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INTRODUCTION

B

. -
' This paper first examines brdefly the separation of planning activities,, but not responsxbxhtxes

from administration and second and at greater length, the 1nterrelat10nsh1ps between planning,
and policy-making within the educational enterprise, Integral to this examxnatxon is the concept
of needs because it is the1r expressxon by the people who expe?xence them, or their definition by
those whose functxon it is to stully them, that direct much of the work of policy-maker, adminis-
trator and planner. There is a value Judgment implicit in'that statement and it would be as well
to make explicit at the outset other assumptions whjch will underlie the analysis, )

Planning takes place in a social, political and organizatiénal context which has a history,
That hxstory cannot be left aside by planner, admxmstrator or policy-maker without risk to the
success of thexr work, no matter how much they would perhaps like to do so in order to design

s the system anew. The current stage of development of the organization and the existing state

of its social and political context provide the locus and ‘the limitations for thexre'%/ork Modifica-
tion§ and improvements, no matter how well planned, must be rooted in these contexts or remam
largely unfulfilled. The failure of plans, in which much effort and finance may have been invested,
can tempt the pol}cy-maker into greater and gredter intervention in the lives of the people whom

the plans were intended to serve in the first place, ¢

Whilst it is true that, in some fields, health for instance, planned improvements must
often be given preferénce over people, it is more difficult to make such a case for educational
Plans, basic though education may be to social and economic progress. Fortunately for the educa-

tional planner, the benefits accruing from education to the individual are suffimently clearly recog-

form, but it is as well that the planner and his pohtxco admxmstratxve masters should keep the

possibility that it may do so to the forefront of their conscxousness.

Planning as the responsibility of the administrator ’ ¢

»

Planning has long been recognized as one of the responsibilities-of the administrator, As he has
seen his task, it has had as its main components both looking back to see what was done in circum-

stances similar to those he is now facing and, also, looking forward to see what m‘ight be the

consequences in the future of action he is proposing to take now, His concern, iz{ other words,
has been to look ahead for problem and difficulties that might arise and to try, by making

decisions now, to prevent them from arxslng. The time dimension is important in considering his

work - he looks to the future but can act only in tne present, using the past gs a guide, His time
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Participatory planni_ng in education

range, traditionally, was limited; he was concerned more with the shorter term future, a;1;l 1t
was in the recent past that he more often sought clues for the decisions he had to make now, Ihs
was, basically, a practical not a theoretxcal orxentatxon. What the administrator did was to

. monitor the operations of the organization so that it continuedo do the job for whi¢h 1t had been

" set up. As difficulties arose the admxmstrator dealt with them in ways his expeyience suggested

as being most likely\to ensure that they would not recur. If an orgamzatlo al pfocess lookad as

v

if it mxght run into dlffxcultxes, the administrator took preventlve action, propriate 1n the

‘circumstances in his vxew to the situation, He learnt that no decision stood alone but was part‘a
' of an ongoing stream of decisions, and further, that each one had repercussxons on other pro- ,
cesses within the organization, , ‘ a
Planning, ih.the sense of exercising foresight,, was essential if the enterprfse were to
continue to be ablé to accomplish its task. Every act of the administrator coyld be seen as a
planning act for\it always had in it this element of foresight. It was with .en eye to the future
that the administrator decided on the disposition of resources, and on their control and co-

o ordination, No plan gright exist on paper, but he had to report on progress presumably progress
towards some goal that he, at least had in mind )and it was for the accomplishment of this goal
that he recruited staff and had them trained, His function was to administer the orgamzatxon n

o accordance with a plan whether it was formalized in \t;r;tlng or not, because if there were no
plan, there was no focus for his actxvxty. When it 1s said that the administrator makes dec1s1ons
about the decision- malqng process, what is implied is that he makes decisions in relation to a
plan of action, Planmng, seen in thxs light, is not just one functxon of the admxmstrator, but 1s
the function which gives rise to all the others. It is the function to which all his other functions .
are subservient,

More recently, as organizations have become larger and more complex in order to be

able to serve an increasingly turbulent environment, the planning function has more and more
- &
@ had to become an activity for specially trained and skilled experts, but the responsibility for

'planning has remained the admxmstrator s. He sees that it is carrxed out and that its products

' are relayed in the form of advice to the policy-makers, Their decxsxons the administrator then

" implements and monitors, again with the aid of experts with the appropriate skills, The admims-
trator has not, however, in the process, become a mere channel through which plans pass to
the policy-makers and policies return to planners for detailed programmes of action to be worked
out, implemented and evaluated. Because he remains responsible for planning,oand accountable
for keeping the organization directed towards its task, his advice to the policy-makers includes
not only the fruits of the planner's work but his own assessment of these fruits in the hight of lus
knowledge of the 'style' of the orgamzatxon and of its competence at the time, to carry them out.
This organizational expertise, whxch is the administrator's peculiar contribution at tlus stage, is
also a fundamentally 1mportant ingredient of the programmes eventually devised for executing the

policy decisions.

§ o 6
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Planning as the responsibility of the administrator o

2 N *

Policy-making, administration and planning are not co-terminous but are closely inter-

o

dependent activities, so close indeed that, in pract1ce, it is sometimes dxfﬁcult to distinguish the

‘one from the other, I‘1gure 1llustrates these 1nterrel\,at1onsh1ps. . N
h ,.__ - - LX)
. "). }’ . .
Figure 1. Interrelationships between plann'i'ng, administration, .
’ . - .-and policy-magking . N
o ) *J )
. A Policy-making ' .
. ) -
[} ) N
* A_dministratmn * : . 0 2
’ . - ° * L. > ‘,
. . Planning { -

. B N - -
-

. b4
Planning is shown as a sub act1V1ty of admxmstratxon, and administration of pohcy makxng

Policies are partly determ1ned by the interaction of planner and admxmstpator,. but their org‘.nx-

zat1onal activities are wholiy determmed by policies, Difficult though it mhy be” sometxmes, 1n

prectice, to separaté the processes one from another, they are conceptually d1st1nct and recog- e
nition of these distinctions is vital for an understandmg of the subtleties of orgamzatlon. Policy -
making is the process by which the resources of the organization ind the needs of its clientéle are
articulated through the expression of broad aims and the laying down of guidelines as to the rne.zns
byWese a.1Jms are to be met. Only when policy has been enunciated Tan the resources-of [
the organization be legitimately committed. Administration attends to the committal of resources,
that is, to their mobilization and control for the attammer{:‘& goals by more clearly defined

» N ¢
procedures, In this last task, administration is strengthened and its effectiveness enhanced, by

its having recourse to planning skills, These skills of the planner are partly deployed in drawing s
up detailed programmes for action related now to more immediate and measurable objectives.
’I‘he flow of authorization is one wuy, from policy to planning, but the flow of influence operates -
" inthé feverse - direction as well. ~Tn woTking out programmes and’in evaluatifig curient policies, -
the planner becomes aware of their deficiencies and defects, which he draws to the attention of
thé administrator who, in turn, reports them to the pol1cy makers with approprxate recommenda-

v tidns for changes in policies or for the %dopuon of new ones. .

o These Ehree activities, plann1ng, é’{m1mstratxon and policy~-making, do not exhaust the

range of actxv;ues of an organ1zat1on. There are activities aimed at catering directly to the

needs of the clientéle, the activities, indeed by which the organisation is known. Jt is these

act1v1t1es, and the resources they _require, which policy authorizes the administrator, with the

aid of the planner, to direct, supervise and evaluate in order to meet effectively, and in some

order of priority, the requirements of the clientéle. Policy is most importantly an authorizing

statement. Until it has been issued, organizational resources cannot be expended. It 1s the

responsibility of the policy-makers to keep themselves apprised of these requirements and to

decide the order in which they shall be met, and how they will be met. The 'sensory apparatus'
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of great uncertainty. Figure 2 illustrates the policy-making ;;rocess. )
» . N -

Participatory planning in education-

of the policy-makers has always inclyded the administrators. Now it includesf also the planners,
More recently, the inclination has strengthened to 1nclude the operatives as well. The environ-

ments jn whwh orgamzatxons have to work, .and their intern{l operations too, are so complicated

, thatycontrxbutxons from pe‘?\sonnel on all levels have to be sought. Thus the data necessary.for

determining policy may emerge from any level of the orgamzatxon, but a change in d1rectxon‘ or
in the applxcatlon..of resources, may not be legxtxmately Started till that. determination has been
made by the topmost level of it. ln practice, on the-basis of the trust which tends to?develop
between admlmstratxon and, pol1cy makers due to the1r‘dependencé on each other, departures ‘
from ex1st1ng policy may be set in tram by- decision of the admmlstrator but .such departures an'e

always reported later to the polxcy makers for confxrmatxon.

