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1. General

I. INTRODUCTION :

2 N [N
. 2 . &

It is not inappropriate to remind ourselves after some fifteen years
of growing emphdsis on training in the skills of educational planning, that
planning constitutes but an integral part (albeit an important one) of overall
educational administration. Indeed, now that most codntries have 'educational
plans', it seems that the major obstacle to development is the bottleneck
which occurs at the implementation stage. Educational plans are not
self-implementing; implementation must also be planned. For successful
educational development then, more attention will have to be paid to training
in other areas of educational administration, especially in the skills of

implementation and evaluation. . Vs

In contrast to educational planning skills &as pracfised at present,
which are comparatively neat and clear-cut since they are largely founded
on a quantitative base, implementation and evaluation skillB are rather
untidy and difficult, mainly on account of the® many human factors involved
which are not easily quantifiable. Thus, resistance to change often from
entrenched administrators and older teachers with traditional-type training
as well as from the public, may cause a well-nigh insurmountable obstacle to’
implementation for even the most rational of plans. Similarly, political
wrangling and pressure may prove an equally formidable handicap. Then again,
failure to communicate the plan in a comprehensible manner from the centre
both %o those charged with its implementation and to the public at large may
créate a hardy resistance to progress. 1In addition, successful implementation
requires a much greater emphasis on participation in the preparation of the
plan from all interested parties and thus requires more work and more time,
involving a switch from the authoritarian directive-circular to group
consultation, public meetings and greater use of the media. '

But training in the skills of modern educational administration must
of course, encompass much more than the factors concerned in these immediate
and prominent bottleneck problems. Accordingly, having indicated the necessity
to devote more attention to training in overall educational administration
through highlighting above certain implementation difficulties, it.is the
purpose of this paper to give an overview from both the theoretical and
practical viewpoints of the educational administration prodess from the
definition of objectives on one side to performance evaluation on the other.

2 Historical e e e
Q

It is desirable at the outset to review briefly the origin and

. development of the principles of educational administration.(l) These emerged

from the mother-discipline of administration which has undergone rapid
evolution during this century,

(1) The terms 'administration' afid 'management' are used rather synonymously
in this paper though the former tends to refer to the overall process
of adminisvration and the latter to the implementation aspect.

S




Firstly, emphasis on the cult of mechanical efficlenoy at the start
of the century marked the beginning of scientific management.(l) Secondly,
Taylor, Gannt, Halsey and Gilbreth(2) looked at physical work and production
as a mechanical process performed by individuals whose productivdty could be

" increased through time and motion studies, piecework and improved engineering
efficiency of machines.

LS

Thirdly, Fayol, Gulick and Ufwick(}).from their studies showed the .
importance of organizational é;ructufe and the administrative process in
. increasing productivity. ’ !
R Fourthly, in the thirties ‘emphasis began to be placed on the role of '
hyman relations in increasing productivity, particularly following the
non-empirical writings of. Follet. The Hawthorne Investigations at Chicago,
with which Mayo, Roethlisberger and Dickson were closely involved(h),
provided the empirical basis‘to support Follet's ideas.

Fifthly, Barnard combined the findings of all these human relations'
studies with those of all the important earlier findings to articulate g
broader concept of the factors involved in improving efficiency, productivity
and effectiveness in reaching goals.(5) g /

<

.Sixthly, after the Second World War, an inter-disciplinary approach to

the solution of lgrge-scale administrative problems, termed operational
research,. emerged. (6) ) -

M k3
IS . o
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N

e

(1) L. Urwick and E.F.L. Brech, The' making of scientific management, Vol. I,
*  '"Thirteen Pioneers', Pitman, London, 1959, £

(2) The making of scientific inanagement, op.cit.

(3) The making of scientific management, op.cit.

(4) (a) L. Urwick and E.F.L. Brech, The makirg of scientific management,
Vol. III, 'The Hawthorne Investigations', Pitman, London, 1961. N

(b) F.J. Roethlisberger and W.d. Dickson, Management and the worker,
Harvard University Press, Cambridge, Massachusetts, 19}9.

(5) Chester I. Barnard, The functions of the executive, Harvard University
Press, Cambridge, Massachusetts, 1956.

(6) W.E. Duckwortn, A guide to operational research, Methuen, Londén, 1962.
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in the computet and information sciences and their applicatidn to adminis-

~Introduction of paﬁticipation in decision;making at all levels of the

-the American educationist John Dewey, who said:

-
. 3
&
T

*» i . ’ K N ’
" Latterly, in addgﬁion to the refinements 'in the inter-disciplinary.
approach to administration, since the war there has been a marked growth
ration. Finally also, there has been a growing emphasis on increased
democratization of the administrative process, especially through the

organization.

- %
.

The principles of 'scientific management' as practised in industrial
and commercial enterprises from the start of the century gradually began
to influence administrative practices in education, but only in a patchy
way; alert educationists ‘aware of the transferability of the principies to
Eheir discipline were few.

a

It was only after 1950 thi% a search’ for administrative concepts
specific to education was actively sponsored by educationists. The specific
study of educational administration per se was not undertaken by the
universities and professionals unt.® about 1950 and this interest was still.
largely confined to the United States. It was at this time also that
tra;ning programmes for educational administrators were established, -

It is worthy of note too that parallel with the development of ' .
scientific management and of the principles of educational administration, ’
pedagogical development brought a change of emphasis from teacher-centred
first to methods-centred and then to student-centred education; to-day
change to group-centred teaching-learning situations is in progress.

3. Educatjonal administration process

The development of a theoretical framewgrk for &ducational adminis-
tration is Justified most readily by the simple but profound statement of

~

"Theory is in the end ... the most practical of all things". (1) .

Certain 'principles' or theories, even if they remain impliecit, still
govern the practices of all educational administragdrs. It is simply a
scientific approach to make a synthesis of these theories so that they may v
be tested and developed.

Theory must, of course, incorporate the experience of the practitioner
for if 1t does not subscribe to reality, it is useless. Thus theories without

practice may be Iikened to maps without routes, as indeed practice without
theories is contrariwise akin to routes without maps. T

/
(1) John Dewey, Sources of .a science of education, Liveright, New York,
1929, p. 17. ) . o »

¢

& o




L] - .
" .

