teachers who retired several years ago on flxed
annuities. The rapid price index rise throws these people further behind
each year in the battle for subsistence. A few states (notably Wisconsin)
have moved into the 50-50 fixed and variable annuity plan, which is in
operation by the Carnegie Foundation's TIAA-CREF plan for College Teachers,
in an effort to adjust benefits to higher price levels in the econcmy.

The plan recommended by NCTR as offering best hope for reciprocity
among state teacher retirement systems Is the early vesting with deferred
benefits payable at retirement. Both NEA and NCTR urge that benefits vest
after five years of service. This plan would provide that a teacher with
tive years or more of service who leaves one state, and does not withdraw
his contributions, will receive at norma! retirement age a benefit upon
either the accumulated contributions of both the teacher and employer or
the formula then in effect. The great advantage of this plan is obvious.
The states receiving the services of a given teacher, for periods of five
years or more, would share the cost of the benefits, rather than the
receiving state having to carry aimost all the burden. Presently, some 16
states have adopted vesting plan after five years of service.

Principle of Gradual Retirement. It seems probablie that retirement
provisions in the future will permit a gradual, step-by-step retirement
rather than the harsh cut-off age now in general use. This will probably
fol low the format of reduction of work schedule beyond 65 (or whatever is
the normal retirement age with full benefit) to a 3/4 time level the first
year; then 1/2 time the second; 1/4 time the third year; and then the cut-off,
or by administrative decision permitted to continue two more years at 1/4
time, depending upon the health and gengral effectiveness of the employee.
There would be in this plan, of course, a comparabie reduction in salary.
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o, Table 1-A
ESTIMATED AVERAGE SALARIES OF ALL
CLASSROOM TEACHERS IN PUBLIC SCHOOLS, 1966-67

Average - Average
State Salary State Salary
1. Alaska (19-36,692) $8,923% 26. Florida $6,430
2. California 8,450 27. VNirp nia 6,400
3. thawall 7,902 28 tows 6,396
&, ‘iea York 7,900 zy. Llouisiana 6,388 .
5, Connecticut : 7,460 30. Missouri 6,250
. Celaware 7,450 31. Kansas 6,100
7. lilinois 7,400 32. New Hampshire 6,050
§. ‘ievada 7,390 33. Texas 6,025
5. Iinglana 1,377 34 Montana 6,000
13. lew Jersey 7,356 * Oklahoma - 6,000
11. weshington 7,330 36. Georgia 5,895 .
12. aryland 7,308 37. ldaho 5,875
“lassachusetts 7,300 38. Maine 5,825
13. Michigan 7,300 39. Vermont 5,700
15. Arizona 7,230 40. Tennessee 5,625
16. 2Jregon 7,000 41. Nebraska 5,619
17. “innesota 6,910 42. North Carolina 5,604
UNITED STATES 6,821 43, Alabama . 5,480
18. Pennsylvania 6,815 - 44, West Virginia 5,450 .
19. WiscoHnsin | 6,700 45. Kentucky 5,400
20. tiew Mexico 6,630 46. South Cerolina 5,343 |
21 Colorado 6,625 47.. North Dakota 5,280 "
* Rhode Island 6,625 48. Arkansas 5,013
23. Ohio 6,534 49. South Dakota 4,800
24. utah 6,490 50. Mississippi 4,650
25.iiwyoming 6,450

Saurca: NEA Research Division, National Education Association. "Rankings of the : .
States, 1967." Washington, D. C.: The Association, 1967. Research Report 1967-R1.
_Do 260 el

*All doller amounts for Alaska should be reduced by about one-fourth to make the
surchasing power of Alaska figures comparable to figures reported for other areas
of ftne United States.
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Tabie {1-A

THE INDEX SCHEDULE PRINCIPLE

About 16 per cent of the 1,104 salary schedules studied by the NEA

. Research Division in 1966~67 are of the Index or ratio type. About 90% of
tness schedules related the index to the bachelor's degree minimum. Some
incex schedules relate the index to the minimum of each preparation level.

‘ Below is the 1966~67 index schedule of the Springfleld, Mitchigan pabiic -
schools, & 12-step schedule with 5.5 per cent increment at successive stéps,
with the maximum at 1.725 times the minimum in each salary class, or
preparation level.

Steps Yoars B.A. M.A. M.A.+30 Ratio
1 0 $5,600  §$5,936  $6,272 1.000
2 1 5,908 86,262  $6,617 1,055
3 2 $6,216  $6,589 - $6,962 1.110
§ 3 $6,524  $6,915  $7,307 1.165
5 4 $6,888  §7,301  $7,715 1.230
6 5 $7,252  §7,687  $8,122 1.295 ‘
7 6 $7,616  $8,073  $8,530  1.360
8 7 $8,0%  $8,518  $9,000 1,435
9 8 $3,456  $8,963  $9,471 1.510

0 9 $8,876  $9,409  $9.941 1.580
1" 10 $9,269  $9,854  $10,411 1.660
12 " —~ - $10,240  $10,819 1.725

Source: NEA Research Division, National Education Association. “index
Salary Schedules for Classroom Teachers, 1966-67." Washington, D. C.:
The Association. February 1967, Research Memo 1967-2. 13 pp.- (Mimeographed).
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; CRITERIA FOR REVIEW OF
PROFESS1ONAL SALARY SCHEDULES FOR TEACHERS

Should provide a schedule for beginning teachers, and career Increments
for experienced teachers, at levels competitive with industry and
comparable to that of other professional personnel in the country.

The schedule should be a single salary schedule, based on preparation
and experience, of the index or ratio type. (See attached suggestive
schedule)

The maximum salary provided shouid be at least double the minimum.

Tha number of annual increment to reach the maximum should not exceed 15,
preferably not more than 10, with fuil step placement for all teachers.

The schedule should provide recognition of teaching experience in other
school systems (at least up to 5 years).

The schedule should provide incentives for professional growth, in the
areas of advanced education, educational travel, and participation in
curriculum déevelopment.in the school system. :

There should be provision for superior service maximums, above the reguiar
maximum, for periodic reward of outstanding teachers. -

The schedule in doilar amounts should be realistic in terms of the annual
income of the teacher, and in relation to salaries paid to non-feaching
professional personnel and fo non-professional personnel.

Should inciude schedules for substitute, adult education and summer
school teachers.

Shouid specify amounts, above the regular schedule, to be paid teachers
for assigned extra duties. :

Should provide a program of fringe or non-salary benefits, such as pro-
fessionatl liabiiity and health insurance; leave provisions.

Should be accompanied by written personnel pelicies specifying minimum
preparation requirements; procedures for proper assignment of teachers
only to their qualified fields; defining the length of the schoo! day and
year; providing reasonable class load.

[ T
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RATING PLAN FOR TEACHER SALARY SCHEDULES

1:-ar savaral years of study, the NEA Research Division and the Salary
22-z..tanT Service Developed and issued in 1966-67, an objective procedure
<z~ ssaluating teacher salary schedules nationwide. This was possible because
z-., —«3 Ccriteria out of a total of 11 deal with doliar amounts. The
-3~2'~ing deal with wideiy accepted general principles which any schedule
s2-z1e255 of the dollers invoived can meet. Only 40 per cent of the total
sz -ie score is based on dollar amounts; 60 per cent is based onschedule

T~s initial rating scale or score card was pretested throughout the
1653-26 school year In 1,074 school systems enrolling more than 6,000 pupils
a~= ir 138 systems enrolling betwesen 1,000 and 6,000 pupils. No schedule
rava23 3 perfect score of 100 points.

T-2 following are the 11 tests on the scale with the maximum points
ass’'zred to each:

WE IGHTED SCORE RATING TESTS OF TEACHERS SALARY SCHEDULE

Maximum
Points
1. LCo:lar amount of the bachelor's degree minimum 20
. ©Satio of master's degree schedule scheduied minimum to the
sachelor's degree scheduied minimum 5
3. tatio of master's degree scheduled maximum to the bachelor's
segree schedules minimum 10
2. 3stio of scheduled 6 year preparation meximum to bachelor's
sagree scheduled minimum 10

. ccliar amount of scheduled maximum below the earned doctorate 20

%, Recognition of full-year preparation levels beyond the

cachelor's degree class 10
7. Fszognition of intermediate preparation levels beyond

Tna bacnelor's degree class 5
5. ‘wmber of increments in the bacheior's degree scale 5
2. Numbar of Increments in the master's degree scale 5

. Parcentasze relationship of average annual increment fo
~zzheicr's degree minimum 5
i1. Zonsistency in scheduling diffterentials for advanced preparation__5
Total Possible Score 100
so=z: 832 “I~strument for Evaluation of Teacher Schedules, 1966-67."

- . .