-

‘.(»\ctxons of this kind by the administrators tend to blur the distinctions. between their

'functxons and the policy-makers' and to lead to the mistaken claim that administrators make

policy. They do not, even though at times they may seem to do so. <Policy is determined only

by the policy-makers who represent the owners of the enterprlse whether these owners bé the
public or shareholders. Another practice which serves to blur the d1stmctxon.between policy-
makmg and admxmstratxon is the tendency for policy-makers first to approve the adoption ofrsome
policy matter in prmcxple only. The action authorized by such a decision 1s administrative/
planning action, The-remainder of the organization continues to function as before until such time
. &S the administrators, thh the help of the planners, have reported on alternative means of
1mplementmg the proposed policy, and the policy-makers have decided whxch means to adopt 1n .

pract1£& The notions that plans create policy instead of policy § grows as a result of not _

understanhding completely the ways in which policy-makers are foredd to operate in conditions -

Figux;;a 2. The policy process

Q
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'1s able to provide a cont1nually 1mprov4n,g service to its clientéle,

.

Policy -making, administration and planning in the_educational enterprise

\ : : '

Policy -makers and clientele interact (1) apnd some of the needs of the latter are fed into
the organization. The combined activities of admxmstrators planners and operatives (2, 374) ~

result in these needs being met. The monitoring process ensures that information flaws up (4, 3, 2)
as well as.down the, organization. In addition,

s Ve

the planners study directly (5) the needs qf the
clientéle in relation to current policy.and offer (2) syggestlons for new, or for changes in, pohby
- o the policy- makers throtgh the admmxstrator's. Not 1nfrequent1y, as a result of the work of

the planners, the policy-makers have information of needs of Whlch the chentele is, itself; only

Hnn\y aware and théy Tind theémselves in-the- -position- of‘adwsxng the clientele as to what they

should be demanding of the organization, Anticipation, persuasion, decision, 1mplementat1on,

evalvation - these constitute the contlnuous cycle of processes by mehns. of which an organization

The chentele is not usually
ong body with a commbon view of its needs but more often, consxsts of a multxphcny of groups

each with its own peculiar view of what is required.and of prxormes. It is the difficult task of

the pohoy maker, thereafter, to decide "who gets what and when",
To this point, the discussion has been in general terms, applicable to most organizations,

In the following section, and in the remainder of tije paper, the focus is on the educational

;

enterprise,

v

Q

Policy- makxng, administration and planning
in the educatmnal enterprlse

L}

gyre is the general model ngen in I‘lgure translated. into a terminology more readily

3 -
recogmzable as 'educational!, “

v

.Figure 3, The policy process in the educational enterprise
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* called ‘here expert‘s have been shown, Even these special pubhcs can be further sub-divaded,

" regarded as rather a specinl special public. In some of their extra-organizational réles, as

ERI
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Here the polfcy-makers are the elected representativesﬁof the" people, lor are appointed by these
representatives or they may be a comb1nat1on of both. There is a politi¢al head of the enterprise
- a Minister o Education, for example - who can be held accountable for the actions of the

post or his seat, or both. The adm1n1strators are shown a$ l1ne offic1als, usually appointed for
a career and guaranteed secur1ty, who are responsible to the political head for the work of his

department. They range from these with direct respbnsibility for policy advice to those whos%

functions are execufive only, The planners are included in the staff officials though they may be
l1ne officials seconded for special duties. Increasjngly, they are specially trained personnel
located in the policy department, perhaps, or in a central planning department, or in the depart-
ment respons1ble for financé. There are a number of possibilities, The service, itself, is of
course prov1ded through the schools and other educational estabhshments, where the work is
done by teachers, sometimes with the help of aides of different kinds, The clientele is the

general public, wh1ch cons1sts of a number of special publics, Pup1ls parents, and a group

for not all pupils or parents nave the same expectat1ons of the system, and certainly the experts
have each their own notion of what the system should be prov1d1ng and of how it should be done,

.
All the members of the grganization are themselves members of the general public, and can be

parents of school-age children, for example, they learn much about the effectiveness of currer.c
policies from the point of view of those whom tl\e policies are intended to serve. ,
In the ideal system, demands flow.1n from the general public to the pohcy-makers (1) and
these demands are fed intgfthe enterprise as pol1c1es to be administered, programmed and acted
on (2,3, 4) In practice, the system does not operate like this. The tendency is for pohcy ,develop-
.ments to be generated in the orgamzauon itself, particularly in the adm1n1strat1ve part of 1t (2),

A second source of policy 1nsp1rat1on is to be found in the experts, within the general public, who

make.knowh in various ways to jhe-administration(4)-and-to-the-Minister.(B).what.they_think_of.
what is happening and what they think ought to be happening. Sometimes, experts are called in
to »

by the Minister to provide advice additional to that which he receives from his officials, or as a

check on their advice, The Minister is not normally a specialist in educat1on, and his tenure of

P

office may be a brief one, and so he may feel himself to be at a disadvantage v1s d-vis h1s e

officials and in need of an external source of advice which will &nable him better to judge the

’ . ¥
quahty of offirials! adv1ce. This external advice tends to be concerned more with the pohtxcal

acceptabihty of proposals, but it can be about policy content. 1/ Some of these expert nnd their

way on to official comm1ttees of enqu1ry or government commissions, from whose  deliberations.
: 4
¥ ‘ . : y

. S S
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mayjor changes in direction often emerge. Teachers, through their uniens, may approuch the
Minister or members of the legislative assembly with policy proposals (C) but more usually,
these approaches ane in the form of reactions and objections to policies after they have been
anpounced. This is a matter to which the analysis will return, In their orgamzatmnal capacmes,
teachers will operate through the normal charinels of the inspectorate and the line ofﬁcxals. A .

third ‘source of poliey suggestions are the studies conducted by staff specialists into the effective-

d .

ness of current policy, and into-the emerging needs of the clientdle,
s From tr:is mass of information, some of it hard dataf\some of it no more than hunch,

. feeling and uns:ubstantiated opinibn, edueational policy is evolved, It is_a judicious blend of what
the pohtxcxan estimates the publxc 'will stand', what the admxmstrator considers the system cah
handle, and what the different experts advise as being essential, No matter the source of the
initiative, it is 1mpossxble for policy to be 1mplemented without the admxmstrator being involved
\nd, thus, e:rtremely unusual for it to be decided thhout the administrator being asked to Judge
zroposals and to recorﬂmend to the Minister what he thinks should be done. The skill of the
politician is much used in persuading the public if, indeed, persuasion is. required at all, that
policy arrived at in this way is in its best interests, @