The overall educ&tional administration process is succiluictly depicted
in Figure 1. Here it may be seen that the existence of a good Information
System is central to efficient administraf&on of education: The definition
(and re- -definition) of objectives constitutes the point of departure Educa-
tional planning, envisaged also as a continuous process, comprises diagnosis,
prognosis and preparation of the education plan proper. As implementation of
the proposals contained in the plan proceeds a simultaneous performance evalua-
tion is conducted which (among other .things) forms the basis for continuous
reform. It will also be seen from Figure 1 that the txistence of good infor-
mation and communication systems is central to this overall concept.of
administration. - . .

The administrative process depicted is all-pervasive for the large
Aational organization as for the small institution, though emphasis for the
various functiops will differ greatly across thils wide range. Educational

- administration may be envisaged as subdivided intg centril, regional and -
. institutional levels With functions which differ accordingly but remain
closely interrelated and geared by overdll obJectives (1) P t:

Distribution of authority and functions "between these administrative o
levels varies between countries and is related to the extent to which
decentralization has been adopted A general indication of emphasis is
outlined as follows:

(a) Central administration ' " L "
Policy-making. national objectives, norms and standards, global
plan preparation, drafting legislation, overall control- and

. . ,supervision.

I'd

(b) Regional administration’ ‘ . ’ 9
(i) Participation in global plan preparation.
N (ii) Elaboration of regional plan, programmes and proJjects in
accordance with the global plan.
(111) Co-crdination of regional educational resources and
implementation of the plan.

(iv) Channelling of vertical and horizontal communication between
the centre, educational establishments in the regions and
the community generally. '

(v) Centre of data and information on educational development in
the region,

-~
s

>

(’é’) |n§fi'tﬁ't'i'6m "’o“r‘”’school"‘a?iministration T e

(1) Organization and control of the teaching function within the
institution.
. (11) Centre of community development as related to educational
" matters., .
(iii) Day-to-day inatitutional administration.

ar———

v

— 3 - - '

(1) The 'administrative region' or larger sub-state area as administratively
organized is in mind here. Though this may not correspond with what
might be termed an economically viable entity, it is noted that there

is a tendency to re-define regions to have the ad-inistrative units
correspond more closely with such economic units.

One may differentiate also between Regional and Local administration as

four-tier structures - Ministry of Education, Regional Educational

Authority, Local Educational Authority and Educational Institution"- are
Q frequently found even in small countries

8 “
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oL II. DEVELOPMENT OF AN INFORMATION SYSTEM

1, General . . e . oot
| . An Information System consists.of a balanced co-ordination of“operations
between personnel, machinery and procedures designed to provide at certain
points in time the best information for rational decision-making at every
level of responsibility. It is the function of a good Information System to
furnish in the most appropriate way all the information necessary for organising,
planning and managing the activities of the education enterprise., It is for
this reason that the Information System must service all elements of the
| over-all cducational admini tration process and herein lies 1its fundamental
i importance as illustrated’earlier in Figure. 1. .
The information process consists mainly of the collection, classification,
- . storage, processing, utilization and dissemination of data and information
organized through a series of appropriate Information Sub-systems and geared
! closely to the achievement of defined educational objectives.(l) It is not
j necessary that an Information System must be highly automated to be very
. efficient but modernization of the system facllitates increased automation
L including the use’ of a computer among other instruments.
|

¥

2. * Need for development of an Information System

It is clear that existing Information Systems in education are far from
efficient and often constitute per sé obstacles to educational development.-
Many grew up at separate units in a piecemeal way without over-all co-ordination
to cater for needs which are no longer current. Often static in conception,
they became rather fixed and no longer serve the requirements of modern educa-
tional administration and management. SN

9V

_ ' | .
Thre following problems are characteristic of such systems: L

- haphazard and disorganized data collection with much ovérlapping
and repetition;

~ outmoded classification, filing and storage,

- over-abundance of data which are not directly related to
decision-making and achievement of educational objectives;

- laek of exploitation of available data and weaknesses in processing,
utilization and dissemination, including bottlenecks in decision-
making and communication. ’

R

<
]

Modern Information Systems on the other hand display the following characteristics:

S - e T Sy S —

.

‘= ocommon classification and coding systems facilitating integration
of the units and'obtention of uniformity in procedures; ¢ g

- Improved speed, detail and accuracy.of information supplied;

=~ 1improved decision-making procedures providing top administrators
with excellent means for co-ordination;

- uniform accounting system and more rational allocation of
Pesources often leading to financial sSaving (without loss of

R employment, necessarily);
- rationalization of data processing and comminication system;

-

L]

(1) Dpata or processed data organized to respond to a specific obJective
. constitutes information.

[RG
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3 I
- provision of a sound basis for the application of modern management
techniques including the introduction of increased automation and
computerization;
- more relevant information more quickly communicated to interested
© outside parties .and the public.

It is becoming increasingly clear particularly in developing countries,
that difficulties in implementation of sound education plans are due to
weaknesses in the administrative infrastructure especially in the Information
System, which is often incapable of providing required data at given points in-
time for making a performance evaluation or taking corrective act.on. Sophis~
ticated plans without efficient administration and information systems must

. remain sterile. Development of modern Information Systems in education are

' ) more especially necessary because of increased pressure for decentralization
and local participation in planning so as to attain or maintain co-ordination,
ensure national uniformity in classirication and coding and enable comparative
evaluation. \

’ L

3, Development of an Information System 5 ~ #
i
Development or rationalization of the.existing Information System i§
. best organized centrally. This should be regarded as a large-scale reform

requiring a top-level political decision and the active interest of' top
administrators. The first step then constitutes the establishment of .an
Analysis Unit (pérheps within the Planning or Development Division) to carry
overall responsibility for development of the Information System.

Theoprincipal functions of the Analysis Unit will include:

(a) Analysis of, existing files as a prelude to setting up the system;
(b) Structuring the system; deciding on appropriate sub-systems
and on 7 $ingle coding-gystem; .
. (c) EStablishment of data’base and ‘data bank;. o o
(d) Phasing in and continuous development ¢f the new Information .
System. s,

‘

(a) Analysis of existing files . , Y
This extremel& important preliminary exercise is meant{ to elicit:

“.= the functions to be‘performed/by information; ,
- identification and enumeration of the exgct information . <
required in relation to defined educational obJectives and the
needs of the user for rational decision=making at every level of
* . ) *  responsibility; :
. - identification of sources of information; )
} . ° = th&way in.which the information is to be collected from the
1 . ‘ 'y' sources, stored at the centre, processed and communicated
| ! eventually to* the user.