Cende (T oza gistribut )
£1{U: : 22 Cis r.bu ed to group
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Teacher Certification
Suggested Weigh“ed Score Evaiuation Card On
State Teacher Certification Procedures
(Maximum Possible Score: 100)

Maximum

: Points
Minimum preparation requirement for initial certification
(provisional) of bachelor's degree for both elementary and
secondary school tTeachers ) 5
Minimum preparation requirements for full professional
preparation of master's degree (reguiar, standard of
professional) for classroom teachers : 10
Minimum preparation requirement for special, auxiliery, or
non-teaching professional perscnne! of 6 years 10
No substandard or emergency certificates Issued (national
average 5% of total) , ' 5
A total of 5 or fewer certificates issued ' 5
Certification prescriptions are simply stated 10
The approved programs approach is used, specifying only
the degree and areas of professional courses, and
placing responsibility upon teacher education institutions
for recommending candidates for certificates 10
Chief state education agency maintains legal or extralegal
advisory counci! on teacher education and certification for
constant review and refinement of requirements 10
Chief state education agency has developed standards and
adopted procedures for approving teacher education
Institutions .. . S
Chief state education agency provides for a team of experts
+o visit .institution applying for state approval and pass
Judgment on the quality of the program 5
Enforcement (or Incentives) of professional growth beyond
the master's degree level left to local school boards 5
The state has a professional practices act, establishing
a professichal practices commission 2

The state has established a professional standards commission
(or board) or an extra-legal body to advise on filexibie
application of certification requirements in exceptional cases 5

Accreditation by National Council for Accreditation of
Teacher Education as one means of expediting reciprocity 5

Has an approved ptan‘for receiving teachers prepared In other

states

5

This Is simply a suggested approach. If is not definitive and would
require extensive study and refinement. '

« mm aow ——— e mM e N
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Table I-C
Reported Monthly Minimum and Maximum Benefits
in State Teacher Retirement Systems at
Age 65 and with 40 Years of Service

Median Annual Medial Annual
Minimum Max imum Benefits to Those Benafits to Those
Monthly Monthly Retired Prior to Retired During Last
State Benefits Benefits June 30, 1965 Retirement Year
Alebama $100 $500 $1,466 _ $1,699
Arizona 146 729 » ) ..
Arkansas 154 240 . 2,362 Lo 2,172
Cailfornia 267 915 A LA .. o ®
Colorado 100 500 1,292 ARCOR I 2
Connecticut 120 600 2,953 B ... 4,245
Florida 160 800 2,650 - - . 3,300
Georgia - 130 700 1,31 - . »
Hawall 160 800 - * L d
idaho 130 163 1,008 . . 1,189
It1inois 133 600 2,030 L. 3,114
indlana 424 “—— 1,950 | Tt 2,228
fowa 83 200 360 ) 480 -
Kansas 145 150 876 - 972
Kentucky 134 447 1,620 1,980
Llouisiana 190 600 2,535 - 3,119
‘Maryland 114 5N 2,483 ‘ - 2,137
Massachusetts 160 800 3,113 ‘ - 4,025
Michigan 80 530 1,954 2,645
Minnesota 124%%0 274%#% 1,334 1,951
Mississippi 50 450 689 . 910
Missouri 144 630 o ® »
Montana 116 339 1,443 .
Nebraska 105 * * *
Nevads 130 650 * *
New Hampshire 74 501 1,270 1,625
New Mexico 120 466 1,870 2,067
New York 276 552 2,410 3,534
North Carolina a0 520 1,097 1,390
Nort+h Dakota 125 175 1,132 1,266
Ohio 150 700 2,500 . © 3,744
Oklahoma . 176 . 215 1,404 1,461
Oregon 77 617 613 B 745
Pannsylivania 114 5H 2,174 2,650
Rhode Island 133 666 LA ®
South Carolina 129 906 909 1,051
South Dakota 25 51 334 357
Tennessee 107 750 * .
Toxas : 150 371 1,680 1,980
Utah 40 160 993 - 1,293
Vermont 125 500 ‘ 1,581 ‘ '
Virginia 45 405 1,005 1,356
#ashington 219 396 1,610 - 2,080
nast Virginia 167 250 1,246 1,560
Wiscoasin 70 428 * *
weaming 97 347 550 300
r.2r—-s Rico 144 720 1,104 2,400

*Cara not gliven
#etwithout Soclial Security
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Table 1-C Source: -"School Law Summaries" Prepsred by NEA Research Division and

National Council on Teacher R

Etirement (Series | -- Statewide Teacher Systems Without

Social Securlty and Series 2 -- With Social Security). Washington, D. C.: The

Assocliation, September, 1965.

(Mimeographed by states).
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Tabie 11=C

Minimum and Maximum Monthly Retirement Banefits
for Teachers In State-Wide Systems
at Age 65 with 40 Years of Service*

Minimum Monthly
Benefits

$50 or below
$51 - $100

$101 - §$150
$151 - $200
$201 - $250
$251 - $300
over $300

Total

Range: $40 - $276
Mode: $101 - $150
Median: $101 - $150

No. of
States

4
9
23

7
1
2
_0
46%*

Maximum Monthly No. of

Benefits States
$100 or below 1
$101 - $200 5
$201 - $300 3
$301 ~ $400 4
$401 - $500 7
$501 - $600 10
$601 ~ $700 6
$701 - $800 6

“over $800 2
Total 46

Range: $51 - $915
Mode: $501 - $600
Median: $501 ~ $600

* Most states have provisions for earlier retirement ages with fewer years of
service at lower amounts, as well as provisions for retirement at higher

ages and longer periods of service aft higher benefits. The above figures

are based upon the normal retirement age and service record In most states.

**Does not include details of 4 state systems.

Source: Adapted from data given in Table |
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Table 111-C

‘87%%

STATE-WIDE RETIREMENT SYSTEMS FOR TEACHERS

ACCORDING TO TYPES AND RELATIONS TO SOCIAL SECURITY

18

Pubiic Public
Employee _ loyee
Systems Systems Systems ystems
Restricted Inciuding Restricted ncluding
Sta=s To Teachers | [Teachers State To Teachers eachers
> > >
| (| 2| 2 = £ £l £
S5 | |5 es 2l =l 5
o & 2O L (] & = E =
=3 128 | |£8 (23 £%|138 | |£5)38
- s | [T |5 *s|ts *3lts
D=8 R gx-g 333
Alabama2 X Nevada X
Arizonz X New Hampshire X
Arkansas X New Mexico X
California X New York X
Coloraco X North Carolina X
Connecticut X Nebraska X
Florida X Ohio X
seorgia X Oklahoma X
Hawail X Oregon X
icaho X Pennsylvania X
Htiinois X Rhode Island X
Inglarz X South Carolina X
lowa X South Dakota X
Kansas X Tennessee X
Kentugh v X Texas X
Ltouisizna X Utah . X
Maryiand X Vermont X
“lassachusetts X Virginia X
“lichigan X Washington X
MinnescTa X West Virginia X
“lesissippl i X Wisconsin X
Hissouri X Wyoming X
Montana X Puerto Rico X
North Lakotas X
TOTALS 25 10 9 3
L.

Source:

"Schoo! Law Summaries (Retirement)" Prepared by the NEA Research Division and

+he Na-ional Counci! on Teacher Retirement. December, 1965. (Multilithed).

Does n-~ include classifications for Alaska, Delaware, Maine, or New Jersey.

ERIC
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SUGGESTIVE CRITERIA FOR REGULAR REVIEW OF
STATE TEACHER RETIREMENT SYSTEMS

The system provides adequate benefits upon retirement, with a minimum
of 30 years of service.

Minimum provisions -- at least 50 per cent of the average of the
highest five years of salary.

Desirable -- two-thirds to three-fourths the average of the highest
five years of salary.

The system provides a formula for calculating benefits which is simple
enough for members to make their own calcuiations. :

The system provides for benefits before age 63.
Minimum -~ reduced benefits based on actuarial adjustiments.

Dasirable -- fu'l benefits at age 60 with specified number of years
of service.

The system provides for disabitity benefits before retirement.
Minimum -- benefits based on service to date and/or social security.

Desirable -- benefits of at least 50 per cent of pay or more (with
social security) or full benefit based on service to normal retirement.

The system provides benefits to survivors if death of member occurs
before retirement.

Minimum -- benefits based on service to date and/or social security,
or one year's salary in addition to contributions.

Desirable -- benefits of 50 per cent or more, including social security,
or full benefits based on service to normal retirement.

The system provides benefits tor widow if death of member occurs after
retirement.

Minimum -- joint and. survivor option.

Desirable -- benefits equal to or greater than 50 per cont of the
employee's benefits.
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. The system grovides for gradual retirement beginning at age 65.

~}

“inirum == reductinon of work load and pay, year-by-year, over a three
year saricd (by one fourth each year).

~agira~te -- reduction of work load and pay as in the minimum, plus &
specifias atlowabie number of days work per year beyond the thres year
step-by-stap limitation.

ER)}

Tne system provides for protection of benefits against Inflation.
inimum =-- benefits based on final average earnings.

Casirable -- post retirement adjustment or variable annuity plan during
gmplcyment.

LT}

. Tre sysTem provides medical expense protection.
*inirum -- Medicare or its equivatent.
Desirabla -- pre-retirement coverage and Medicare.
*s. Tha syste~ provides vesting of contributjons.
Minimem -- below 50 years of age and 20 years of service.
~asirzbla -- ten years of service or less.
i1. The sys*e~ provides for social security coverage of members.

“tinimum -—- coordination of social security in the system.

Sasirasie -- supplementation of social security to the system.

*

- z: A ru~tar of sources have been drawn upon in compiling the above
suggestive lisT. Among these are:

2cy L. Litlyanite, Secretary, National Counci! on Teacher Retirement,
wi mcitizzi Rnalysis of Present-Day Teacher Retirement Provisions.”
. weographes s.eech af AASA Convention, February 15, 1950;

~avis S. Roenisch. "How Are We Meeting the Needs in Public Employee
~a+iremant.” in The Proceedings of the Forty-Fourtin Annual Meeting
-2 tna ha*io-al Council on Teacher Refirement. pp. 93-60.
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INTERRELAT ION OF ACADEMIC AND
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I INTRODUCTION~--A STATUS REPORT ON THE TWO-YEAR COLLEGE

In case you hadn't noticed it, the two-year college has you sur-
rounded. Every state except Nevada now has one or more two-year colieges
in operaticn, and some states (California with 82, New York with 66,
Floride with 29, and Michigan with 27) can make the boast that there is 2
tunior college within commuting distance of 70 to 90 percent of college
z32 youth. Natlonally, there were 565 public two-year colleges in oper-
ation in 1966, and 272 private colleges. These 837 colleges, most of which
are members of the American Association of Junior Coileges, enrolled
+wore than 1,464,000 students, both youth and aduits, in 1966. One student
in every four beginning his program of higher education in the fall of 1966,
212 so in 2 junior college. For the past five years new two-year colleges,
=~cstly of the publicly-supported variety, have been established at a rate
of #rom thirty to fifty per year. |f the same factors which have conditioned
+he phenomenal growth of these colleges in the recent past continue to exist,
and There is no reason to suppose that they will not, it is quite probable
that the year 1972 will see more than IOOO‘Two-year colleges in operation
enrolling as many as 2.5 million students.