The negligible parts played in this process by teachers and by the consumers of the
service, i.e. the parents and pupxls, calls for furthe1 detaxled consxderatmn. These are the
data flowing along arrows (1) and (C) in the model in Figure 3, The data coming up the former
arrow is, theoretically at least,” the major,energizing influence of the entire system, and that
coming along arrow (C) should be of greut fox\u‘ftwe significance, Ilow the public's wishes

contribute to policy formation is taken up first and requires a brief excursion into the field of

politics, Figure 4 is a simple model of the functioning of the pblitical system,
The assumption is that in any society there exist what have been called here 'Notions of
the Good Life' together with a range of ideus on how the good life‘may be 'brought within the reach

of all, These notions cover the values, beliefs, ambitions and hopes of sqciety from the

sxmplest to the-most highly developed systems of the ph1l}sophers and thmkers. Around different

orders of these values'and different means of giving them practmal expression, groupings »f like- i

minded pedple form who are prepared to argue that society ought to be managed in accordanc.e

with their views, These are the origins of the political parties, each of which proceeds to

develop a set of proposals or promises, co'nsistent with its fundamental values and principles,

but colouted, also, by its sense of w}ia‘t the public is rea iy for at thut moment in time and by

" its estimate of the feasibility of the different proposals, This is what it presents to the voting
pubhc at the- approprxate t1me and accordmg to how the electorate casts its votes, o party, or
coalition of parties, forms the government, It goes ahead then, in so far as it can, to put 1ts
pFoposals 1nto effect through legislation uand regulation. Because it has the backing of the majorxty

of the electorate, or most seats in the legislative assembly - and these are not necessarily the

same - its actiolls are legitimated. Its proposals become legitimated policies for government

action, The process does not stop there, As policies are implemented, members of the
o . . .
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Figure 4,
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Model of the political system
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legislative assembly keep close watch over reactions to them at the grass-roots level 1n *
their constituencies, and as the policies pass through the legislative process, they are subjected
- to the criticism of the members, and even before they reach the assembly, to critical

v evaluation by departmental officials and experts. Independent experts outside the govern-

. mental institutions, also, sit in Judgment c(n them. Within the confines of the party
machinery itself, the search contmually goes on for improved and addmonal means of moving
society nearer the enjoyment of the Good Life, The defeated party,,or parties, also subject
! their proposals to critical analysis with a view to enhancmg the1r public appeal Missing

) from their evaluative machmery are, of course, the government experts and officials,
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.

- " With so.mething°so complex as social policy and planning carried into effect through
government actlon, it is not SUrpr1s1ng that so much hds been left to political and other experts.
kz the f1nal analysxs however, what is 1mportant is acceptabxhty to a majority of the electorate,
whether -dr not they uhderstand the issues in all their cBmplexity. Membership.of a legislative
assembly i an insecure career at best, and this nnsecunty remains the surest guarantee that

the member will remain sensitive to the needs of his constituents. Should he forget the source

of his authority, he may easily lose it altogether, (.[\lthough it is uncommon carefully worked
out and costed plans can be shelve’on the grounds that _they are politically 1nexped1ent 2 that 1s,
tlmt they are likely to result in a net shift of voters to another. party. * Decisions of this nature on
any particular proposal are for the Mxmster to make, or if he has some doubts,- for the govern-
\”_‘ ment as & whole, but it is a duty of the administrator. to try to ensure that proposals reaching the
¥ ‘Minister from the department are not politically embarassing. Similarly, he must try to ensure
, that the Minister does not impose on the dephgtpent policies which it is, physically or otherwxse
incapable ofumplementxng at the time. ‘On the one hand, the administrator risks ahienating his
expert pianning staff, and on the otheér, offending h1s political master. As well, he cannot risk
the accusatlon,that he is frustratihg the will of the people, or pushing beyond what has been legxtx-
. mated by their vote If such an issue arises, it is fnvariably the planner who has to give way.
The pohtmlan *oo, must exe.rcxse Judgment of a high quahty He cannot get too far ahead of the
w1shes of his constltuents, nor is 1t h1s function merely to reflect these w1shes I..ea)der ship of

public opinion is one of his most important ‘duties. . . e

: o e N
@
A

The pohtxcoaadmxmstratxve ystem according to this vers1on, is rather a f1nely tuned
mstrument geared to pubhc opinion, and et seerfiing to operate 1ndependently of it durxng periods
between .elections. Its most obvious 1nputs are demands by 1nterest groups of various kinds, many
of them quite contradxctory, and appeals, reports and cr1t1c1sms from interested’ experts and the

. med1a Its conversion process, in turn, is in the ha..Js of other experts, such as departmental
ofﬁcxals and planners. The general pubhc, in whose name the whole en}erprxse is conducted,
seéms uninvolved except for the castmg of a vote every now and again. However, because de-
m\dnds no matter the1r origin, can be got through into the conversxon process to emerge eventually
as government policy directives only by being accepted by a pohtxcal party, and because this
acéeptance depends on the measure of pubhc support they are l1kely,,,to generate, 1t can be argued
that the gearlng is set by the wishes of the publics Nearer to reality, perhaps, is that the

'

gearing is set by tl?e politicians' estimate of the public's readiness to.accept,.-or-to-bé- persuaded

Ay

#o accept, the developments~1ncorporated in the demands. ° ) =

- ¥ ‘e

&

. 2/ Toster, C.D., Politics, finance and the role of economics, George

. Allen and Unwxn, LOndon, 1971, . l
. " * .
" . ~\ ’
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l’urticiputor\:y plunning in education
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The political system. of which Figure 4 is a.model, is clearly of the western parlia-
mentary -type. The model can be applied, however, to a political party as a System, for a’party
is really a coalition of interests. What is accepted as party policy depends on which grouping
within the party is the moré 1nfluent1al for the time be1ng Left-wing, right- -wing and centre are

des<;r1pt1ve terms as applicable within a party as they are to the parties themselves, -In one party ¢

democrac1es the one party conta1ns within 1tse1f sgmethxng akin.to a government and opposition.

Dxffnrences of opinion are reported from such countr1es sufficiently frequently for this interpre-

) O tation to have some validity. . It is»worth noting that politicking agaxnst the policy of the cne purty,
outside the confines of the party itself, tends to be‘castxgated and pun1shed as-being against the

. . 1therests of the people Legitimation of policy in these systems, too, is by reference to the
1nterests and will.of the people. Even the charisma af the 'dictator’ is very much in the eyes.of | "
the public, and‘as long as he can maintain the reality, or the illusion, thdt he is the embodiment

of the hopes and wishes of the people his decisions bear the stump of legitimacy. It would be

na1ve to believe that in the different ‘conditions discussed, this means the same, The important ]
. *  thing is that, in all these cond1t1ons, legitimacy for what governments do is sought, or is T
. expressed, in terms of the public will. The public is not one mass in complete agreement\

¥
what i{ wants but 1s a plurallty, or at least a dualxtS' of 1nterests, and it is the existence of thes‘e :

K3

dlfferences that keeps alxve the possibilitjes of politics, and the possibxl1‘t1es for change

Thxs br1ef and necessarxly overs1mphf1ed account of the operatxon of the politicat system,
was undertaken to démonstrate how.it is. that the cl1entele is involved in the policy process. As
well, it makes the equally 1mportz\qt poxnt that the planner is very much a part of a potitical pro-
A . » Ce8s. So far, it has left unexplaxned the small part played by teachers in the creation of polxny
) Which, largely conditions their workmg lives and it hag sard nothing of any part played at all by
> . the systém's special publics - its pup1 s and the1r parents Nor has it questioned Whether partici- *
pation through casting a vote every three to five years br o0, is satxsfuctory‘ 1t has, both impli-
citly and explxc:tly, stressed the tremendous power which has accumulated In the hands of the
“administrators over the years as the service has grown in response to the xncredsmgly varied
demands made on it by the public. This power has been a mountxng cause of concern to teachers,
publlc and polxt1c1ans and even lo Ministers. Stratagems like the consultat1ve comMittee and ‘the

ombudsman have been suggestedon resorted to, to.attempt ‘to qujet the concern of teacher and *

pubhc respictxvely Pohtxcxans have demanded more and better staff and research facxlmes for

themselves, and the right to questxon officials in 'aelect committees enquxrmg into the work of

departments. Ministers have recru1ted outside help, ‘as has been 1nd1cated earlier,
Despxte all that has been sa1d about' the sensitivity of the system to the need$ and aspira- ‘
tions of the publ)c, what it operates on is the adm1n1strator s internremtiou of these needs and
. asp1ratxons. No matter where a demand first makes jtself felt on, or in, the System, it is the

admxmstratlon wh1ch colours it, before passing it as advxce with recommendations to the policy-