4 ’ (b) Structure and coding

1 ) The Information System is divided into its main component parts which
| are called gub-systems., Here different approaches are possible but the
} sub-systems should be divided among a small number of principal eiements

) consistent with the logic of the data. 7Vertical division into levels and a
certain horizontal break-down into other main elements would.seem a logical
approach. :




¥
» Al -.
& S

Division by level‘couid be as follows in accordange with the ’
International Standard Classification of Education (ISCED) (1):
|
o Code . " Level

0 ' Education preceding the first level

1 Education at the first level "

2 Education at the second level: first stage 0
i Eduoetion at the second level: second stege

5  Education at the third level: first stage, of the type that,
leads to an award not equivalent to a first university degree

6 ' Education at the third level: first stage, of the type that
leads to a first university degree or equivalent

T Edueation at the third level: second stage, of the type that
leads to a postgraduate universitv degree or equivalent

9 Education«not definable by level
1)
The following horizontal division into elements based on a demand/supply o
concept is proposed:
’ q - ‘
Enrolments ° . '_ . !
Personnel - . - X ,
Activities (2) “ \ ,
Buildings and equipment . '
Costs and financing ) ' )
’ v
Enrolments represent the 'demand' from society for education and the remaining
elements- represent the. supply .givvn. . R
It is not possible in this overview to discuss the coding system in
detail but an example of the ISCED system by level (to the second-level)
and. curriculum is givens .

(1) Unesco, International standard classification of education,
- Paris » 1974 « s

(2) Activities include curriculiin and other educational and social
activities undertaken.

' \
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A coding system must similarly be constructed for the other elements and a
code book drawn up. This code book containing the full coding system will be
continuously updated. - 0

(¢) Data base and data bank

Establishing a data base is the first step towards an integrated
information system. Data 1s recorded and stored in accordance with the
structure and coding system already decided upon. Recording must be planned
to facilitate interrelation between the various files and linking up the

' various components of the system. In circumstances where a computer is in

use the data base consists of recorded information on cards, tapes and drums
for ready computer use.

The data bank contains useful additional information which is not organized
in any specific way.

(d) cContinuous development

"It will be evident that a modernization of the Information System must
be a phased process, Decision to rationalize and modernize as mentioned
earlier, must be taken at the highest level and followed through with the active
support of" top administr&tors. X

ey

\-

Phasing in should be carefully planned with a defined time scheduling
and use of the Critical Path Analysis approach. Attention must be paid to
retention of maximum flexibility to allow for future developments.

The proposed reform should be fully explained to personnel prior to
and during phasing in. The training of staff most actively involved in
operating the new system is a very important task.

It is well to concentrate on one or two priority sub-systems only, such
as Enrolments, or Costs and Finance, in the first phase. . ,

In a highly automated system MIS (Management Information System) may be
formally introduced. An MIS has four parts (1): . Eéﬁﬁ

©

a data bese (DB); . .

- a DB control programme-retrieval and up-dating of the
data it contains; -

- programmes of specific application for users; ’ y

- & message control programme from and to terminals.

!

Establishment of a modern Information System ss outlined may seem over-

ambitious in the existing circumstances of many developing countries. Still
it must be emphasized that education is administered at present under some
form of 'information system' » however disorganized. Rationalization of the
existing system must receive a high priority if effective educational develop-
ment is to be achieved. The basic principles outlined in this section may be
applied for such reform and at least a more efficient data system may be
developed based on educational objectives and structures to respond to real
decision-making needs.

(1) V. G. Onushkin (ed.), Planning the development of universities, Vol.1V,
Paris, Unesco Press, 1974,
14 . ‘
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TII.  DEFINITION OF OBJECTIVES

It is now almost universally accepted that the first basic requirement
for the successful implementation of ‘any project, programme or plan is a clear
and quantified definition of objectives.(1)

Two main points are made by the minor school of thought which opposes
this view:

- objectives are impossible to quantify satisfactorily or to transmit
clearly, and attempted articulation only causes confusion;
- once stated, objectives are difficult to change.

On the contrary, the points made in support of the explicit definition
- of obJjectives are as follows:

- detailed, quantified articulation of objectives is of fundamental
importance in the whole concept of planning and programming;

- daeta and information collection must be geared to defined objectives;

- analysis and diagnosis can be made and alternative proposals put
forward for political decision in a scientific way only if prepared
against clear-cut objectives;

- from the human relations viewpoint, defined obJectives facilitate
motivation, participation and co-ordination;

- rational evaluation is possible cnly if quantified objectives are
explicitly stated.

Definition of objectives poses a major problem; it certainly involves
much m¢ : than the pious platitudes frequently used such as 'educating the whole
man' o1 preparing people for life' Attention should be focused on problem
areas and this is done thiough examination of past policy outputs, e.g. legis-
lation, planning documenrts, regulations etc. Thereafter goal elements should
be specified, from quantitative and qualitative viewpoints, distribution over
time and resource allocation between different groups. A goal-hierarchy should

also be set up in an attempt to fit means and ends and to link internal to
external efficiency. ”

o

Articulation of obJectives involves quantification to the greatest detail
poscible of the 'demand' and 'supply' elements of education mentioned earlier.
This is not 10 say that the philosophical basis or qualitative aspects are to be
overlooked since these must remain as principal motivating factors, but rather
that the 'bricks and mortar' with which educational progress is to be 'built' -
accommodatidn, teachers, enrolments, finance, etc - must be quantified for
optimal allocation of resources. .

(1) Harold J. Leavitt and Louis R. Pondy (eds.), Readings in Managerial
Psxchologx, '"The science of muddling through', Charles Lindblom,
University of Chicago Press, 1954.

N A 15
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Thus eduéational objectives may be articulated and quantified from a
range of goals classified under the following headings:

(a) General aims : bedagogical, economic, social and others;
(b) Demand targets : participation, flow and other rates;

(e) Supply norms + system and structure, quantitative norms, é.g. size,
pupil/teacher ratio ete., qualitative standards.

(a) General aims: | ‘ . .

pedagogical

° - structural change and modernization of the education system;
- progressive curriculum development;
- modernization of teaching methods and educational technology,
-~ o Improvement of teacher tralning;
- amelioration of pedagoéical evaluation and of the inspection
system;
- improvement of qualitative standards.

economic

- a better fitting of the education system to suit the manpower
needs of the regional and hational economies while taking also
the social demand of the community into account;

- pursuit of optimal utilization of existing resources and of

'+ “increased productivity; .