Types of two-year colleges.. Without too much over-simplification a
+axcnomy of two-yaar colleges can be accomplished with five categories:.

I. Public community: (junior) colleges, operated by a community,
a district, or a state, and offering a comprehensive edu-
cational program featuring lower division college-parallel
programs, two-year associate degreee occupational education
programs, and short-term occupational programs.

2. Privately controlled junior colieges, usually emphasizing lower
division programs in the liberal arts and sclences.
Many of these are church-related institutions. Not many
offer progrems of occupational education.

3. Technical institutes, speclalizing in collegiate-technical pro-
grams in engineering technology and related fieids. These may be
privately or publicly controlled, and are ordinarily single
purpose institutions for the education of engineering
technicians.

4. Two-year extensions or branches of universities. These colleges
have essentially the same admission standards as the main
campus, and offer & regular program of lower divison arts and
sciences. Some of them also have a technical institute division.
Soms also offer pre-porfessional courses.

5. Post-high school vocational-technical schools, or "area technical
schools". These institutions, which are becoming quite
numerous: in some states, are not really colleges, but
they are post-high school institutions. Their numbers and
enrolTments were nof included in the status and projection figures
ci*ad above. In general! they do not offer any kind of
degree, are not accredited by regionasl accrediting agencies
(al+though there are recent moves in this direction, nofably in
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wisconsin), and do not provide quality programs of general
education. Their function is to provide specialized post-
high schoo! vocational and technical education for youth and
adults, either for entry employment or for job mobility.

0f the five kinds of schools listed, only two seem fto have & significant
growth potential--the public community junior college, and the area vocational
technical school. The growth statistics cited above are almost entirely
from the public community-junior college sector, and it is this uniquely
American institution which has emerged as the most dynamic educational move-
ment of the mid-twentieth century. Whet kind of institution is i+, and what
promise does it hold for Americans of this and future generations?

11 CHARACTERISTICS AND FUNCTIONS OF THE _COMMUNITY JUNIOR COLLEGE

At this point a brief look at the purposes and programs of the pudblic
junior college may be heipful. Generalities are risky here, as in any
attempt to describe sociai insittutions, but many of the following state-
ments would apply to most public community col leges:

i. Tuition charges are nominal--in some states entirely absent.

2. Admission standards (to the college) are not restrictive. In
many states the "open door” policy Is in effect--any high
school graduate or any person over eighteen may be admitted to the
college. (Admission to specific courses or programs, however,
is controlled.)

3. A lower division progrem of arts and sciences (. the "transfer
program”) is offered for those students whose goal is the
eventual completion of a baccalaureate degree.

4. A comprehensive program of one-yea} and two-year curriculums in
occupational education is offered, for those students
. whose immediate goal is employment.

5. (Considerable emphasis Is placed on general education, both in
the college-parallel program, and in the two-year occu-
pational progreams. '

6. The assoclate degree is awarded upon completion of both the
col lege-parallel and the occupational education programs, provided
general education requirements and credit hour requirements
(usually 62 credit hours minimum) are met.

7. Guidance and counseling services are provided for at! students—-
youths and adults, day and evening. Testing seryices, occupa-~
tional information, career counseling, educational advisement,
and program pianning are all included in this service by the

be+ter colleges.

8. A program of continuing education and community service is
. offered. Frequently it invoives greater numbers of persons
+han are enrolled in the regular-day classes.
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9. 1In most states control is vested in & local board of trustees
elected by the people of the junior college district. Typically,
the student, the local district, and the state share in the cost
of annual operation; and the state and local district share the
capital expenditures. A few states have recently establ ished
"gtate systems" of community colleges with tight control of all
operations being vested in a state board and its executive officers.

0. There is generally a commitment to opportunity for all who can
profit from post-high schooi education and fraining.

Here then Is an Institution with a three-fold purpose: (1) academic,
|iberal arts, pre-professional education for baccalaureate degree-bound
students; (2) occupational education for students whose career goals

‘involve the middie manpower spectrum of Jobs; and (3) general education for

all who have the desire and the perseverance to profit from it.

11 QCCUPATIONAL EDUCATION IN THE TWO-YEAR COLLEGE

The Impact of Technology
-~

¥ the impact of technology teaches us anything at all, it teaches us
that some cherished beliefs about education are utterly false. The idea
that liberal arts education is for the few, for the cultured and ruling

. el ite, and that mechanicsl arts or practical education is for those who

will work and be ruled, is dead. The surge of technology has brought about
a sltuation in which almost all work which men do has cognitive content.
Non-cognitive work is increasingly being accomplished by machines. According
to a tcp executive of the Ford Motor Company, a person needs at least twelve
years «f education today to compete with a machine. The old dichotomy
betwecn |iberal arts or acedemic education and practical or vocational edu-~
cation, if it ever had any currency, is now meaningiess. After a thousand
years we must come to the real 1zation that higher education is not a cult for
the few, but a driving force for the economic and cultural deve!opment of
nations.? In modern industrialized soclietles, rich and poor al ike work; and
those with the greatest amount of education are quite likely to work the
hardest. One can predict a reversal of Aristotie's "education for leisure”
idea in our time by noting that the only sure guarantee of leisure today is¢
a lack of education.

in & prior time the well educated were the leaders, accomplishing the
thinking and the planning and the governing functions in society. "Work"
was largely manual and was accomp!ished by the masses with only a modicum
of education or vacational training being required. Occupations were, for
the most part, capable of being classified in three categories:

(1) professional and/or managerial, for which an academic and theoretical
education was required;

(2) +rade and cratt, for which vocational fraining or a period of
apprenticeship was required, and

(3) common labor Jobs, which required only physical strength and a
will to work.

As a result of the technological revolution, however, @ complete new
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spectrum of occupations has developed in between the professional and
managerial Jobs on the one hand and the trade and craft Jobs on the other.
These new "semi-professional™ jobs have increased by the hundreds of
thousands in the past three decades unti! today we find that such segments

of the economy as industry, business, agriculture, health and medicine,

and public service are almost as depender.. on the contributions of semi-
professiona! and technical personnel as they are on the work of professionais
in the respective fieid. Ther term, "middle level manpower" or simply,
"middie manpower" has been proposed as being descriptive of persons who '
work as semi-professionals and technicians In jobs which usually require both
cognitive effort and manual skills.

The Spectrum of Middie Manpower

Loosely defined, "middie manpower" can be described as that portion
of the total manpower spectrum which is concerned with jobs with a balanced
cognitive-manipulative content. At one end of the middie manpower "band"
are jobs which are nearly professional in nature (e.g. science research
technician) with a very high cognitive-to-manipulative ratio. At the other
end are jobs closely related to the skilled trades (e.g. television service
technician) where the cognitive-to-manipulative ratio is reversed. In
general (but there are many exceptions) it can be said that middie manpower
occupations require post-high school education and training of one, two, or
three years, but that for most of the jobs, a baccalaureate degree is not
a requirement for entry into the job nor for successful performance on the

Jjob.

Some definitions may be helpful at this point. There is not complete
unanimity among educators and manpower analysts on the following definitions,
but there is enough agreement among representatives of two-year colleges
+hat the definitions may be useful here. !

1) Occupational education is a generic term applied to any and all
education and fraining programs designed to prepare persons of
any age for employment in any field. The- term encompasses all
levels of education and training programs, from those offered in
colleges and universities to those offered in high schools or
vocational schools, or in In-plant rraining programs. '

2) Professional education is a term appllied to the education and
+raining programs of fered by graduate professional schools in
universities; as, for example, law schools, medical schools,
engineering schools. .

3) Semi-professional education is composed of those formal ly organized
col lege-level curriculums (usually of less than baccalaureate degree
length) which lead to employment in career fields which are near
professional in status and job performance. The cognitive-to-
manipulative ratio is relatively high. Some examples of thaese jobs
are: engineering technician, associate degree (registered) nurse;
science research technician, medical laboratory technician, legal
secretary, surveyor, efc. Semi-professional education programs
generally include a core of general education.

4) Technical education is a very froublesome term to define. It has
become so popular in the past decase that there is real danger that
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it wiltl have lost any real maning for educators. High schools and
vocational schools now speak glibly of their "technical education"
programs, and certain proprietary schools of questionable quality
importune the gutliblé public to enroli in their sixteen-week or
forty-eight-week correspondence courses and prepare for a career
as a "technician". Some educators in recent years have begun to
use the term to apply to nearfy all occupational education,
including programs in health fislds, in business, in trade and
industrial fields, and public service. There Is a rationale,
however, for a delimitation of the meaning of the term to apply
only to those post-high schooi programs with strong content in
appl ied sclences, mathematics, and the machanic arts, and intended
to produce semi-professional workers. ' ' )

From this perspective a definition? can be proposed which’
says that technical education

a. contains a theoretical, or supporting core of applied
mathematics and science. .

b. is post-high schoo!l In level and Is ordinarily organized
into two~year curriculums of some 64 to 74 credit hours,
leading to an asscciate degree.

c. maintains a carefully calculated balance between cognitive
content and actual practice in the use of tools, machines,
and instruments.

d. leads to occupational competence at either the semi-
- professional level or the very highly-skilled level.

e. includes a core of general education (social science,
Eng!ish, humanities, etc.) making up at least one-fourth
of the total credit hours.

5. Trade and industrial education is a perfectiy good ferm to
describe pre-employment vocational education programs leading
to employment in jobs at skilled and semi-skilled levels, or
leading to entry into an apprenticeship program for the skilled
trades. Lately this term has fallen out of favor as secondary
and vocational schools have, for status~seeking reasons, appro-
priated the term "technicel™ or "vocational-technical".

6. Business education probably enrolls more students than any other
field of occupational education. Many high schools have good
business education programs realistically preparing young pecple
(girls, especially) for entry jobs at semi-skilled and skilled
lesels. Post-secondary education is ordinarily required, however,
for such job fields as secretary, Business data programmer, business
management, sales and advertising, finance and credit, and the |lke.