Y “ | - 14 ’ . '
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l' . " makers. When policy is dec1ded, it 1s the administration which steers its implementation. and
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*- know best what is good for the service and to use: their knowledge, and the power it gives them,

* inside the

) from which many of them cc 1e an\d in which many of them will continue to live after they \eave

<3 o %ﬁ—

Policy-making, administration and planning in the educational enterprise
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receives, eventually, reports on its success or failure. This accretiou of power has not been
sought and it would be dxffxcult to demonstrate that it has been abused. Indeed, education a's’a
servxce “has a quahty about it which seems to impart to its admxmstrators an acute awareness ’
of thexr responsibilities to the public. Their power, and it is power rather than influence because
to a very great extent, they can bend the other parts of the system to their will, has its origins

in the knowledge and information about the system and the service that flow -.continually and L ‘
naturally to them in their position between the policy-makers and the remainder of the system,
and of course, the clientele. It is extremely difficult for any other members to compete with
them on the bas1s of thef® more limited knowledge and, for outsiders, even expert outsiders, 1t 1s
dlmost impossible., The stratagems which have so far been adopted to counterbalancethxs power

have scarcely succeeded in making the slxghtest impression on it. The adm1n1strators dorseem to

to promote developments which séem.to them to be best. Planning, with its esoteric skills and
techniques, has, as an adjunct to administration, had the effect of increasing the knowledge'and
strengthening that power vis-2 -vis the other parts of the system, and its clientéle:

The reactiohs of teachers and public have been predictable. Teachers have become dis-
satisfied with the limited extension of their influence permitted under a consultative system and PR
are demanding rea' , articipation in the policy for, and the planning of, the syst‘em.y Sections

of the public have be.ome conscious of the system's inability fully to meet their needs as they.

see them, themselves, and under the guidance of equally dxsgruntled experts have set up so- culled
progressive schools outside the gystem altogethefz —/ A case has been made, and has been fmdmg- .
favour among $ome intellectuals, that society can do without schools of the kind with which 1t has
been provided. §-/ In some areas, the local commumtxes have taken over the schools and have
endeavoured to develop them into community schools in“the full sense of the term, commumty.-(i/
It is not that the administrators and planners have failed to provide schools .and‘teachers 1n suffi- .
cient quyﬁ:"ity - given the conditions, they have succeeded rerharkahly well - but what goes ‘on

has seemed inappropriate to the needs of the pupils and unrelated to-the backgrounds

school. Somé pupils have shown their disillusionment by staying away, and of all things 'schoolg

for truants' have been established, again outside the formal system.Z/ One very large system 1s
X . e .
, >

~

3/ See, for example, Teicher Participation, a pamphlet produced by thé
' National Union of Teachers in England, or An Education Commission, 2
booklet produced by the Queensland Teachers' Union, Brisbane.

4/ These progressive schools have appeared in, for example, Brisbane and
Melbourne, in the last few years? .. <

5/ Reimer, E., The School is Dead, Penguin Books, Harmondsworth,
. Middx., England, 1971.

6/ Ornstein;, A.C., Administrative/community Organisation of Metropolltan
N Schools, Phi Delta Kappan, June, 1973.

7/ A few of these 'schools! are to be found in London.
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_now cons1der1ng how 1t can use 1ts resources to help such schools without endangering the rela-

tionships which have developed between staff and pupils or 1nf1uenc1ng the nature of the work they
8/

do.~ - . N :

»

These movements' on the part of the clientéle are, by no means’ as yet, widespread, l!he

publicity they have received can be misleading, They have, however, appeared in what have

hithierto been regarded as highly developed-systems mth{,&ess to the best admxmstratxve and
planning skills that money can buy. Teacher militancy, Yoo
with these samel

has been most not1ceably associated
systems and has been accorded, also, more than its due share of publicity, thus
makmg it seem a much more universal phenomenon than it is.

under the influence of all the publicity, that the school sy

it would be unwise to conclude )
stems in developed countries are disin-
tegrating and that there is a general crisis of confidénce in the ability of administrators and plan- .

ners to solve the problems with which fhiey are faced. It would be equally unwise to dismiss these

warning signs altogether and particularly is this true of those respongible for less well developed

systems, o

The cause of the troublé has been traced here to the immense power bestowed on adminis-
tratxve and»planmng personnel as the. enterprise has responded to an entirely new order of .
challenges with concepts and methodologies fashioned for less turbulent times, This is undoubtedly
unfair to the many farsighted servants of the systém who }‘:;ve :responded in less traditional
“ways. Itisin the nature of their responses however that solutions will be sought. 'No doubt,
’ too theré are other equally important causes of the difﬁcultxes to be found in society itself, but
_ these fall outside the power of thé educational system to alter directly, or at all, and the analysxs
is confined to the mox:e lxmxted range of possibilities open to the educational enterprxse to adopt,
As the planners have lieen .cast here in the réle of the forward scouts of the ‘system Whose findings - .
help s1gn1f1cantly to deténmme the’ route to be followed next, their functions would seem to re-
quxre redeﬁmtxon. As it is in the hands of the line officials that an excess of power has accumu-
lated their operatxons merit attention, It would seem appropmate, in other words to seek

structural remedies for what have been defined .as structural faults,

£ "
. L 8/ LL,E.A, officials have th1s problem under active consideration, They
. . acx\nowledge that the children attending these schools are breaking the
3 " e . law-innot att nding the regular-gchocls provided for them. ‘Theéy fdccept;
s also, that the irregular schools which they are attending voluntarily '
must be meeting some of their needs. It is doubtful if the schools could
be recognised as efficient on the usual criteria as they lack many of the
. physical requirements demanded. But their task would be easier if they
had-access to more funds - this much is obvious to all.

" ’ EMC ‘ k) : . ' ‘ '
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Consultation, Participation and Consénsus as Components of Planning ~

Figure 5 on the following page, reflects the analysis which has been made, Regretfully, 1t :

looks rather complicated, but to simplify it further would be to omit basic activities and impor-

" tant hnes of influence, The figure consists of the model of the system already given in Figure 3
this time, however, with the pupils shown separately from the remainder of the clientele, Sur-
rounding this model is the pianning process shown in the normally accepted stuges. Each stage 1s

. an activity depicted by an arrow, with. the title of the stage at the tail not the head, The system
is assumed to be’an ongoing one with the planning process, also, ongoing, Thus,. the model 1s
entered at the monitoring process, where actual achievements are judged against desired out-
comes. If dissonance is revealed, then the nature of the problem underlying 1t has to be defined,
and a range of plans with costs end benefits drawn up, and so on through the remaining staées, <
till the monitoring activity is reached once more. If there is no dissonance, the programmes

A

that havebeen devised to implement the chosen plan continue to be implemented.

Connecting the different planning activities to the various levels of the;organisation are
dotted lines, some heavy, some light. The heavy ones indicate contributions to the activity which
have importance for its end result, and therefore, for succeedmg act1v1t1es. The light ones show
that some sections of the system have ideas about the act1v1t1es but that these ideas carry little 'y
or no weight, The model highlights a number of points. For example, the highly specialised and

technic%l nature of the activities of the planners is conveyed by the heavy dotted lines going to

such activities as devising a range of plans, devi/sing programmes, and evaluating actual outcomes.