- rationalization of school nhetwork with regulation of minimum
and maximum sSchool size; . J

- improved utilization of teachers through implementation of
minimum-maxinmum student/teacher ratios; ‘

- improved utilization of premises and physical facilities by both
students and community;

- standardization of the provision of educational accommodation
through the imposition of area and cost standards so as to hold

down unit costs and facilitate the industrialization of the
building process; '

social and cultural . ) -

- équalization of educational opportunity;
- education of students in accordance with aptitudes;
- educational provision for handicappe_ and disadvantaged;

- welfare expenditure, e.g. on transport meals, textbooks,
scholarships, ete.

- provision of educational and vocational guldance;
- provision of facilities for pre-first level education; )
- reégulations on compulsory school development;
- emphasis on post-compulsory formal education, including
apprenticeship training; '
- provision of facilities for out-of-school or adult education;
- renewal of cultural base for educational development;
- provision for student, parent and community participation in
" educational development.

16
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(b). -. Demand targets:

Rates may be set for the following: ’

., = participation rates; boys and girls by region and age-group;
perhaps by ethnic or other group also;;
- admission rate to first-level education and transition rates to the
second~level and to.second stage; .
- rates for promotion, repetition, drop-out and retention;
- prates gpr enEry to certain subject-options at the second stage.

(e) Supply norms

- minimum/maximum school size; 5

- internal and external physical facilities; m per pupil-place,
ratio teaching/non-teaching/ancillary accommodation;

- utilization rates (time and space norms); :

- pupil/teacher ratios, class size, annual class teaching hours
for teachers;

- recurrent and capital unit costs,

- financing mechanism: percentage public/non-public, proportion

central/local authority, proportion private and foreign aid; _
- qualitative standards. .”

Definition of obJectivos will be distinet and differ in detail for
central, regional and institutional levels of administration, reflecting their
separate functions. While fitting within the framework of centrally defined
educational obJectives, those for various regions and institutions will differ
through their reflection of the variations between regions in economic, social
and cultural background and between institutions in the different lines of
development proposed for them. A probiem for central decision is the extent
to which regional and institutional variation can be tolerated without disrupting
the overall uniformity of national obJjectives.

Who defines educational objectives? Definition is the end product
of much communication and consultation between all the interested parties, .
including educational administrators and planners at ail 1evels, teachers,
students, parents and specialists, In addition, the national council for
education (if one exists), special commission reports and curriculum

conmittces will influence the final format that educational objJectives will
take. .

It is desirable that professional and public deBate on educational
objectives be continuous, as they must undergo constant reform. °‘In this

" regard it might be mentioned that sudden changes of policy and objectives

by central administratlon, without effective regional and institutional
consultation and ccmmunication, can hamper smooth implementation through .

creating human relation problems of credibility and frustration; regional
administrators and school heads lose the ¢onfidence of staff, students and

\ R -
community from such sudden changes of gear or of route.

[

Clear and quantified articulation of educational’ obJectives at the
central level does not exist at present in many cases; there is probably even
less definition of objectives at regional and institutional levels. To fulfil

the first basic principle of educational administration, this shortcoming
might be set right.-



{ T il - . . -
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IV.  PREPARATION OF THE EDUCATION PIAN

|
. |
1, Planning framework ‘ |

. ’Implementation of a certain 'plan', however rudimentary, is at the
C heart of the administrative process. Accordingly, it is appropriate to

start this section by showing a framework for the preparation of an education
plan in Figure 2. Here it is envisaged that the main function of the plan
(whether central, regional or institutional) is to prepare proposals for a ‘ *
feasible supply of educational goods and services - accommodation, staffing,
equipment, etc. - to met a certain demand for them (enrolments) which has
been rationally projected to a certain target year. (1)

The period covered by the short-term education plan is usually five
years and may correspond with that of the national economic and social
development plan. The global educational plan must of course be prepared
within the framework and oriteria of the national economic plan; similarly
‘regional and institutional plans should emerge from the regional plan fqr
economic and social development (where this exists). Since economic and
education plans are simultaneously prepared, it is obvious that close angd

continuous communication between economic, physical and educational planners
is necessary. ’

A

The notion of the 'rolling' plan is also envisaged whereby fifth or

"horizon' year targets are added at the conclusion of each year of the plan

in the light of evaluated pérformance. When the original plan has run its
course, a new {ive-year plan will have been prepared after thorough analysis
< and will be ready for.publication and implementation. \

It is considered that the preparation of a rational, practicable and
meaningful plan depends in the first instance on the availability .of defined
educational objectives and good data, information and communication systems.
For effective implementation of the plan, it is also necessary that parti-
cipation by regions and institutions in its preparation be methodically
stimulated from the centre: "Policies should be made by those who will be
expected to live and work according to them" (2) This implies of course,
that they must be involved too, in the articulation of objectives.

The time schedule and prccedure envisaged for preparing the educational
development plan, assuming September as the start of the school session, may
be outlined as follows in reverse chronological order:

1 July (current year)

Publication of global five-year National Educational Development

Plan and re-drafting of regional and institutional plans accordingly
in the regions.

»
. . o] <
e e e .

(1) The word 'demand' is not used here with its full economic connotation;
it represents effective demand or actual enrolments.

(2) Roald F. Campbell, John E. Corbally (Jr.) and John A. Ramseyer, Introduction "
to educational administration, Allyn and Bacon, Boston, 1962,
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1 March

Global p%an agreed by Government.

1 Janyary o . A ‘

Draft global plan submitted to Government; consultation and
adjustments per financial constraints and pressures,

A

1 July (previous year) : .
Draft five-year plans submitted from regions to the centre; R
cross-chécking, reconciliation, consultation, adjustment at centre, _
1 March
. General guidelines for plan preparation from centre to the régions ;
N centre-regional~-institutional consultations. .
\\\\ The firal draft of the education plan willdnclude not only the R
‘ influence exerted through participation of the regions » Institutions and -
oh other interested parties but also that emerging from political pressures and-
-from the findings of specialist reports. :
X ﬁqu . S .
20 'a (o] ] ' “«;1,/‘ N

" Plan preparation is still based largely on scientific analysis and
diagnosis:of recent evolution of the education system. The analysis will be
historical, covering in detail the evolution of education during the last
five years. It will Be*copparapive and typological, making internal
comparisons by institution, administrative area, recruitmapt zone or other
suitable unit; international comparisons will also be made where appropriate.
Qualitative as well as quantitative analysis will be undertaken as far as
possible. The analysis will focus separately on the demand and supply sides

)’of the education enterprise. ’ e

(a) Aqglxsis of demand

It is first necessary to decide upon a standard and widely used .
classification of education by level. Accordingly, the International Standard
Classification of Education (ISCED)(1) (mentioned earlier and shown im
greater detail here) is recommended.