7. Health occupations education is one of the most rapidly growing
flelds today. Most of these programs are at post-secondary levels
and provide education and training for such jobs as associate
degree nurse, medical laboratury technicien, psychiatric technician,
dental assistant, etc. Most of these semi-professional fields have



t+heir own national associations, with standards for membership.
¥any of the jobs, and fhg gduca??onai programs for them, are
regulated by state laws.”’

8. The service occupations represent a relatively new fieid.
Included are jobs in the public service such as law enforce-
ment and conservation jobs; and jobs In the private sector like
those found in the hotel and restaurant management field. These
occupations represent a growing field of employment, and many
two-year colleges are Initiating educational programs on a one-
or two-year basis.’

9. Agriculture education has exparienced some decline In recent
years. However, as "Vo-Ag" programs have experienced decreasing
enrollments, agriculture technology and agri-business programs
have been increasing, particularly in two-year col leges, as &
result of the impact of technology on American agriculture.

in +ha confaxt of these definitions,.there follows a 1isting of jobs

which are generally recognized as falling within the middle manpower spectrum.
They are grouped in "families" or relysters™ of jobs, and educational programs
2+ the asscciate degree level are already well developed on junior college
carauses from coast to cosst, for most of the job titles listed. The list is
maraly itiustrative, not complete. Hundreas of job titles would have to be

" adced to exhaust the possibiiities. The "~iusters" or "families" do, however,
present a fairly good idea of t+he dimension of middie manpower.

I. Business ~ related occupations

Accounting--bookkeeping
Advertising layout
Business data programming
Buy Ing--purchasing

Credit and collection
Insurance

Haalth - related occupations

Dantal hygienist

Dental laboratory technician
tantal office assistant
HisTologic technician
inhalation therapy technician
vadical laboratory fechnician
raiical office assistant

Research - related occupations

8atlistics technician
Tisizjizal Tachnicien
8:c-physical technician
Cre~ical technician
Szro-osical techalcian
L

yarcgraptic technician

~

Real estate
Salesmanship

Secretary (many options)
Stenographer

Store management

Mental .heal th worker

Prosthetic technician

Psychiatric aide

Radloisotope technician

Registered nurse (A.D.N. or
diploma)

X-ray technician

Mathematics al.
Metalfurgical fe_onician
Meteorological technician
Oceanorraphic technician
Physics research technician
Spectroscopy technician

. e
o Ao

i gmeE v

B s Bacaae wendi Bt sobl Y

. —



-
e
'y

.s," 'J'c" .‘-Ar‘;'g ;1
BEST oY Aviitanue

4. Engineering - Industry relatod occupations - '«

A. Related to mechanical occupations

Air-conditioning/refrigeration Industrial technicilen. 4¢
techniclian Materials test < achnician
Automotive technician Operating "eng ar"
Foundry technician Plant foreman
Draftsman (several options) Qual ity control technician
Hydraulic technician Too! and die technician
B. Related to electrical/electronic occupations
Aerospace technician Mydroelectric plant operator
Electrical power technician Instrumentation technician
Electronic technician Missile technician
Options: Communications Steam plant operator
Computer
industrial electronics
Radio
Television
Telephone
M crowave

C. Related to contract construction and civil engineering occupations

Architectural draftsman : Regional planning technician
Building construction technician Sanitation technician
Concrete test technician Specifications write,
Estimator Surveyor

Materials test technician

D. Miscellaneous technica! and skilled occupations in industry

Ceramics technician Petroleum technician
Chemical technician Radioisotope technicien
Engineering technician Sales "engineering"”
Nuclear power technician Technical illustrator
Optical technician Technical writer

5. Public Service and Personal-~Service Occupatlons

Air potlution control technictan Hote! and restaurant occupations
Chef (cook) Law enforcement occupations
Educational media technician Mosquito abatement technician
Environmental control technician Nursery school operator

Fireman (fire depariment) Social worker alde

Fish and wildlife technician Teacher alde

Forestry techniclan
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§. Agricultural Occupations

Agricultural research technician Feed mil! operator

Agri-business jobs, n.e.cC. foods processing techniclian

Crop-duster (aviator) Frozen food plant operator

Farm equipment repairman irrigation specialist

Farm equipment salesman Landscape designer

Farm supplies salesman Nursery operator

Farmer (Owner or manager) Soils technicien 1

The above 1istings constitute a "broad brush™ picture of middlie _
level manopwer. Since present Buresu of the Census and Labor Department
data collection schemes are relics of the past, It Is very difficult to
obtain accurate information on the true size of the middle manpower labor
force. Recent studles have been made with respect to technicians In
industry, engineering, and science, however, and a conservative estimate
would indicate that there are now nearly 1,000,000 persons filling technician
jobs in these fields alone.? when middie leve! jobs in business, health,
agriculture, public service, education, and hospitality flelds sre added
to +he above total, it is entirely reslistic to estimate that there are, this
year, well over 10,000,000 persons in the middie manpower segment of the
labor force. Serious shortages of professionals in almost alt fieids
indicates tha+ the demand for semi-professionails will continue to increase.
i+ is my prediction that by the mid-1970's one person in every five In the
{abor force will be engaged in jobs whose cognitive-to-manipulative content
ratio would place them in the middie manpower spectrum as above defined. ' |

where will tThese millions of persons be educated and trained? Some
col lege graduates will, for a variety of reasons, gravitate toward semi- ‘
professional jobs. And, without doubt, significant numbers of high school ;
graduates will, through on~the-job training combined with evening courses or :
correspondence study, move into semi-professional and technical jobs. But
+he vast majority of the semi-professional workers of The future will be
educated and trained in the two-year coileges of America. These colleges
are making a real commitment to occupational education, and many of them
are offering educational programs for scores of middle manpower occupations.
The decade of the 1970's will see the assoclate degree firmly established
as the recognized educational base for semi-professional and techniceal Jobs
just as the high school diploma is now looked upon as the minimum educaticnal
standard for entry Into skilted trades and crafts jobs. In most states, by
1975, half of all high school graduates will be “"going on to college” in
two-yea, colleges,* and perheps haif of all these will be in occupational
programs.

|V ASSOCIATE DEGREE OCCUPATIONAL PROZRAMS

Job tralning, per se, is not the sole or Indeed the most important
ingredient in associate degree occupational education programs. All college-
leve! occupational education programs should, and most do, present a well-
baianced "mix" of specialized technical courses, background theory and

* In some states thls figure is already over 60 per cent.



supporting courses, and general education courses. | have already made
roference to the unreality of the liberal arts curriculum as a8 standard

sor all of highar education in today's worid. By the opposite token, though
we live in an increasingly machine-oriented society, man himself Is not a
machine, and any col lege-ievel education program should incoporate scme
degree of confrontation between students and the ideas men have reflected
about through the centuries. 1t would be difficult indeed to prove that a
given amount of general education in a college curriculum will produce a
sredictable amount of insight into the probiems of self, family, and
society, but experience seems to indicate that education and wisdom ars at
least slightly positively correlated, and thet the closer one's |ife work

is to professional pursuits, the greater the need for the {iberal arts, and
tor humanistic and theoretical content can be related, in the two-year college
satting.

This content incluges:

. A general education core required of all students whose goal
is an associate degree In any occupationa! education field.
This core of coursas provides a foundation for intellectual,
social and cu!tural growth. 1t broadens the educational base
of students and will assist them in adapting to changing occupa-
+ional and socia! conditions, and i~ becoming active, useful
citizens in a free society.

2. A basic theory-and-supporting~subject core, unique o each
"tamily™ or "cluster® of occupetional programs. These courses
comprise the essentlal core of basic theoretical kinowiedge unique
to each family of occupations. Mathematics, physics, biology,
chemistry, economics, graphics, and like courses are found in
this core. ‘

3. Specialized courses for the chosen occupational field, selected
and planned to produce occupational competence at a semi-professional
levet of performance.

Chart | illustrates this model.* Pre-counseled students, if they
meet entry standards set for associate degree progrems, will be enroliled in
a freshman program which is a blend of general education core subjects, basic
core subjects and the specialized technica! subjects must be carefully and
jointly planned so that the methematics, physics, life science, or graphics
content necessary to the successful pursuit of the special fzed technical sub-
ject will be mastered prior to the ftime it is needed. Both scope and
sequence must be carefully evaluated, and this requirement frequently
necessitites an abandomnment of "classic" courses and sequences in mathematics,
physics, and chemistry in favor of courses developed especially for the
particular curriculum. To some extent "standard" freshman courses can be
used for the general education core, byt here too it is frequentiy necessary
to develop new courses for occupational curriculums. As an example, in 8
two-year program there Is offen not enough time for separate courses in
history, economics, political science, and sociology. Yet, it could be

*Originally prepared for a paper by the author in Emphasis:
Occupational Education in the Two-Year College, American
Association of Junior Colleges, Washingten, D.C., 196€6.
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rationally argued that a two-yeer college greduate should have been con-
fronted with ldeas from all of these disciplines in such a way that some
integration of ideas might occur. A new course, with selected content from
the several disciplines, and with a planned integration of ideas is fre-
quently necessary.

Quantitatively, associate degree occupational programs could provide
competent graduates in two academic years with a total of some 62 units of
work, if the entering students were really ready to begin college work.
Realistically, most students need some remediation, however, and consequently
the associate degree program usually involves some 70 to 76 credit hours.

The case for general education.

Much controversy exists over the value of general education in post-
high schoo! occupational education programs. Some persons, and among them
are many vocational educators, fee! that education In the common learnings
should end, for all but the intellectual elite, with high school. Education
and training for occupational competence, it is said, especially in the
exploding technology of today, must be highly special ized and concentrated
on the knowledge and skills specifically required by industry and business.
Time spent on general education will hinder the development of real job
competence, it is feared.

But the basic problems of man's existence today are not centered in
business, industry, or technology. Man's basic probiem is really himself,
his beliefs, his loves and his hates, his attitudes, and his relationships
with others. Technology and en affiuent society have removed nost of the
old adversities from American life, and their very absence poses 8 problem.
1£, in truth, "the uses of adversity"” are sweet, what happens to man when
most adversities are removed? Does man himself become the only adversary?