The importance of the line officials comes through clearly, too, in that all the lines emanating
from their z;)osition in the organisation are heavy ones. The comparative unimportance of the
general public, parents, teachers and pupils is also illustrated, despite the fact that the last
three are, together, res;)onsible for the final achievements of the system in the form of learning
and changes in behaviour on tne part of the pup1ls. Thesé groups carry out their own mon1tor1ng
.. and have, as a consequence, their own ideas of the strengths and defects. of the system, but "

these ideas do not get into the decision-making machinery directly with any momentum of their
own. They go up through the organisation along the normal channels. 1"1g_1_1re , read in this .
way, is a summary of what has already been said.

. It is, how eVer, more than this, because the dotted lines can be 1nterpreted also as hnes

<

. of 1nvolvement in the decisions conktituting the activities of the planmng process, The heavy

———

ones 1nd1cate participation in these decisions, the light ones sources of possxble contrxbuuons,

v which a}re occasionally tapped by means of consultation. The experts in the general population

prov1de an example, As well, a number of dotted lines, heavy or light, cdnverging on the same

act1vx{y indicate where conflicts may emerge because perceptmns of what is required may vary,

and therefore, also, where action may be necessary to obtain some measure of consensus 1f
'rdec1s1ons concerning the activity are to be made at all. For example monitoring outcomes a.nd

defining the problem are activities on which many lines converge. It is possible that for some of

~
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is a process whereby members and other interested parties are invited to contribute to the deter-

Consultation, participation ‘anq consensus as components of planning
T ’

+

*

the groups doing the m&utorlng, there is no dissonance between actual and desired outcomes and,
therefore no problem to be defined. Others may perceive dissonance but define the problem
drfferently. Then again, if the lines converging on two successive activities do not lead back to
the same origins in the organisation, they point to problems of control, direction and persuasion,
because if a lower level in the system has not contributed to decisions concérning the nature of
its own activities, there may not be forthcoming the degree of af)plication required to execute the
activity efficient}y. Here again, some measure of agreement would seem to be prefereble to ,
direction, The one dollble-fmeaded arrow in the model joins the monitoring process and de“sxred
outcornes, indicating that these outcomes are not only the source of criteria used in the momtoring
process but are, themsélves, subject to review from time to time. And the dotted lines to this .
arrow show that all.members of the organisation, as welhl as its clientéle, have ideas on what ?
these desired outcomes ought to be. The light ones indigate that the ideas of teachers and of the
clientéle have little, if any influence on the nature of these objectives.

Two tern_xs have been used for aspects of involvement in the planning process, namely,

consultation and participation. They should be distinguished from each other. Consultation

mination of the nature of the decisions but the extent to which their contributions are taken into

account is decided by those initiating the consultation. .Those consulted, though responsible for

the quality of their advice, are not responsible for the final decision. They do not know for sure
if, or the extent to which, their contributions have coloured the outcome. Consultution i.s infor-
mal, ad hoc aﬁd’recogni‘sed as a concession by both sides involved in it. Participation is a pro-
cess of argument, debate and persuasion about a decision, culminating typically in a vote for or
against a particular decision, Those who participate can be held accountable for the decision,
whether they have voted against it or not. Participants know the extent of the influence they have
exercised. Participation normally. requires formal procedures and is written into these proce-
dures as a righti rather than a privilege, Both consultation and participationkhave long been recog-
nised as means for obtaining consensus about action to be taken. Complete agreement to any
specific course of action in such a d1ff1cu1t f1eld as educatxon is probably_too much to be hoped
for, but consultation and participation go- some way, at least to ensurmg acceptance of the

final dec1s1on, and to an understanding of the reasons.underlying the decision.

Figure §5 shows where consensus is required‘in the planning process and where, therefore,

ERIC
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consultation and participation are appropriate. If Shows, for instanée, the different groups,  —
inside and outside the organisation, who are watching and judging what the system is achieving
and, as a result; coruing to their own conclusions d)out what is needed. The tendency has been
to dismiss, many of these diagnoses as-being based on an inadequate knowledge not only of the ‘
facts, but also of pra :ticable solutions, and because many of them are contradictory authority
figures are not encouraged to pay 'much regard to them. Only experts, it is claimbéd, huve all
the relevant data, the manipulative sIdlls to order that data and the interpretatwe skills to relate

possible courses to their ranges of likely outcomes. These experts may consult some of the more

an
S
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Participatory planning in education

knowledgeable groups and are satisfied that the bulk of the remainder are brought into the
deliberative process through the contributions of the policy-makers, albeit in"directly', and as
interpreted by-them, Planning, it is claimed, has to be a rational, dbjective, disinterested.
process involving the careful collection and weighing of facts and has.no place for irrelevancies
such as opxmons (sic) based on sectxonal interests, partial views and inadequate data, Consensus '
if it is 1mportant will be an effect of the plan itself for, so it is thought reasonable people will
accept it when they note its logic, and come to appreciate that it favours no one section of the
community, but has been devised in the long-term interests of all. People who fail to see these
. qualities are almost by definition, unreasonable, selfxsh - or ignorant - and may, therefore, be
N logically 1gnored They may be none of these things but merely perceiving the plan from the )
nly point of view they have, their own, arid with no willfulness in mind at all, They have thexr.
own notions of costs and befefits, just as the planner has_ his and the rationality claimed for the
planning process ‘demands that these other costs and benefits be taken into account as data.

The social context for which the planmng is be1ng done is immensely complex, and emo-

tions, feehngs and-values attaching to and deriving from positions in it, and contributing power-
fully to perceptions and interpretations of it, are social facts worthy of the rpost earnest cons1der-
ation by anyone ‘'who would intervene in that context, with the intention of changing it. That the
change i@s claimed to be for the better, does not justify it. Planning, to be fu/lly rational, has to
take these other sets of costs and benefits into account, and concern itself more with the cond:-

. tions in which sorhe consensus amongst them becomes possible. That consensus.is better built

up in the course of planmng itself than left to be achieved after the plan js completed and pub-

. lished. Publication of a plan, even 1f the claim is made that it is only provxsxonal means that
there is a strong interest in makxng as few alterations as possible in it, and yet 1t draws out a )
mass of data, usually objections, wh1ch ought to have been generated before the plan was com- )
pleted. No one sees the effects a plan will have on himself more accurately than the person con-
cerned, and no one can tell more quickly that the plan is not having the promised benefxts'for

himsélf than the person who had been led to expect them,

A theory of planning, which starts off from a definition in terms of ratxonahty, seems $°

- lead 1nev1tably to the conclusxon,,that consultation with, and participation by, those to be affected
by the plan, are necessary processes in it. When it is planning for education that is the plannmg

»=  “under consideration, such a conclusion seems even more justified. Educational theory has long

stressed- the~1mportance of having- the learner-participate-in-his- -own-learning,-in-the.sense of

having him help determlne his own goals, the nature of the experiences that will lead him to these
goals, and the pace at which he will proceed. Practice has lagged belund theory in this as in  °
much else in education, but the gap is at'last beglnmng to narrow. The ratxonahty which is

claimed to underlie the planning process would seem to point to the need for consistency between

ends and means. A planning process which is authoritarian in nature, or which provides for
pseudo- rather for genuine: particxpatxon, is incompatible with an educational process which

values participation., In educatxonal planning, the stress is on the adjective and not the noun.

.

Q
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Some drawbacks to participation and consultation

< o

" The educational potential of planning is realisable through consultation and, even more effica-f

-

e
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ciously, through participation, processes on which education is beginning, itself, to depend so
greatly. A writer g on planning has stated recently that, "it is not completely clear how pro-
found concepts such as freedom and social justice can be realized through planning."” The best

answer would seem to be that they are’ effects of involvement in the process of planning itself,

rather the achievements of a plan, .