0~ , Educatjon preceding the first levél, where it 1s provided,
begiqs at age 3, 4 3r 5 and lasts for about one or two years,

) 1 Education at first level usually begins, therefore, at age 5, 6 .
or 7 and it lasts for about five years.

¥ -

o

v
.
!

. +(1) 1International standard classification of education, op. cit.

’
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-2 Education at the second level: first stage, begins at ‘about
age 12 and lasts for about three years. ) .

-

3 Education at the second level: second stage,,begins at about
age 15 and lasts for about three years .

\ . 5  Education at the third level: first stage, of the type that &

deads to an award not equivalent to a first university degre

3 . begins at about age 18.and lasts for about three years. Thus,
at about age 21 students who have progressed through the regular

schodl system to complete these programmes are usually ready to
v : enter employment, \

6 Education at the third level: first stage, of the type that
leads to a first university degree or equivalent also begins
at about age 18 and lasts for about four years. Thus, students ‘
who have progressed through the school system to complete their

first degrre are usually ready for employment or for postgraduate
study at about age 22,

7 Edugation at the third level: second stage, of the type that
leads to a postgraduate university degree of equivalent includes
all education beyond level 6.

«

This brief, formalized sketch of 'core' education provides a scale of
measurement both within national systems and for international comparisons.
This 'core' however excludes 'out-of-school' or 'adult education' programmes(l),
which, together with spécial education for the handicapped must be included
- for educational planning purposes,

For succinct quantification and plan preparation this classification
may be further aggregated into the categories A, B and C as shown in Figure 3,
where special education for the handicapped is also included; category D
represents Adult Education which may also be classified by level in the same
way as that'shown for categories A, B and C.

Analysis of demand or enrolment for these four categories then is made
under the following broad headings

P (i) hisﬁgriga;' absolute and relative growth of enrolment by
nature of school, level, stage, boarding/day, male/female,
full-time/part-time, etec.; .-

P tii) participation: enrolment ratio, first/second/third levels,

.enrolment/population, etc.,

~

(iii) flow: admission, promotion, repeater, drop-out and retention

rates;
% N
(iv) spatial: Ydistance and time proximity of students to institutionms,
standard of communication routes, means of transport,

~
o

’(v) sociolopgical: social\background of students, leavers' destination,
( : - '

: . N
] \\
(1) The term 'adult education' is hereafter used as synonymous with
'out-of-school educetion', °

o, : : t21
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" A question arises as to whether data for the start or the finish of
‘the schoél season or average figures should.be.used. Some standardization
may be necessary here SO that comparisons are.well feounded since énd of
session, end of financial year and start of calendar year.data are often
misused comparatively, within the same country. . .

Y

(1) Analysis of supply -

Anélysis of education supply may be made under the following main R

headings: v . 3
(1) educational structure and system : - .o .
* (41) teaching staff . '

(111) curriculum : \
[ (iv) accommodation
(v) costs and finance

(1) Educational structure and system

-
- - -

Organizational structure of the education system is described with the
ald of an organigram. An education system is most clearly defined as illus- )
trated in Figure 4. Such figures are best prepared within the framework of the
ISCED classification.(l) Further to describing the present education system,
reforms introduced during the period under analysis should also be identified.

>
e ————

3

. (i1) Teaching staff

2

. '3

Data on present staff stock, qualifications' profile, age structute
(quinquennial breakdown), and turn-over rate are necessary. Breakdown should
also be made under the headings: teaching category, sex, fnll-time/part-time,
qualified/unqualified. Where absences are frequent and prolonged, thesé should
also be reduced to full-time equivalent figures (whether or not part-time
replacements are employed) since they have both cost and pedagogical implications,
It is especially important for the second-level to assess the extent of fit
between teachers' qualifications and suEJects taught by them.

>
‘

Full-time equivalent figures should be calculated for teachers and
student/teacher ratios deduced on this basis. A more precise ratio which may
be more helpful for analysis in technical colleges and third-level Anstitutions
where obligation hours for teachers may differ, is teaching hours per student.
In a further refinement teaching hours. may be classified.by level-of class '
taught and catégory of teachers.(2) . '

¥ ,
(111) Curriculum :

The fact that the curriculum must continually undergo development
because of change in the learner, the learning process, manpower demands and
in the nature of programme content or syllabus is now fully accepted. Thorough
evaluation of the curriculum includes examination not only of the syllabus but
. . 1 P

Ll
.
= "

(<4

" (1) ISCED, op.cit.,

(2) Depaftment‘of Educatiof and Science, A report on the use of costing and
other financial teqhn;gues in technical colleges, H.M.S.0., Section 7, 1969,

co ' <3 '
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also of its total 1thfluence as applied in the establishment, its environment

" and in the students' homes for the furthera: se of stated educational objectives,

Options available and chosen by second-level "students should be compared with
stndent aptitudes on the one hand and manpower needs on the other. Availability
of’ options®across regions will also indicate the level of provision of equality
of educational opportunity. Analysis of curriculum should also include a
comparative overview of teaching methods used, availability and utilization of
teaching aids, functioning of the advisory service (inspectorate) and assessment
of the nature and\influence of the examination system. .

\ (iv) Accommodation’' - . '
 Analysis of accommodation must include classification 6f establishments
by enrolment and site size together with availability, standard, nature and
utilization of accommodation. It is necessary to know if the premises are
ovned or:rented, permanent or temporary and to have a breakdown of teaching
area - general, special and other classrooms - as against non-teaching
accommodation., Information on actual as against potential utilization of pupil
places and educational facilities (internal and external) for students both
of the formal and the adult education systems is desirable. In, addition,
availability and standard of mechanical services - water, light, heat, sewerage -
should be assessed. The condition of buildings must also be assessed and a
priority oraer for replacement, modernization or maJor repair set up. :}

[} . -

-

' (v) Costs and financing - RN .