A critical need today is for a concern at all levels about the pro-
blems of society. In & democracy the tone of living, the value system, the
goals. men seek, are not set by an intel lectual elite, but by the mass of
the people themseives. The community junior college is in the best possible
position to engender an increased leve! of concern among so-called average
citizens, for It is by nature and purpose designed to serve the rank and
file of the people. 1f we believe in education at all, end there is evidence
that education has become almost the national religion of Americs, we must
believe that general education--the common tearnings—-the liberal arts--~ has
velue for all citizens, including those whose work is highly specialized.
Most persons work for less than hal$ their waking hours. The quality of
their responses during their "living t+ime" is certeinly as important as the
competence of their act’ons during their "working time."

vV THE ACADEMIC, OR COLLEGE-~PARALLEL, PROGRAM

Most two-year colleges, public and private, consider that the provision
of a quality program of lwer division arts and sciences is 8 major function.
The term "col lege-parallel program” and “"fransfer program” are used to
dascripe this function.

in addition to a full range of freshman and sophomore liberal arts
and scienze courses, many of the larger junior colleges also provide pre-
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crofessional sequences of courses designed to prepare students for upper-
zivision work in such diverse flelds as business administration, agri-
cclture, engineering, architecture, nursing, teaching, forestry, police
science, home economics and other fields. Studies made by Medsker and
z=nar 1V t! over the past ten years bear out the following conclusions,
#i™% respect to public community junior colleges:

i« Nearly two-thirds of entering freshmen students will elect the
transfer program, uniess strongly directive counseling pro-
cedures are used.

2. Only about one-fourth of entering freshmen "transfer" at the
end of two years, and only about one-third ever do.

3. Transfer students drop behind "native" students and behind
their own junior college records, in scholarship, during
their first term at the senior college. This differential
may range from 0.5 to 1.0 g.p. on 8 4.0 scale. iIn succeeding
terms those who persevere bring up their scholarship until,
by graduation, they are only very slightly behind the
"native" students.

4. Since junior college "trensfers" are largely from a group of
students who were inadmissible to the four-year college to
which they later transfer, this negative g.p.r. is to be
expected. ‘

5. In general, it cen be documented that junlor college transfers
on the average, do nearly as well in their upper division work
as do native students. Many, of course, graduate with honors,
and s.me, indeed, graduate summa cum |aude.

Obviously, the central purpose of the transfer program of the two=-
vear college is to prepare students for successful study in the upper
division programs of four-year colleges. Other outcomes may also be desired,
sut if this central purpose is not achieved the transfer program of the
lunior college Is a failure. Articulation between junior colleges and
senior colleges Is essential in order that lower division programs which
sre truly college~parallel may be plenned and operated. Most universities
and four-year zolleges staff an office whose major purpose Is articulation
#i+h the junior colleges of the region or state. And most junior colleges
provide for one or more liaison committees whose purpose is to evaluate
continuously the courses and curricuiums of nearby four-year colleges so
--at the comparable jJunior coiflege courses and curriculums can indeed by
xao0T “parallel".

Merdly anything in America is prized more than a bac calaureate degree
from a recognized college or university. This insatisble drive for an
academic degree on the part of youth and their parents creates almost
insuperable problems for those whose major responsibility Is planning and
czz-2ting a quality program of college-paratlel ejucation. Students entering
_.mior colleges as freshman and desiring the transfer program have been
/arijously categorized as follows:
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l. The "eligibles" -~ those whose high schoo! grades and college
»sard scores make them admissible to nearby four-year institu-
+:ons, but who choose the junior college anyway.

2. Tre “ineligitles” ~- those students who are not academically
zyrissible to any nearby four-yea~ institution, and who © to
-re unlor college of necessity, because it is "open door¥,’

\ Among’ the "ineligibles” Is a sub-group of students labelled the
"iate blcsrers" -- students with good academic potential, whose increased
~arurity w1l soon assert Itself and make even themseives wonder why thay
~asted the high school years. -A much larger sub-group (usually comprising
over halt of the entire group desiring the transfer program) is the "glve-~
1t-g= try" group, all of whom insist upon the chance to try the transfer
program evan when test scores, high schoo! grades, Interest test results,

snd cacnsaior interviews atl point to probable academic failure.

_ with such 3 diverse group of students (and non=-students) in hot

aarsult of the acadsmic fox among the rocky hedgerows of collegiana, It

" is no wonder that many are unhorsed at the first jump. Those who are not ’
s discouraged as to quit the hunt entirely are brought back to join a large

. 'group who wisely elected to take some academic "riding lessons" before

pounzing after the pack. Remediation is a very Iimportant factor within the
t-ansfer g-ogram, and it takes many forms, including developmental English,
remecial rsading, mathematics review courses, and orientation courses.

The term "salvage function™ is commonly used to describe the process whereby
+arcuwgn re-ediation, the community Junior college readies the unprepared
student for bona-fide college level study in the t+ransfer program.

Even 35 some respond fo remediation and succeed, others {many, many
oshers) find even the remediation too demanding and fall by the wayside.
Tals srczass, whereby the junior college sifts out those with the requisite
capatiiisy and graduates them on o the four-year college, and allows others
+o scavinze +hemselves that an scademic degree is not their "cup of tea,"
is generally known as the nscreening function." And, although It is never
g jovous cscasion when one reallzes t+he unattainabiiity of a much-desired
goal, The Traume is measurably less in a junior college whers the opportunity
ex'.s+s for lateral mobility into an associate degree occupationai program,
«nan iT .5 at the university where academic dismissal and ignominious departure
are the only concomitants.

Tris is not to say that occupational programs are filled with academic
re gctg-~‘sr from itl Most students in occupationa!l education programs
=mousa Thosa programs with the help of a college counselor, bacsuse
za-tors c¢ interest and ability as evaluated from high school grades,
a=hiegvaws-s and Inte!!lyanc. test scores, and interest tests all point to
+ha wisda= 3% such a choice. However, many twould-be transfer students"
do cors *c ~ore consicered judgments after a semester or two and transfer
fateraily sithin fthe instituiion instead of vertically to another lastitution.

2 g=-3~3 guidance pregram Is the key to success in operating such e
szmz-a~gn5 ve insTitution as the community college. More will be sald abou~
guics~ze in the next section. .

12 :
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1Y, QUALITY WITHIN DIVERSITY--HOW CAN YOU BE COMPREHENSIVE AND STILL BE GOOD?

Scme parsons who share this ball with us in time, but would prefer to

ce sharing it #ith Aristotle, or St. Thomas Aquinas, or Cardinal Newman,
“irmly believe that colleges have no business engeging in any kind of voca-

tionalism or professiona!lsm. They believe, with Aristotie, that "the aim
of egycation is the wise use of leisure."” 1f, with a quick parry and thrust
»@ could score the point ;hat most work today is so cognitive that It Is more
and morg like educa‘?:w, and the sophistication and complexity of many jobs
are such that colle, - evel programs ars essential to competent performance,
tre grudging suggesfxo‘ would then be, "Then set up some technological insti-
Tutes the way the Europes s do. For Heaven's sake keep vocationalism out
of our colleges.” .

Recently lir. W. M. Ferry of the Center for the Study of Democratic -
tnstitutions in Santa Barbara volced his ivy~covered (and Incidentally quite
dnderocratic) views by urging the California junior college facuities to
c2-su2de the legislature to relieve the junior colleges of technical and
vocational training. Mr. Ferry intoned,

"Meeting this statutory obligation (i.e. to provide occupational
education) is delaying the proper development of the most exciting of
sxperiments--in higher education. It is a distracting, time-consuming,
costly, and irrelevant obligation--you have far more important concerns
than readying young men and women for the job markst. w14

One wonde. s what Mr. Ferry's motivations really are! Perhaps the cost
of occupational programs concerns him, since he mentions that fector. Is
i? then a justifiable charge on the public purse to furnish two years of
ccilege free to fulure artists, musicians, teachers, lawyers, and ..ssoried
-'i* cs of society; tut unjustifiable and “irrelevant” (Mr. Ferry's tarm)
To invest public monies in the education and training of future secretaries,
Technicians, nurses, and accountants?

But perhaps it Is the time-consuming, distracting factors which worry
him mosT, since he mentions them before the item of cost. Taking time away
trom what? A distraction from what proper purpose? Mr. Ferry dcesn't
actuaily verbalize it but the inference is clear. He thinks the time spent
cn youth with average academic abilities to prepare them for their next
soal in life is of little vaiue compared to time spent on youth with superior
zzademic abliities to prepare them for their next goal. Here is the old
atitisT philosophy in its most rancorous form, and now even junior colleges
shouid notT have any vocational function, say the voices from the past.

This nation will rise or fall in direct measure as !he mass of the people
are ejucatasd. There Is no place in a democracy for an elite, perhaps least
of ail an inteltectual elite. | trust that the good non-intellectua'. .n the
czliforria legislature will give sho~t shirft to the medieval ideas emanating
‘rom the Hutchins~Ferry cloister in Santa Barbara.
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The comprehensive community college is a relatively new idea. It is
dlfficult and costly--yes, sometimes aimost distracting--to provide the wide
diversity of programs and courses required and keep them all of high quality.
{+ takes administrative leadership and faculty commitment to the concept that
ali youth ere important--not just the bright ones; to the democratic ides that
all work has dignity=-not Just the cognitive work; to the proposition that
public monies shal! be invested fairly in 81l youth, not just the ones with
a high 1.Q.

Administrators must identify with the occupational programs Just as
squarely as they identify with academic programs. Scholarships, awards,
and recognition shouid follow superior performance in automotive technology
just as readily as it does superior performance in political science or
chemistry. Faculty must first of all believe In comprehensiveness, and then
work professionally for its realizstion. "Good teaching” is a boast of the
junior college, znd socmetimes it actually is observed. Bright students can
learn even with poor teaching, but siow learners must have good teaching.
The comprehensive community college makes special demands on faculty--to ptan -
new course content, to teach in more effective ways, to motivate students to be
over-achievers, to recognize worth and dignity in all kinds and levels of —_——
work, to strive constantly for quality within diversity.