"

¢

4
Some Drawbacks tn Participation and Consultation

Planners and administrators are reasuvnable people in the main, working earnestly 1n the interests
of the system as they see them. Why is it that ccnsultation and participation are not more char-
acteristic of their work? A numb:ar of reasons can be suggested. Normally, because of the
demands of the political system which they service, planners and administrators are working
under extreme pressure. Time schedules have to be met and, atthe same time, they have to

be ready to answer questions which may arise at any time about any part of the system. Partici-
pation* and consultation are time-consuming exercises. Most administrators wouid hold too, that
in tl.1eir exper;ence, consulting with others has not been very productive. Little adthtional infor-
mation has come their way as a ;'esult of it. It has, therefore, been from their point of view, so
much time wasted. This would-be the experience of head teachers as school administrators as
well as of officials as system administrators. Their greater knowledge of how school and system
function, and the éreater quantity of information that flows to them, enable them to anticipate the
kind of cifficulty others in the system are like'ly to raise, to provide explanations for them and to

support their own points of view more cogently, Because they have the broader view, they can

" often show, for example, that acceptance of a suggestion made by one sectional interest will

cause difficulties for other sectiona! interests not present at the discussion. Not :nfrequently,
those consulted seem, in their own eyes, to be less well prepared for the discussions than those |
consulting them - a result of the lack of'ti‘me th? formetshave had to prepére their advice, of the
inadequac of their data base compared with that of those consulting therp, and of their more
lin;itea vi‘ew\of the organisation. Lack of time for preparation of advice is important, Advice of
quality c’annot\be given on the basis of experience alone. That experience has to be examined.and
the c0nsequences of agvme thought through. This is not a nox]mal part of the task of teachers,

say, andtime has to be found for it. That time has to come out of that usually allocated to

other- pursuxts.-,_lexsune,_con:cectmn.md SO on,

Participation has also beén shown to have its drawbacks. From the,pomt of view of the

admmiatrutors, it has seemed to strxke at the roots of their respun81b111t1es for running the

system and to require sharing their power with others who do not have those .
N \\

v N

9/ McKinnon, K.R., Realistic Educational Planning, Fundamentals of
Educational Planning SerxesI,\No. 20, IIEP, Paris, 1973,
N
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responsibiliti‘es. —/ Because organizations imwhich participation has been tr1ed have tended to ’
be large ones, only representatives of other sections, and of the clientéle, can realistically be
involved in fxnﬁ decisions. These representat1ves, as a result of their experiences in the parti-
cipatory process, seem to.become dxfferent from those whom they represent. For example, they
have to accept responsxbxlity for a decision which may not be acceptable to all those whom they
represent and they are often placed in the position of det‘endlng that decision before their elec-
torate, They seem,. then, to identify more with the decxsxon than with the interests of their
electors.p In seeking to defend the decision, they may use information which was not available

to theirelectors, that is, they make themselves sound like the administrators, and more easily
dévelop the broader view associated with them, based, of course,. on the greater amount of

1nformat10n that begins to come their way because they are part of the organization's decision-
makxng machinery. Those who are. represented may feel, too, that this fact prevents them from ’
opposing the decisions aryvived at in the way they might have done, had they not been represented
They feel, paradoxxcally, that their freedom has been restricted by participation, Experxence .
with the participatory system.may lead them to regret the passing of the adversary one it has.

replaced, and to feel, perhaps, that participation is a more effectwe means of mampulatxng them
into accepting the administrator's view. ) i

A major cause of such failures is to be traced to the lack of equality of access to relevant
information, Pé.rtxcxpatxon cannot be expected to work if some of the participants have more
information than others, Another cause is failure to undérstand that this 1nformat10n will be
interpreted differently, by personnel from’ d1fferent parts of the system and that it is these
d1fferences in interpretation that the true partxcxpatory system 1s desxgned to hanm\. in the sense
of producxng the greatest degree of overlap amongst them, Partlcxpatory systems evolved with
the purpose of getting members from the different sections of the organization to adopt the same
view, will end by destroying the variety which should be their strength, The purpose of partici-
pation should be to pbring these natural differences to the surface and find, by argument and .
debate, the greatest degree to which they can be reconciled, in the interests of reachxng'a deci-
sion most will feel able to accept The information panticipants need includes the likely effects

decxsxons may have on different parts of the orgamzatxon, and on its clientele, To divert the sys-

“tem to tra1n1ng out these differences of* v1ew is to undermine it: representatives will, then,

deserve the accusatxons made against thém that they have been manipulated, that they have become
different, that they have succumbed to the blandishments of the adm1n1strators. A participatory
system must start from the acceptance of the legitimacy of d1fferences in perceptxon of what is
going on now and of what is prOJected for the future, It must face frankly, in other words, the
fact that because the seat of these differences is in the complex of differing expectations sur-

r?undxng mémbeérs occupying different areas of organisational space, they are valid, and to some

10/ Macbeath, 1,, Perspectxves on Participation: Where the Conflicts
Lie, The Times; London, 1 October 1973,
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extent unavoidable. The extent to which they are unavoidable is a function of the effectiveness ovf -
the information proeesses in the organization and it is because much of the power of the admin-
istrator and planner der1ves from their control of these processes, that they are reluctant to

open them up fully to others. Their reluctance, too, is explicable in terms of the expectations
operating on them in their area of organisational space, that is, their responsxbx}xttes for the
efficiency of the organization as a whole. If things go wrong, they are held accountable and, what
is mor., feel themselves to be at faulf for allowing the defect to develop and manifest 1tself. They
prefer, then, to keep hold of as much inlormation as is necessary for them to control the organ-
zation. A consultative system does just this, and this explains, perhaps, its greater attraction
for them, A participatory system, to be a success, depends on the administrator's being
prépared to share the informafion on which his power is based.

To administrative reluctance to accept participation, has to be added.political reluctance,
which is equally wellﬁ-founded given present circumstances. The national government's responsi-
bility for giving legislative effect to the programme on which it was elected cannot be 1mpeded
by a decision-making structure specially designed for education, as can happen if that structure
has a different political comkplexmn from the government's, 1—1—/ Governmental responsibility for
allocat1ng resources amongst the competing claims of different services, of which education 1s

‘only one, means that the size of the educational purse if pout’icalfy determined., Education cannot
generate funds of its own, sufficient for its purposes, by charging for the services it renders and

remains hugely dependent on public money. A decision-making structure for education which

does not finance itself has little redl autonomy and is captive w1th1n the political sphere. Educa-
]t1on, too, terids not to be a major issue in the sense that it makes and unmakes governments, so
the importance the parties attach to it is not great and the priority they accord legislation concern- k 0
ing it, is not high, Governments are not likely willingly to set in train arrangements -which will
strengthen pressures they presently regard as weak, If they freated a participative structure
. _for educational decision-rhnaking these pressures would undoubtedly be channelled 1nto 1t and
" could no longer be\ignored to the same extent, because they would have been legitimised by being
introduced through a government ereated agency. : “
- Those who would advocate participatory systems within which educational planmng would
be prosecuted, must recognise the powerful forces which will tend to oppose them and those who

would censtruct such systems must pay heed to the weaknesses that have been exposed in those

that have been tr1ed 1n industry and in other fields of act1v1ty. Certa1n strengths have been

revealed as well. Part1c1pat1on has strengthened morale and has build up commitment to the

goals and plans of the organisation.gl Personal relationships have improved between people at

Ql This was the heart of the case put forward by the Minister of
. Education, Queensland, in 1970, against the Queensland Teachers'
Union's proposals for an Education Commission, See footnote 3.