Analysis of costs and financing should trace the absolute and relative
growth of recurrent and capital expenditures A breakdown of recurrent
expenditure by purpose should be made, especially for teacher as against
non-teacher outlayi Unit costs per pupil and per teacher should also be
calculated. ' . )

Similarly, the trend of recurrent and capital financing by source -
public (government and local authority) and private - should be assessed. Unit
financing per pupil is also a useful figure to have. .,

3. Ezogno§i§ and proposals T ; .

The close relationship between the development of education, economic
and social development and demographic trends is of fundamental importance for
the preparation of an education plan, whether at national, regional or
institutional level. Thus, a certain analysls of the economic and social
perspective (including demographic analysis) should be made as' a basis for the
enrolment proJections to,be used in the plan. Such analysls is very
necessary at regional level also for a better understanding of the problems of
the. community the education system is meant, to serve.

(a) Socio-economic perspective

o N .
An assessment by region should be made of topography, natural resources,
infrastructure and particﬁlar economic and social problems. Examination of the
size pattern, ownership, use and productivity -of ‘farms may indicate the cause
of many of these problems in developing areas. Assessment of the growth rate
and nature of developnent of the industrial apd services sectors will be ‘a
‘guideline to the absorpt?ve capacity of these sectors for manpower leaving =

“
*
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*the land. While this detail must necessarily be excluded from. global
educational plans and oonfined rather to regional or 16cal plans, nevertheleas
the main findings should be incorporated in the national plan. The regional
educational plan must naturally emanate from the economic and social development
plan for the region where a regional planning strategy is being adopted.

In addition to absolute and comparative trends, demographio analysis |
‘will give the age-structure, density, spatial diatribution and extent of . .
urbanization of the population., Where it repreaents an important feature, a .
separate migration analysis may be necessary. Then on the basis. of thia o v
demographic arialysis (best made by region) and taking, account of planned
development projects population projections for the new five-year plan period . L
and for a lecade hence may b3 made as indicated in Figu/' S P PN ;

(v) ngelopgent grogggal K

A policy deoisionvon educational ob)eotives, criteria, targeta and

A norms (which should be feasible from Sfinancial, physical and human resource
viewpoints) must underlie the preparation of proposals for educational
development, The proposals thereafter depend in the first instance on the ..
level of projected demand, that is on the enrolment forecast for the final 1
- year of the plan. Then the supply of education based on these enrolment

projections will focus mainly on the location of establishments and additional
accommodation (including facilities) to be provided, on additional staff .
required and on the financing of the proposals. . .

v

- ) “ .- N

’ (1) Enrolment forecast : . ’

Participation targets will have been set realistically in the light
of the base-year ratea diagnosed. By application of these rates to first and
second-level age-groupa as shown in Table 1, enrolment projections may be made.

D

Table 1. Projection of enrolments v .
R -
. ' ‘ ) .. Projected
. . Initial educational
2 4 Partici- projected- " demand
., Demo- pation - edu- (adjusted)
. graphic rates cational. ; — -
Age-groups projection ' (target %) demand * Public Private °
v . o . X
Pre~compulsory -
L Firstﬂ'level schOOls oo see ese ees e . L0000
Schools for handi- .
R capmd - e s e re e se’s s eteo ...ooo'
7. Compulsory
First-level schopols' v ces v see coee Leeee
second-lev31 Schoola e ) ® se 0 sees *\ s e
Schools for handi- - -y

-capped

[y
LI )

&
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However, projections of sedond-level enrolment were better based on
the stock and flow of first-level pupils and on targets set for admission ]
and retention rates.(l) Thus in a '5-5' system (five grades. each in first
and second levels) grade I first-level 1973 gives the maximum potential for

| first grade of second-level in 1978, 1In this approach account must also be
| ' taken of survival ratio, change in admission and retention trends, planned
| ‘educational reforms, migration trends and planned .economic and social
development having an influence on population movements.

This method of enrolment projection is hardly/valid for third-level ~
institutions where student entry is controlled rather by the regulations of
individuel institutions and faculties. Suffice it to say in this context
that every effort should be made to ensure the fit of enrolment by faculty
with both the manpower needs of the economy and the aptitudes of students.

_ (11) Education supply proposals . ' :

Thevtwo‘mainAparametere~inxpreparing-proposals for a network of schools
are gize of establishment and pupil population density. There must be certain
i mirimum and maximum sizes for efficient organization of establishments.

i ' Between this minimum and maximu~ there is a range of optimel sizes depending

| on the emphasis to be laid on pedagogical, economic, social and institutional
administration factors, Pupil population density on the other hand is closely

related to gemographic trends and participation rates.

g

- without_goingi;ob far into methodology, it may be said that school
m&ppipg constitutes an excellent technique for making rational decisions on
the location of establishments,(2) Before making final recommendations on
location, an iterative approach must be taken so as to take factors such as

the following into‘gﬁcéunt in addition to national policies and criteria:

~ « economic and social development programmes;
' - didentification of 'poles' of growth;
- pattein of existing schools' network;
- topography and communications,

In the school mapping technique, the school map shows the network as .
planned for the target year of the plan, highlighting additional schools to be
added and those for phasing out. !

I

(1) Ta Ngoc Chau, Population growth and costs of education in developing
countries, 'A synthesis report of four country case studies', Unesco/IIEP,

Paris 1072,

(2) Jacques Hallak and ngés McCabe, Planning the location of schools: County

Sligo, Treland, Part’ III, Methedology, Unesco/IIEP, Pards, 1975.
- 28 , . \ 5.
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. (111) Costs and finaﬁcing;of the proposals o

2y

Teacher requirements at the final year of the plan are. calculated
on the basis of enrolment prodcctions and the targets for pupil/teacher ratio,
Teacher costs are then assessed on base-year average salary. Total recurrent
‘costs for implementation of the plan (at current prices) may then be deduced
by adding the-target set for non-teacher costs.

Cost .of additional accommodation is usually calculated from the
cost-1limit per pupil-place and the additional pupil-places required. A certain
capital expenditure allowancé must also be made for modernization, rajor .
renoVation and” the acquisitton of fixed equipment.