Public junior colleges have became fdentified with the term "open door"
in many states. |t should be emphasized that the term applies to admission to
the college rather than to entrance to a specific curriculum or course.
The open door has many “closed door" curricu’ums. Junior colleges, In order
t+o produce competent graduates from occupational programs, will set end-product
standards for completion of their courses and curriculums. These end-product
standards are set partly by the demands of the general education core, and
partiy by the job demands of the occupation for which the curriculum is designr .
The end-product standards will, to some extent at least, dictate the entry
standards into courses and curricuiums, since there are obvious limits to
what can be accompiished in a two-year program. Some students whose preparation
is lacking may have to spend a semester or year in remedial courses; others,.
perhaps lacking both native ability and prior preparation, may have to settlie
for a program which by its very nature is less demanding. Since open door
community colieges attract students from such a wide range of ability {1.Q.'s
from 85 up to near genius level) and interests, it is essential that there
be avaiiable a wide range of courses and curriculums, lest the "open door”
become a "revolving door" for many students. There must be several! "levels"
of English, mathematics, physics, social studies and humanities courses, so
that general education can be offered to all students with some chance of
success. Also, there should be different levels of occupational curriculums,
designed to suit job needs and student abilities. For example, there are
two well-defined levels for technicians--gngineering technology and industrial
technology. The office occupations fleld is another good example, with a
secretarial program at a rigorous level and 8 clerk-typist program at a less
demanding level. And, in the field of nursing, the associate degree (registered
nurse) program demands students of rather high capabilities, while the
|1~ensed practical nurse program is only one year in length and is considerably
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less rigorous. Many such examples could be clted, but these are sufficient
to make the point. {f public junior colleges are to fulfiil the promise
of post-high school education for all who can profit from 1+, the program
must include offerings which will sult the interests and the capabilities
of a jarge percentage of high school graduates.

How can the concept of quality within diversity be attained? Only
through a carefully planned and professionally staffed guidance program.

Gulidance--the key to the open door. A ‘suggested guidence program
will be lilustrated by Chart 11.® Note that several very important steps
{some of them to be taken In the high school) must precede educational
advisement and actuél registration In courses. Students judged to be fully
qualified for a particular program may be enrollied at once in a transfer
program, or a collegiate-technical program or a general education program.
Students with critical deficiencies may be placed in a developmental program,
where some wil! succeed and move on Into a regular college program, and
others will convince themselves that college work Is outside thelr Interests
or beyond their abllities. Some students may decide, for economic reasons,
to attend college in the evening program, leaving days free for the work to
support a family or to save up money for later full time study. A testing,
interview, counseling, and orientation program |ike the one diagramed is a
major undertaking. 1t costs money, but It may very wel! be the wisest
investment the coliege makes. .Experience has shown that a counselor-to-
student ratio of about 1:250 is required to carry out the kind of guldance
program here envisioned. The paths of student flow on the chart Indicate
how students may move from one career or educational objective to another,
as scholastic achlevement and interests may dictate. The open door is an
invitation to succeed, and the guidance program helps make a reality out of
what otherwise might be hollow mockery.

Vil COLLEGE FOR WHAT?

Higher education for the seventies and beyond must respond to change.
I+ must be recast in form and altered in substance so that, in two-year colleges
at least, It includes both academic and technical~vocational education. The
day when higher education was a cult for the few is done. Higher education
today, in the context of the iate 60's, is a means of preparirg for life's
work, and not a means of getting out of work for life! As we plan anew for
the permanency of change, we who are interested In the two~year college and
its service to the great masses of middle~level youth, must learn to deal
with all of the following characteristics of this era:

. The explosion of technology and sclence, doubling our knowledge
every decade.

2. The increasing complexity of life in all its facets-~economic,
cultural, socletal, and intellectual.

3. The impact of automation o.. jobs and on men.

4. The tact that Iack of education, not education itself, is today's
preparation for leisure.

*Also from Emphasis: Occupational Ecucation in the Two-Year
College, op. cit.
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5. The scber truth that most occupational! education for the future
will have to be conducted at post-high school levels.

g, The urgent need in our society for millions of well-informed and
adequately trained citizens--paople ~ho can both think and
work--and the disappearance of a bi-polar society In which an
educated elite did all the thinking and the uneducated masses did
all +he work.

The two-~year college is uniquely sulted to the tasks implicit In this
fist of current probiems. It must be emphasized that the two-year college
enrclis many very able, even superior students, but its central thrust is
Tne education and training of average youth. Middie-level youth outnumber
superior youth by three-to-one, and it is high time that we stopped neglecting
Thelr educational needs. The public junior college is the institution which
ras accepted the challenge to providge, on one campus, in the same buildings,
-nzler or2 administration, with one faculty, both academic and occupational
education matched to the interests and abilities of youth and adults. |
comrand this institution to you. If it Is prospering in your state, admire
it; if it is struggling, nurture it; and if it is non-existent, start it.
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Steta governments are increasingly appraising the techniques of Program~
“iznting bucgeting Systems. (PPBS) as a means of improving and upgrading their
Troiessss of rational ‘decision-making. The magnituds of today's financial
S7ssseres and The Threat of the states' ability to continue to serve a maaningful
. rzi2 in tre federal system are obvious ingredients for a searching self-evaluation.
o* Thair goals, objectives and programs, and for determination of the best
sisTribution of their resources to accomp!ish them.

: That education shouid be @ concerned partrer in this effort seems obvious.
Tea major cause for the financial ptight of states stems from the fast growing

ratz of expendlitures for education. More than 40 per cent of all state and .
izcel governmental spending today is for educational purposes. Yat, the

- &emends of our society for ever-expandad educational opportunities for all of

c.r Citizens suggests a quickening of the effort, not a8 slackening of it.

#~3v is F2B§? A program=-planning-budgeting system Is a concept of managerial
22:.sion-making designed to aid in the batter allocation of resources among
a.Tar-ative ways to achieve the purposes and responsibilities of government.

i3 cme= or two=year budget is, therefore, the interim financial allocation
nzt2ssary to achieve the program operations designed to accomplish a fonger range

?*a- or goat. This interrelation is symbolized by the hyphenation of the
TIT'e itself.

“na growing appeal for utillizing PPB-type fechniﬁues aimed at improving
ras04.ce allocation results from-a recognition of the basic underiying economic
ori~ziples PPE purports to evaluate and elucidate. Namely:

v1} There are never enough resources (material and manpower) to do
8. arvyThing.

(2} Spending mon2y for one thing cemands that you forego the spending of
Tra* roney for something elsse.

{3) Th2 cost of an item, and the value received for that cost are
i~raparable considerations.

(4) Getting the most value for a given cost is efficiency.
(3) Accomplishing a given goal for the least possible cost is economy.

kT tre cutset, | should make it absolutely clear that e tptal PPB System
fs- 2r.23ion, or for transportition wr natural resources or for any other major
57272 d-cgram does not today exist. We have not yet developed a total metho-
coicgy emoodying all its concepts which caa be quickly adopted and instituted
ir any given state. Rather, we have evolved a conceptual framework onto which
r.2h Cavelopment, exparimentation, refinement and just plain triai-and-error
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remains to be done. But since we can recognlze basic weeknesses in our govern-~

' mental decision-making and managerial processes today, it foliows that we
should seriously consider support of rational efforts to deveiop modernized

s00's by which to improve them!

_ Each of the partners necassary t+o a successful PPB System tends to bring

traditional prejudices and weaknesses which, without concer~ad efforts to

correct, can quickly jeopardize the entire undertaking snd regate the develop~

_ment of 2 "good" system.

% Educational administrators havé often falled to develop clear and

'i édn:iss objectives with alternative methods (and costs) to eccomplish them—-
whila stubdornly insisting +hat the right and responsibiiity to do so belongs

exctusively with them.

* State budgat offices have tended to be inflexible, accounting-oriented,

-purdsnad with rec-tape type procedures, and poorly staffed. Conversely, some

have developed strong analysis staffs which have inhibited the free flow of
agency recommendations and proposals.

. "% Governors have often neglected or under~rated their rote in governmental
managerial lesdership with the result that top administrative attention to

planning, setting of goals, evaluating accomp!ishments and chal lenging program

purposas and methodologies has been lacking and under-developed among executive
agancies. '

* jegistators have often lacked the desire fo grapple with the major
poticy issues in government and to bring to them 2 concernad and informed

sophistication for meaningful decision-making.

Happitly, the concepts of PPBS provide The wherewlthai, both philosophically
anc rechanically to redirect past weaknesses soO that rationa' and more scientific
decision-making (i.e. The determination of the appropriate - . of investment
of the state's resources among I1s various programs) can result. The means
are subject tc critique and modification, but the desirability of the enas

are irrefutable.

wisconsin's Development of a PPBS Framework

During the past eight years, Wisconsin has evolved a management and policy
decision-making framework into which the further evolution and development of
PP=3 techniques wikl become a reality. Though | do not suggest that the pattern
ot one state will necessarily §it the traditions, political environment or total
needs of anotner, | do believe the Wisconsin pattern suggests the broad range
of ingredients necessary for the development of a good PPB System. Consequently,
| will describe them in some detail.
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The birrh of Wisconsin's current cay management and policy decision-making
procedures occurred in 1959 whan g bi-partisan legislature created a consoli~
dated Department of Administration. Embodlied in its statutory mandate are
such directives as:

"orasent ciearly defined alternatives and objectives
of state programs and policies so that the state's agencies,
the governor and legislature may plan cooperatively and finance
the services which the state will provide for its citizens”

"help the state's agencies furnish the agreed upon
services as efficiently and effectively as possibie"

"assure the governor and the legislature that the
services are being provided to the public at t+he agreed
upon guantity, quality and cost®

"anticipate and resoive administrative and financial
probliems faced by the agencies, governor and legislature of
the state"

Concurrent with the establishment of the Department of Administration,

- & comprehensive state planning agency was created. In 1961, Wis:onsin became
one of the first states in the nation to embark on a comprehensive state
planning process. The first phase of the comprehensive state plan was
compieted In 1963--providing an overall framework of comprehensive pilanning
data and pianning techniques In which specific plans could be prepared. The
second phase of the comprehensive plan Is now nearing completion, and specific
iong-range plans have been prepared, such as a freeway plan for 1990, a correc-
tional facitities plan, a health and medical facitities plan, a library
facilities plan, an airport system plan, an outdoor recreation resources pian,
a state office facilities pian, economic plans for 8 state regional areas, and
rany other ralated planning documents.

in 1963, with fuil gubernatorial and tegisiative support, and compiete
bi-partisan support Wisconsin embarked on the mammoth task of developing a
comprehansive program budgeting process for all stata government activities
and agencies. Its concept was to create a budgeting process that would enable
govarnors and legisiators to focus their decisions on the basic purposes and
objectives of government, the servuces that would be perfcrmed and the programs
that w~ould de carried out. .