12/ Author's experience in operating a participatory planning system for

" the development of technical education in Fife, Scotland during the
Q earlier half of the 1960’8 and for the development of Kedron Park >
EMC Teachers' College, Brisbane, in 1972- 197 3.

f
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different levels of the organisation, Experience of success,fl‘xl consulEation has led authorfty .
figu;es to concede some o? thei; power and to move to a limited participatory sy'stem. In educa-
tion, for example, this has _ta.k_en the form of involving teachers:in deci‘sion's ahout thé- curricu-
lum,E and pupils in decisions about extra-curricular dctivities.ﬁ/ Wher_‘e this has been Jud‘ged
to be successful, the range of decisions in which teachers have been involved has.been extended
"until they have become members of the education alx{horitie‘:; themse!ves,l—s-/ co?tribqting to all @
their decisions, and pupils, in their turn, have been made members of school governing
boards.E Exp;rience of unsuccessful consultation has led those who have felt that thesvalue of
. their advice has been diswdnted, to px\\s,s for participation as of rigilt.u/ y
Indeed, the process of involvementl, once s‘tarte°d, seems to develop a momentum of its
s . own and move inevitably by stages to full participation. It is an educational experience for all
iﬁvdlved in it and, if the result is not the voluntary sharing of power by those who have always

had it with thgse who have not, then it is brought about by militant actioh on the part of the

latter.g-/' 'I:h progreséion from stage to stage, or the demand that this should happ;n, is
helped along by the education systen; itself. As the educational levels oForgmizational members
have been raised, so their desire has grown fox a bigger and bigger say in the decisions affecting
their lives, This appears to be equally truebof the communicy at large and explains some of the-

dissaii%fa.ct.i.en\being éxpressed with a democratic system vhich allows them to vote only

- m— - —— - ———

}

13/ Educational reform introduced in Queensland at the beginning of the
* 1970's under which the examinations at the end of the secondary stage
were altered from externally set and marked to internzlly set and
assessed, with a system of State-wide moderation to ensure compara-
bility. Subject Advisory Committees, consisting mainly of teachers,
recommended course content but schools were free, if they wished to
, develop their own, :

i 1 B
5 14/ General practice in schools in for example, the United Kingdom and
the United States of America, for some years.

15/ The Local Government (Scotland) Act, 1964, made it possible for
teachers to be co-opted to the Education Commuttees which employed

them, Not all authorities, however, brought teachers into such
membership, )

16/ Several local education authorities in England‘ha\;e altered the articles °
of government applying to their schools to include pupil governors -
elected by the body of pupils attending the schools,

-

17/ Scottish teachers pressed for this right during the early 1960's when
the governmeént of the day seemed to be threatening to dilute the pro- !
fession by introducing a three-year diploma course for men, the
successful completion of which would have qualified.men to teach in
primary schools. Teacher prétest persuaded the government to set up
several working groups to examine a wide range of teacher grievances.
The work of one of these groups resulted in the setting up of the General
Teaching Council which gave teachers control over théir own profes-

T sion with the Secretary of State having some reserve powers to safe-

| guard the public interest. : '

| o " 18/ Stenberg, C.W., Citizens and the ‘Administratiye State: from
| ERIC i ' Participation to Power, Public Administrative Review, XXXII, 3,

May/June 1972,
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infrequently and at long mtervals apart. 19/ Education, too, is one of the areas in which
The

reluctance of educat1onal pohcy-makers, administrators and plinners to accept the inevitability

ordinary p/\ple feel they can contrlbute more than they are presently permitted to do.=— 20/

of this development, despite the fact that it results largely from the excellence of their own

- -

work, has bean‘the main stumbling block,

. A y .

‘ A Part1clpat1ve Structure for Dis cussion

T A structure which has possibilities for development into one answering most of the points raised

<
in the analysis, is offered in Figure 6. ! ¢

\
Figure 6, A Participative Structure for Educational Policy, Administration

and Planning
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\ . | i
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v

_l_g/ Cro'vther-Hunt, Lord and Peacock, A,, Minority of The'Royal

it

<

w

N,

Commission on the British Constitution, H. M, S.'0,, London, 1973,

20/ Ibid,

14
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The model starts from the school, ‘each of which has a govérning bo‘ara comprised of elected
k'epresentat.ives of teachers,’ }:@irgnts anid \pupils to which' municipalities and district councils, ’
wh.ichever is appropriate, appoints additional members.g/ foerboard, at this stage, co-opts 2
representfltives fx"om other interestea groupé, such as a member of staff from a local university.
The different categories o'f m\embers of all the, governing boards in a region can now be regarded
as forming different electora;es,gl each one of which proceed;: to elect one of its members toa
regional education au‘thority". The elected regional assembly, if there is one.a, then appoints mem - -
bers to this authority, and elected and appointed members then co-opt a member of staff from
the teaoh’é’x—i;;gining institution serving the region, If there are more than one of these institutions,
then their staffs can be invited gp‘éiect one of themsel\}‘es for the authority to co-opt.. The mém-
bers of the regional authoritiég.can now be seen as fgrming constituencies for the election of the
membership of the national education authority, to whose numbers the hationa‘l elected assembly

would appoint some of its own members, Thus constituted, the natjonal educzition authority co-opts

* additional members from national bodies which have an interest in education. Each stage of this

structuresis interlocked with évery otﬁ'e\r one through its membership and the educational community

general public and’special publics are brougllt in by election, appointment or co-optation.

Meetings of these different bodies would, .as a general rule, be open to the public gmd the press

but some matters like the zzppbintment and promotion of staff migbt'be better conducted in private,
The Mi.nister would refer policy matters to the national :ducation‘authority for advice on

how the policies might be effected and-on their possible consequences, In his annual report to the

national assembly, the Minister would have to recount the matters which had been so referred, the
: %

"advice receivéd and offer an explanation for any departures from that advice.ﬁl Planning would

be a matter for consyltation between Minister and national authority, He would be the custodian

of what the pub}ic had indicated they wanted but, within this, the national education authority

-y
. .
~

- + * s . LY
v 21/ This is derived from current practice in some local education
authorities in England, See footnote 16,

22/ This is based on the practice in Scotland for the election of teachers
to the Governing Boards of Colleges of Education. In each region,"‘ -
. » the primary school teachers form a constituency for the: election of
one of their members, secondary s.:chool*teachers-fo‘x‘m another -
. constituency, primary school head teachers another and so on, The
actual elections are arranged and conducted by the Colleges,

—— 23/ The Secretary of State for Scotland must account in this way for his

actions on the advice given him by the General Teaching Council., See

footnote 17, The advice, in this instance, refers to such matters as the
supply, qualifications and training, and recognition of teachers for
purposes of registtration,

. 26
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would look to the priorit1es and the means and would advise accord1ngly. Planning would, in
praclice start there because overall, gu1d1ng pr1nc1p1es would emerge from this consultat1on.
Each school board would be respons1ble, Mthm this framework, for planning its own future and
indic?txng its own priorities based on its assessment of local cond1t_1ons and» needs§-2—4/ The
régldu'al wuthorities would combine these school plans into a regional one and, where modifications
wereIJud%ed to be necessary, ‘would d1scuss them with the school board concerned/ Regional.
plans would be combined into a nationgl plan using the same consultative procedufes as regxonal
authont} and school board, At national assembly level, the educational plan wpuld take its

place along with plans produced by other government services. At this sta«e, too, the method

by whxch adjustments wirn e made would be consultation, leaving the final decision about where,

say,’ a cut had tq.be made; to the originators of the plan, —/
B % g

i
!