¢ 4

Bearing in mind the gearing of financing between publie and private
sources as analyzed earlier, a feasible distribution is again made between
these sources., At this stage: too, political decisions (for example on
additional social aid) maj"Be 1ncorporated in the distribution of financing.

- e — R [ — -
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V. ‘IMPLEMENTATION OF THE PIAN

1. -, Prerequisites for gtﬁegt;ﬁgAi.plgmgnggtion ,

The main factors in effective implementation, given the existence of a
good education plan, are well-trained psrsonnel, a modern ieaching programme,
adequate accommodation and teaching facilities. Major prerequisites there-
aftér are an apt organizational structure and the existence of a good
inggrmayion system, . v g

> With over-centralization, diverse regional and local problems tend. to

be ignored and initiative at these levels cramped, causing communication

bottleneck or breakdown and leading to human relations' problems. ,A well-

balanced, decentralized system on the other hand leads to more rational ’
planning, promotes participation, uriderstanding and goodwill, and thus

facilitates leffective implementation. In tirue decentralization, adequate

political, administrative and financial authority must be delegated to the

regions; 'déconcentration' thus does not quite represent:decentrnlization.(l)

Again, rational decision-making is possible only on the basis of
S objective-zelatgd;1nfornut19n~collected;—co-ordinatgd~and~analyzed~as~between~
institutions, regions and the centre. It should be emphasized that information
and commnication aystems must ensure the free flow of information upwards and
; horizontally as well as downwards from the centre, not only to facilitate
I rational decision-making but.also for improved human relations.
\ v ¥ b

! .

2. Apt organjzational structure

|

! The education system may be viewed as a formal organization established

‘ on a legal basis and having a hierarchical network of human relationships for

j the achievement of certain defined educational objectives, Managing human

i behaviour within the organizqtion so that the desired work output is most
efficiently and effectively achieved may then be seen as the major factor in

f , the implementation process. The organizational structure of the education

[ : system, or the defined network of hierarchical authorities and functions, is

| best illustrated by charts. i : o

} N

l

Organizational charts for central, regional and inatitutional (university)
administration are shown in Figures 6, 7 and 8 respectively. Hierarchy of
authority and outline of functions only are shown here. These charts also form
the basis for detailed defirition of duties, responsibilities, delegation. uf ;|
authority, span of conirol and communication procedures. &

It must be stated that this concept of pyramidal, hierarchical or
'staff and line' nature of authority as illustrated by the organizational
chart is being challenged as outdated.(2) It is suggested that the nature of ‘
authority is better characterized by the 'field' concept from physical science.

(1) Jéan-Claude Thusiiig, L' bre des technocrates: le cas des ponts et chaussées,
Ies Editions d'organisation, Paris, 1973, Troisidme Partie, pp. 143-187, .,

(2) Christopher Hodgkinson; The journal of educational administration,

'Changing the perspective: a first note towards a field theory of
administration', Vol. IX, No.2, October 1971.
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Figure 6. Administrative -organization of the edﬁcational system, Nepal - 1971
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Eigure 7. Organisational Chart for Regional Administration
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Whereas in the pyramidal concept power and”authority move downward from

the apex, in the 'field' concept power and accordingly authority, can enter s i
at any point as shown in the following simplified figure. (see Figure 9) |
Figure 9. 'Pield' concept of authority . : .
Students
Labour . Staff
_ market R ' ~ '
¢ /
SN
Press / Chief . )
- . and media <:, ‘ :> Executive << :> Parents :
| | ZER AN | 4
.o L ® . >
@ . ‘ Gen. - BEmployers
public ) \V4
Polit.
. groups

' However, while this 'field' concept highlights the increasing
democratization of organizations, whereby, greater participation is encouraged
and there 1is growing prep&rpdness of enlightened auinorities to be influenced
internally by feedback and rational argument from subordinates and externally
by pressures from interested parties who are becoming more and more articulate,
nevertheless the fact remains that decisions must still be made by superiors
and directiVes for action have to be passed down-to- subordinates. "

" In this context the question arises of the general relevance of such
organizational charts to the large federation of states as against the very
small country. It is suggested that the principle of hierarchical authority . e
1is not invalidated by size of country. The larger the country the more
obstructive & centralized system is likely to be, that is, the higher the
administrative pyramid the greater the danger of conmunicationq' bottlenecks, y
Thus, decentralization in very large countries must be applied horizontally as
well as vertically; poiitical, administrative and financial authority must
first be delegated to the states which in turn may delegate to their regions.
However, optimal size of region from demographic, economic and administrative

, viewpoints is far from being clearly defined. (1) A /

} - +

~

(1) Me}aphorically épeakins a series of smaller pyramids are administratively
" more efficient than one large pyramid representing a large country.
Decentralization of administrative authority is absolutely essential in
such countries as Brazil, for example.

=
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3. Information system

" (a) Pﬁgggse

As discussed in Chapter II sound administrative decisions depend on the
collection and rational analysis of relevant data., Rapidity and technical
quality of communication aid efficient implementation. The introduction of an
information system then refers mainly to increased automation of the collection,
analysis and transmission of information. While this may connotate complex
electronic computers and\telecopmunications, nevertheless the information system
covers also the full range of more mundane office machinery, techniques and
materials required for efficient office management in the very =zall as Well as

* the very large organization. ’ -

*

Retrospective analysis of data is first of all necessary for routine

' management purposes such as disbursement, stock control and day-to-day
operational problems. However, it is a weakness that most systems of
e¢ducational management over-emphasize this aspect.(l) While the preparation
of the education plan dspends largely at present on a comprehensive analysis
of racent evolution of the system there is need for greater emphasis on
prospective analysis for management as well as planning purposes. The
inforvation system must thus be additionally geared to scan the future through
‘sample surveys and simulation exercises, etc., as well as for retrospective
analysis. . : ' .

{v) Information process ' “

e

Identificaticn of the right questions to ask before collecting data is
the key to improving the management of education systems. Statement and
re-statement of problems and issues should therefore hold a high priority for
the educational administrator. In formulation of a system for statistical
returns, periodic reports and financial statements, a certain flexibility must

" be incorporated to allow for change and continuity. There is need for consul-
tation and co-ordination between central, regional and institutional adminis-
trators in this regard to avoid duplication and overlap and to ensure compre-
hensiveness and synchronization of data returns. '

Methods of recording data are rapidly evolving. There is a tendency
to concentrate colledted data more and more in cards, tapes, discs and drums

hjﬂgp‘as to reduce volume for storage purposes, in addition to improving quality.