The fruits of this program budgeting effort were realized in 1965, as
the state's budget-~framed In a2 program budget format--was considered and
enacteq by the governor and the legisiature. For the first time, Wisconsin
focused its eppropriations and allocated Its resources in a form that concentrated
on the objectives of the state and the services that were to be provided.
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Now that program budgeting was a real'ity, Wisconsin moved to build upon
+he decision-making base that program budgeting provided. In 1965, a program
pianning component was created in the Department of Administration--to make
fult use of the program budget as a planning tool and to make ptanning an
active contributor to the policy decision process.

saveral months later a management sciences uni. was added to the range
of services In the Department of Administration. Resulting in large part from
+he recommendations of a businessmen task force studying state government
operations, the purpose of +his unit is to s*imulate the use of modern scien~
+ific techniques in managing sta*? government activities and in formulating
major government decisions.

In 1965, the post audit function of the State was transferred to the
jurisdiction of the legisiature. In addition to the traditional fiscal frans-
actions review responsibility, the state's post audit function now includes
t+he responsibility for reviewing the performance and program accomp ! i shments
of the agency during the fiscal period for which the audit is being conducted
+o determine ‘hether the agency carried out the policy of the legislature
and the governor. With the capacity and willingness of a legislature to con-
centrate its efforts on major policy decisions, and their related fisca!

dimensions, It |ikewise assumed responsibility for evaluating the degree of
etfactivenass with which the policies and objectives were being achieved.

The capacity for planning and coordinating t+he state's total efforts
in post high school education was expanded considerably in 1965 with the
creation of a separately staffed and financed Coordinating Committee for Higher
Education. Organized with broad responsibilities for direction, planning and
coordination of the state's system of higher education, it is specifically
charged with the responsibility to present consol idated capital improvement
proposals and consolidated operating budget requests for all state supported
post high school education.

Several vitally important proposals are now under consideration by the
legislature. I[f approved, and there is great likelihood that tegislative action
will be favorable in most areas, these proposals will mark yet another significant
step in our effort to implement a comprehensive management and policy decision
process. One proposal would comprehensively reorganize the structure of state
government, reducing the number of state agencies from S0 fo 26. Another
proposal will create a Department of Local Affairs and Development, enabling
~ha state to focus attention on Tha problems and potentials of its local
sovernmental jurisdictions. A third proposal would integrate the central
planning and budgeting process in state government, allowing policy makers
+o concentrate on one comprehensive dacision-making instrument. Yet another
proposal would direct all state agencies to develop & program planning capa-
bility within themselves, and would provide help with the financial resources
+o do so. !
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T~2 Chal !lenges Ahead

Wisconsin's effort at Improving our management and policy decision
processes has been marked with several characteristics:

. 1T has been a continuing bi-partisan effort. During elght years
of uninterruption the effort has been led by three governors of both political
parties, and a legisiature which has changed political complexion several
tiras,

2. 11 has been a joint executive effort. An article authored jointly
by & Democratic Governor and the Senate chairman of the Joint Committee on
Firance (a Republican) stressed this: "The objectives of program budgeting -~
To assist policy-makers more easily to weigh the alternatives available == .
are in no way related to partisan ideologies or the relative balance of
power between éxecutive and legisiature.™!

3. It has been an agency supported effort. Though any effort involving
massive change in budget formats and budgetary decision-making customs, can
be expected to illicit caution, we have generally experienced support from
agency administrators.

4. It has been supported by the genera! public. Press comment and
eciforials have been praiseworthy. A special group of businessmen studying
Wisconsin government have reviewed and lauded the effort. Taxpayer groups have
supported it publicily.

These are obvious factors necessary to any long-range total success.
There are, however, more subtie challenges that wili ultimately determine the
cevelopment of 8 truly effective system,

t. The staffing capabi!ity to develop the system in its totality. The
Carnegie Foundation reported last year that we simnly do not have adequate man-
power to meet the need for professionally trained personnel in state and local
government. Consequentiy, we will need strong reliance on our educational
institutions to train new people and retfrain and upgrade existing staff.

The Governor of Wisconsin |ast year called on the University to help,
by establishing an Inter-disciplinary center for Public Policy and Administration.
The current 1567 budget authorizations will assure its establishment. This
certer will produce a broad spectrum of professionally trained people for
go.-ernmental service, will offer continuing education opportunities to upgrade
273 update the professional skills of those now In government, and will be &
fecal point through which the research skilis and knowledge of the University
~3y be intrcduced into studies of state probiem areas.

I. "Program Budgeting in Wisconsin,” John W, Reynolds and Walter G. Hollander,
State Governmant, Autumn, 1964.
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© 2. The Progrem Administrator's Attitude. The question of aftitude . - =
 ~piates strongly to the program administrators® overs!! assessment of the e

sesirabiliry and~appropriatenessmaf,thagreajhpuspose-qfﬁ$na.PFB.effort§: R
-a2:8 RO COWST That the compatence of the educational community can be

~.3rered, for exampie, to Quantify oulputs of educational services .in relation
=a tra - investment of resources being made to finance them.. Questions which
| ~ave repeatedly heard raised in the legislative halls rejating to the values
ot research, the returns from a counselling program, the cost-benefit
. _rationale of Neadstart, the workicad levet of the teaching faculty, or the =
-i-...-8concmic. and social benetfit ot a coliege education itself are not outside the =~ ~

_realm of measurement, evaluation and redirection, 1f redirection Is- Indicated. - - -

f=0 . But tne educator may be tempted to faeel that the:e are not really matters
W for widespreadg political decision-making.. He may reason that the safer and more -
 reaiistic posture in the long run is to rely on a state of general public

- sesitivism for education which renders unnecesssry the PPB demand for sclen~

. +itic pregram cetsrmination. Though PPB should not be confused with efforts

1o reduce public spending, (1) - the educational administretor will be L

L skeptical in the general belief that any effort at pol iticat enlightenment can :
» ° +*oo quickly result in poiitical interferance which will untimately erode his ==

_managerial responsibilities, if not his vast budgetary support. =

L . - . The tinancial invesiment of the past Ten yesrs tor educstion could,
 urzsrstarsedly, b2 used to support his beliefs.  For it is apparent in many
- g+3Tes That public support has met the pressures of expanded enroliments without
° permitTing an erosion of quaiity. Ouring the past ten-year period in Wisconsin
 sxpanditures for education have.grown from siightly over 25 per. cent of all
s-aT2 anc local spending, to slightly under 30 per cent. Yof, realistically, .
 aZicetion Is only one of the competitors for the public tex dollar. The - -
. =slitician doas not have the luxury of considering only education's needs to
. 4ne-exciusion of all other programs. And, increasingly, the politiclan is
¢a-onstrating that he does not believe he has the luxury of endorsing en
. -e~2ie3s radic growth in governmentel expendifures. Conseguentily, it is only
“iszical tnat he wili (in.fect, aiready has) demand Intensifled justification
* $rem The sourca of greatest pressure-education. The degree to which education
can resacnc with sopaisticated PPB-type tools to aid decision making may weli have
& cirect bearing on its future effective participation in the resource-distribu~
- Tion progess.

3. The Use of the PPB Tool. The ultimate success of PFBS will dependion
+ne scohistication with which the decision-maker uses it as a valuable too! to
atd Rim in h's responsibilities. For it is not without its pitfalls, par-
+izularly frem the standpoint of the legisliator.

[~ +3xas from him the comfort of cutting budgets without full understanding
=+ -he rasuliTing program consequences. |t requires a2 willingness to frame
s.cge* decisions in their broad policy context and forego detailed admin~
tg*arive-;a.8l decision making. It enzbles pressure groups to focus on
~igari, cafine2 goals and objeéctives thereby encouraging the same electorate
who traditicrally demands lower taxes to a2iso damand betYer sorvicas. It

w*1tizes prazram analysis technigues with their emphasis on cost benefit which

¢1; Ha-=y a=3 Cotten "Program Planning for State, County, City."
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ﬁ:ca‘a courses of acfion ncf aiways in accerd wx?h nig- setf-sarvinq
: Ti23! desires, Conversely, such trechniques may unduly thwart his
-»2371ves of Indeperdent and !ndlv!dual assessmenf
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°e~he~ mcsf s:~nif¥can?¥;, If requlres tegisiafors fo ccnsider aspscfs o

PR Jsa—**sn*al program deveiopment and planning which far transcend the

- ~e-;er:od of thelr next slection. The conscientious administrator who

""tfes tne details of a proposed long-range solution to a major social probtem_f;“;_f;

_{2-2 its associated costs) will revert quickly %o step-at-a~time hudgeting, .
I‘ =5 consistantiy experiences legistafive rnabitify ?a grapp!e responsibty
«ThoThe tonger range lmp%icafions. o . ‘ _

'Se azific !Itusrrefions.

e u'SCOnS%“'S ra!afively short exparimenfafion with PP8S. has atready -
- z-ziuced examples of [ts potential, Nonas of the following -illustrations is
=~ axarpie of Its app!icafion in ?o?aiify, but each has ingrndienfs of the

o e'all ccncep?s. . .