A nat1onal education author1ty created irr th1s way would be; an extremely influential body,
whose advme the M1n1ster would have to have yery good reasons for rejecting. Regional author-
it'ies thus const1tuted would also carry much we1ght drawn as they would be, from people
knowledgeable about what was happening at the grass-roots of the system. The rights of the
gove,rn.'..ent are preaerved Yy first making the structure a source of advice for the Mimster and
second, thé vehicle for deriving and' lmplementing plans'. Freedom for the individual sciivol
and teacher, within the lifnits of the resources allocated, would be assured by giving-a sigmficant
proportion of the funds needed to the school for spendmg on the 1mplementat10n of its own.plan, — 26/
The government and the national education author1ty would be Goncerned with devising and stipu-

lating minimum standards and regional authorities and school governing boards with attaiming or

excecdmg these. 21/ No planning decisions would_be ‘taken till they had been discussed with those

vho were to be affected by them and any representations they made taken into account.

s A}

24/ The ILL.E.A.'s 'Alternative Use of Resources Scheme' operates on ¢
such a principle, although at this stage in the scheme's development

. the plans are produced by head teachers and staff and reported only
to the school governing board.

25/ This method of deriving a national plan from regional and local plans
is a development «of the system used in ¥France for its Sixth Plan, and
‘of that recommended by the Interim Committee for the Australian
Schools' Commission as the way in which the Commission might -
operate in the future

26/ The suggestion here is not a new one, by any means, Scottish )
schools, for example have operated in this way for many years. See
also footnote 24 regarding- the 1. L., E A.

» 27/ This is the division of respons1b1hty between central and local

government in the educatlivual ficld.

’
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collecting, analysing and interpreting data but the results would now be fed ta the level of the

the pr1nc1ple under1y1ng the allocation must be to give as much respon51b1hty as possible to the

Participatory planning in education ’ N
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Insisting that meetings be open to the public and the press, as the national assembly 1s,
would go some way towards keeping-the publ1c informed of what was being done in its name and
of ensur1ng accountability, There are few better ways of getting responsible contributions to
debate, and -carefully thought out advice from officials, than by hav1ng the press present. The
different publ1c(s would also be kept mformed through regular reports by.their representatives,
and guch reporting would be a necessary part of their dut1es.w This accounting would
arise anyway as they sought re-election but this kind of reporting is often too late and is certainly
too infrequent. A ready made consultative machinery would be immediately available for the
Minister's use,, or for use by the Chairmen of regional authorities, in that way, all the parent
members of school governing boards, -2—9-/ or any of the other categories of-members, could be
called together to get a reaction to a proposal that was of special concern to them. This would
be supplementary to the normal discussions that would g0 on between the Mmisrer say, and the

teachiers' organizations, : >

Much-0of the work of the planner would continue to be tHe highly technical function of

structure concerned - board, ' regional or national authority, The planner would be more involved
in creating the conditions in which those affected by the Plans and having the responsibility to
carry them out, could plan effectively themselves, Pians produced in this way, from hard data
skzllfully assembled by experts and 1nterpreted by those who know local conditions in the con-
text of nat1onal gu1de11nes would be more easily incorporated into a national plan, Educational
planning would-have begun to be educational, . . ' }
Littlé has been gaid abouu. me detailed respons1b1lit1es of the different levels in the
structure It is not proposed to enter th1s field because there are no doubt many ways-in

which the different tasks could be allocated and much would depend on local conditions, [iowever,

lowest level in {he structure; The question to be asked is - is there any good reason why a
school governing board could not make this or that category of decision. Justification:has to

be produced for taking a decision higher up the structure. Nothing has been said about the num-
bers from any 'interest' to be reptesented at each stage - this again would be the subject for
experiment - but the guiding principlé recommended is that no interest should have a majority
over the other interests, so that debate and discussi'on would be forced on them all if they
wished to carry their point. Reconc1l1at1on of different points of view through argument and

.

d1scuss1on is the obJect1ve and'not through we1ght of numbers,

-

e _2_{_3_/ Parent governors in some London schools e. g, Haverstock School,
have accepted this as' a necessary part of their duties. °

29/ LL.E.A. officials have already used the parent governors of their
schools as a consultative body in the way suggested here.

s b -
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There is, of course, another level in the structure about which little has been said, It
is the most important level of all - the classroom, where the real work of the system goes-on. .
The intention behind this entire exercise is to develop an administrative-planning structure
which,' through its concern for involvement and responsibility and its sensitivity to the,needs of -

* those whorm it is supposed to serve, will improve the chances that the teaching/lca;-ning situation
will be characterised by these same qualities, By insisting, for example, that the schools are
allocated cash to spend'and do not have it spent on their behalf be some other part of the system,
the chances are increased that head teachers will involve their teachers in the actual spendmg

30/

head teachers, if they have not already been convinced, to think in terms ot. lighteming their burden

g]gcisions. Having to account for the expenditure of public moeney is a sound way of forcing
of responsibility by sharing it with their teacher colleagues, This means, win turn, that teachers-
have got to know what they want and to have thought about their reasons for wanting it. There 1s
) a strong tendency for teachers who are‘involved in a participatory process of this kind, to adopt -
similar practxces with their pumls. /- ) g )
‘ A poht_lco-admxmstrative-planning system is only as good as the people who man1t, It
can be devised in such a way that it ig easjer for the ggople in it to behave in accordance with the
values underlying it, than in other ways that are open to them, Re.cent happeningsig/ in the
Upited States of America and in the United-Kingdom, involving both elected members and officials,
illustrates that even the most complex system of checks and balafices developed out of the exper - .
ience of centuries éan be thwarted if the will is lacking on the part of those with responsibilities
in the structure, to make it work. These events illustrate, also, the 1mportancq\ cf the press and

the public playing their part, that is the 1mportance of public scrutmy and pubhc concern. 33/

30/ The LL.E.A, 'A,U,R.' scheme has already had this effect.
. . See footnote 24,

31/ Research on the Organisational Development of schools undertaken
- by Professor P. Runkel and others at the Centre for the
Advanced Study of Educational Administration, Umversxty of _
° "+ Oregon points strongly to this desirable outcome, -

32/ The affairs alluded to here have become known as the
Watergate Affair (U, S, A,) and the Poulson Affair (U.K.),

o 33/ The Washington Post is credited with having 1nvest1gated and

i ' reported the circumstances, surroundmg the 'break-in' at the
Democratic Party's headquarters in the Watergute Building
with such care and in such detail that the Federal Legal Depurt-

ment could no longer ignore it, Similarly, the publicity given

the Wﬂahnnc}unq hetween the nv-chltecl Jahn Pouleon, and 2
. high government servant in Scotland, and with local elected
councillors in the north of England led to the Prime Minister R
setting up a committee to report on the need for a code of
conduct for elected members and officials, and to make
recommendations as to its contents, if the need for it was
thought to be great, X
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Apathetically leaving things to the experts is no answer, It seems appropriate to look to partici-

pation in educational planning and policy as a means of fostering an informed concern which
might spill over into the wider range of social policy and planning. Education, it has to be
remembered is a ?elatwely slow, cumulative process and if the educational potential inherent
in the parti;:ipatox.'y planning of education 1s only slowly reaiised, this is in its ‘very nature:
Speedy results are unlikely. The answer,-however, is not to abandon it but to subject {t to
evaluation and monitoring as would be dorle with the planned‘jmplementation of any other poiicy.
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OCCASIONAL PAPER No. 36 exarfines the separation of planning
activities from administration and'j.analyses the interrelationships
between planning and policy-making within-the educational
enterprise., The paper inyestigates in some detail the relationships
between organizational levels and the stages of planning and shows >
where consensus is required in the planning process and where

.consultation and participation are appropriate. The author puts

forward some suggestions as to why consultation and participation

are not more characteristic in theswork of planners and he prcpeses

a model structure for educational policy, administration and .
planning. . '

MACRAE C. GRASSIE, M.A., M.Ed. , Ph.D., wrote this paper during
his stay as a Visiting Fellow at the IIEP in March/April 1974.

He is now Dean, Faculty of Education, University of Queensland,
Australia. ;
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