; et .onsln is currsnfly embarking on a dramaflc revamp!ng of ‘our panerns'
‘2% ossT-high school vocational education. The approach used for defenaining
=~z reans Of shifting emphasis has been basically that of PFBS.

-

-
{. To ¢afine the neads and the pheéenf capacify To serve fhem;

c 2. 72 reach egreemenr as fo the desirable outputs, particularly fhe
2zucstional vaiues to be achleved; and :

3. To eppraisse realisf:ca!ty fhe costs necessary to achteve the values
-2 dbring thess costs within the capacity of our resources to provide for the
:;*~piz=nweﬂ? of them.

-
o
-

3

Cﬂe proposed value states: vocational educational opportunities should

2 the student with the ability financially to sustain himself and his
¥ affer completing the initiai learning experience. The value~-sustaining
!¢==is universal both to the Individual and soclety. Acceptance of this
9 impjies that we have reachad agreement on desirable outputs and that
-i*izn has teen given to societal need. Analysis follows this agreement
=ertaining the cost necessary to achieve the value, particularly in a
»zr& of our state's resources. Elements which will determine costs are
-~-E~ 22 from criteria which in turn will evaluate the relarive ability to
2 the goal when considered In the fiscal support context. In this
, relativa ingredients include level of state alds, special salary
iva orograms and the local taxing capacity as determined by area district
~ias,
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A second example relates to Wisconsin's long range concern for medical
eiucation. Uvon determination of a serious need for more space, the medical
sthool at the University of Wisconsin requested funds to move its entire
izzility to @ new location. The rsquest was directed to the state's building
co~migsion comprised of the Governor and bi-partisan legislators. In the
o2z5% tha dacision to move or not would very {ikely have been influenced aimost
s~tirely by the massive price tag attached. Today, decision-makers are noc
longer satisfied with this criterion alone. Rather, the Governor has called
f2~ a complete evaluation of the total medical education requirements of the
state and a plan outlining steps necessary to accomplish them. The effort is
taing staffed jointly by representatives of the Coordinating Committee for ‘
+igher Education, the University of Wisconsin, the state's private medical school
2nd the state's budget-planning office. Once the needs are determined and
ai ternate methods and costs of meeting the needs are framed, the state's decision
rakers will have meeningful tools with which to assess the best investment of
-ta state’s resources to accomplish the state's objective (i.e. to provide for
172 +rairing of sufficient medical personnel to serve the state's heaith
re-airemants,) )

A -nird example relates 1o Wisconsin's recent decision to establiish two
new major university campuses in the more populated areas of the state. To a
limited ex+ont some PPB techniques were utilized In selecting specific sites
f{or the campuses. Criteria for site selection first addressed itself to the
program objectives of the new campuses. The major objectives were set forth,
z-3 then specific criteria of student potential, transportation, site character-
istics were designed so as to implement the major aims of the Institutions.

After the sites for the new University campuses were selected, the
vniversity prepared comprehensive program plans for the expected future develop-
~ant of the naw educational institutions. The program pians outlined the sought-
for educaticnal objectives and educational characteristics of the new campuses.
S=ecific educational programs, numbers of students, numbers of facuity, type
of stuzent, and overall nature of the mission were carefully delineated in
tr2 program plans. These became the base for the development of a long-
re~ge campus master plan that would promote the achievement of the educational
st ectives., Nationally known campus planners were then engaged to develop the
cz=ous master plan, '

State policy dictated the rapid implementation and completion of the
res campuses. In order to satisfy both a very tight construction schedule and
ira need To davelop facilities that would complement long-range educaticnal
c:'ectives, PERT systems are being employed. Each facet of campus development
e izentifiad and scheduled. All contributing parties to the process (the
L~‘varsity, the sta*a's engineering and architectural office, the management
sziences unit, and the state's building commission) joined the PERT development
s~ +hat clearcut communication could be achieved and decisions necessiteted
could pe handed down with rapidity and clarity to all concerned.

Certainly these are major problems of @ broad scope which a legislature may
az= face e.ary year. The legistature does face, howsver, a yearly allocation
o¢ rasources for *he accomplishment on on-going programs.



~In tha past, the budget submitted by the state's educational ‘institutions.

narmitted decision making in form == consideration cf the numbars of beoks -
surchased, teicher-pupl! ratios, the proposed purchese of laboratory equipment
a~s classroom supplies and the number of cleaning statf and yardkeepers.
Examination that gid take place did so without reference to a framework of
outpur-objectives. In contrast, today's requests are set in broad program

~ terms -- taaching the ungerciassman, financial assistance to students, con- )
tinuing education for adults, research for industrial application -~ substan-
tive matters tor the decision makers. In this framework, costs of administra=-
tion, physical plant, libraries, and registration offices becoms identified as

' Ingredients to program ends -- not ends In themsalves. D N

- PREs_fer ?oﬁr?Sf&?é?_

- Basic 1o ‘the effort to develop & PPBS framswork in your state Is an
a<firmative answer to the gquastion: "doss PPBS serve your essentlal govern-
mental needs? The affirmative answer 1o that query is an Jnevitable conse-
quence of answers to six other questions. "= .~ . 0T

~ One-do presenf,budge*ery.and,appropriation‘proceduregfdeai in terms of .
~lang-range gosls and obJectives? .iIn. such a context, budgets become The expres—

~ sion of an Interim plan for accomplishing ljong~range goals. What this means

tz the declislon-maker s -that he Is able to see beyond a specific budgetary _

ceriod, to view the program as 1t will unfold and to provide a method by which
he can guide 1ts long-range davelopmant. It permits the elected represeniative
“to assume pollcy-making initiative. ' . R

Two-are budgetary decisions made as broad policy decisions, choosing --
 e~ong carefully delineated and evaluated siternatives? Stated another way,
. “'are_pollcy makers (ba they school boards, boerds of regents, coordinating
eommittess, guvernors or legisiators) examining deteits with inevitable and
" frustrating futility or are they weighing alternatives and making basic
~educational policy decisions? :

_ Three-are the outputs of educational programs’ identified In terms
of cost=benefit ratios and related to the major objectives which our educatlonal
‘programs are designed fo achieve? Are we able To measure the success of
programs before we pledge ourseives fto continue with them? Can we datermine
+tha degree to which these programs have fulfilled the stated needs which they
ware, are and will be directed? Can we identify where the lack of investment
s negating what would otherwise be a more meaningful output?

Four-are program accomplishments identified in a context which assures
ascountabitity? PPBS pravides the opportunity for developing tools of
reasurement to assure that program execution Is in accord with the directions
and policy decisions of the decision makers.

Five-is information reported In a manner that encourages the effective
managsment of programs? The gathering and reporting of pertinent date to
support budgetary requests becomes grist for the management mitl. The infor-
ration which enables management to more effectively exscute Its responsibility.
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Six-does the budget process display a meaningfull planning capacity?
Programs should reflect an orderly development toward an end, with specific
steps along the way. This development must be at once realistic, in the
- sense that it is tied to avalilable and potential resources, and logical, In
tha sense that there is an orderiy progression to the end sought. Planning,
then, becomes both a response to PPBS and en Integral part of the process
itsel €. .

Assuming that the answers to these questions have been negative, then
| would suggezt the answer to the question: do you need PPBS? is "yes."

 $uggestions for Action | '

, - -The conce&ruat deveiopment of PPBS is compiete enough for serious
experimentation asmong the states -- and aiready severa! states are well

_underway. A plan of action for the orderly development of PPBS wouid

" appropriately inciude the following ingredients: '

- i. Orientation. Every effort should be made to examine the concepts
. as thoroughly as possibie, with particuler emphasis on their local application. -
. This could be accomplished by a Governor's Conference (as was held In Michigan)
-a spacial legisiative Interim study committee (as was organized in Wisconsin)
a jolint university~government official study tesm or by preparing a series -
--of descriptive memoranda for widespread distribution.

2. Training. Skilled and knowiedgable people in the fleld are scarce.
 Consequently, effort at training should be undertaken quickly. These could
- - be organized by University extension division, state training bureaus, or .
 private consulting tirms. Several regional and national training programs aiso
are being devaloped which are Inviting participation from interested states.

_ 3. Investment. An Investment of state resources will be necessary to
‘undertake the effort. In Wisconsin considerable in-house staff time has been
devoted to t+he development, private consultants have been retained by several
of the larger agencles, special state appropriations have been enacted to
encourage planning development capacity, and matching funds have been provided
t+o help secure outside grants, State-matched federz! grants are currently
availabie from several federal agencies and new grants are proposed In such
legisiation as Senate bills 430 and 467 now pending before the Congress.

4. Organization. The need to change organizational relationship of existing
state functions may be necessary to achieve a coordinated framework. State
budget and planning agencies should be closely aligned. State sgencles will
need to develop central planning and anaiysis staff functions. More open lines
of communication between staff and operating agencies wiil be required. (This
will be particularly true as releted to educational agencies, since quite often
cormunications here are least developed.) Legisiative staff functions may
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a:;roprcafe!y be orgenized to include posf~review defermtnafion of program
cempliiance with policy direction. '

5. Implementation. Once determined and charted, the resoive for imple-
=aatation wiil necessitate the joint endeavors of governors, leglslators, and

. agency administrators. Though many of the facets ‘0f PPBS have previousiy been -
“utilized In governmenta! management and declision making, their restructuring
~ in the PPB framework will necessitate masstve change which can easily enceunfar .

sotlitical and bureaucratic resistance.

_ Statutory authorization may be necessary or desirable. Though Wisconsin's
initial acvent Into program budgeting was accomp!ished by minor statutory

ravision, we are now considering a major recodification of our law to encompass

“rg broacsr PPB concepts.

. Our experlence with PPBS has shown that we have only begun to realize the
. *a~ reaching impact it can provide in the modernization and Improvement of
srate government. It can be a vital force In democratic government. In this
-1 see a challenge which we can decline only at the peril of wrong roles, wrong
cacisions and wrong results.