Since ready availability of storéd data is required, rational classifi-
cation, filing and storage are essential. Classification and filing for ‘
current use.and data bank storage should be based on the educational adminis-
tration process (see Figure 1), planning framework (see Figure 2) and
organizational charts (see Figures 6, 7 and 8). Thus classification and
filing divisions for an information system may be conceived as follows:

»

' (1) J. Alan Thomas, The productive school: a systems analysis approach to
educational administration, Chapter 5, John Wiley, New York, 1971.
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(a) Enrolments o
(b) Persormel - .
(c) Activities (1)
. o (d) Buildings' and Equipmént
(e) Costs and Financing

/

4. ) . .

The integrated naturekof q&assification,and filing is of great importance
Accordingly, each file must be compiled with reference to other elements of the
system (matrixvstyle); for example the file on teaching activities will contain
data on teachers, buildings and equipment, students and finance for such acti- K
vities. This concept of integration 1l%ustrated in Figure 10 as follows:

‘ . - o

Figure 10. Information sub-system (matrix)

| Enrolms. | Persorinel | Activities—|—Bdgs. -and-|-Costs and | — —_
! ' Equipm. Financing |

{

Enrolments -

Personnel

/ Activities o

Bdgs. and Equipm.

Costs and Finﬁncing

7 -

Y -~

(1) "Activities files relate to the aims of thé particular organization, e.g.:
'~ teaching: courses, time-table, etc. e

- extra-curricular activity: adult-educ%tion, etéb\\\
- etc' — - .

» -
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Storage and retrieval are greatly facilitated by a practical coding
system, that is one which provides flexibility, legibility and easy machine
handling. A six-figure code, with two numbers repreaenting the elements is
found to be praotioal.

i

13

-
»

4, > The implementation _ :
Three etagee may be distinguished in the implementation prooeee-

(a) decision-making at hierarchical posts of authority following
feedback analysis;

b) communjcation of directives for ,action down the linee of authority,
¢) activation and financing of the program-ee and proJeote concerned.

v

(a) Decision-making . .

It is helpful to differentiate between corporate and current decision- .
making. Thus, the five-year global education plan represents a large-scale,
Jlonger-term, corporate decision which envelops many lesser, current decisions
to be taken continuously at all levels. Similarly, corporate decisions may. . . __
be contained in legislation with regard to ownerahip and acquisition, financing,
personnel, inspection, etc. Corporate decisions are also made at regular
. meetings of the Board of Education or Local Education Authority, which are
recorded in mimute books and convey authority to the administrator for imple-
mentation, One such decision worth noting is acceptance of the annual
financial budget which when sanctioned by the centre becomes an authorization
to disburse in accordance with the budget submission. All these corporate
decieione facilitate the introduction of such management techniquea as PERT
and PPBS. i (

o

In this context it is useful to distinguish also the 'operational' or
'management' plan from the education plan. The management plan consists of the
daily, weekly, monthly and annually repetitive formulae ang procedures followed
for the efficient operation of the education system with a, certain co-ordination
and synchronization between central, regional and inatitutional levels. These
formulae in effect represent a middle-way between the oorporate decisions
mentioned earlier and the many current operational decisions which must conti-
nuously be made in the day-to-day management process,

(b) Commnication . /

!
A main communication function is the transmission df decisions and
directives within or from the Ministry, regional and educational establishments
for effective activation of them by personnel. t communication also includes.
the whole process of consultation along with inter-peraonal, and inter-group

>
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reactions leading up to decision-making and during the implementation
process. In this regard, distinctions are usefully mede between formal and
informal communication on the one hand and internal and external communication
on the.other. ) ' "
In addiﬁion to the normal prOcesé of formal, internal communication

based on the hierarchical lines of authority (as illustrated in the organi-

»ational charts) there is also a complex informal, internal communication .o
within organizations based on a network of social relations and shared
orientations-which act through interwovem-sroups and cliques. This constitutes

the most difficult aspect of the human factor to understand being related ..
‘(among cther things) to the personality influences of individuals, attitudes ‘
and policies pursued by management personnel and environmental circumstances. :
It is known that fncregéS&’&TVé?éGﬁéi“Bt'obJectives~betweep the--formal.and.
informal structures is closely related to increased human relations' problems
encountered. Acccunt must be taken of these informal relationships as. they
are’ amenavie to channelling towards constructive purposes if skia}ully handled
“but may also deteriorate to destructive activities if mishandled’ Increased
participation in the decision-making process is cited as necessary to ccunter
deteriorating human relations. : ! k

, External communication or dialogue with the community formally and

informally through the media and otherwise is also necessary. It is particularly
essential for the implementation of large-scale_decisions, such as the intro-

.. duction of major educational reforms. Thus, to effect attitudinal change and -
win public acceptance for such reforms, influence is exercised formally through.
the organization of meetings, seminars, the timely release of news items and
participation by top educational management personnel in media discussions.
Administrators and teachers at regional and local levels must also get to know
and influence the social and cultural structures of the commnity through active
participation in community development activities. .Similar influence exerted
informally by a personal approach through participation in recreational "
activities, clubs, etc. is also an important factor in facilitating implemen-
tation of educational programmes and projects. . Y .

o

A clear-cut and coherent national overview of current educational
objectives, should continuously be, communicated in meaningful terms by central
administration both to those charged with 1mplementation and to the general
public, Top, central administrators should be characterized by an.open-minded
attitude and should be change-oriented. They thémselves should initiate
discussion on educational developpent and should encourage research in this
regard. The central educational administration process too, should constitute
-a headline for field administrators. -

"The regional or local administrator (CEO) because he has responsibility
to a local education authority composed largely of elected representatives to |
whom he must report at frequent public meetings, may become a @ore publicly . .
" recognized figure-head. He thus becomes a key figure in the administrative
process, the 'man in the middle' of pressures as is illustrated in Figure 11.
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Figure 11. ( b ! in educatjonal management
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As Barnard phts it: "It is precisely the function of the executive to
facilitate the syithesis in concrete action of contradictory forces, to v
reconcile conflicting forces, instincts, interests, conditions, positions
and ideals".(1l) For him, leadership qualitie= ;111 be called into play by
which he can "live|with controversy, understand and appreciate the source of
orroging positions, have the courage to stand against opposition".(2) To
exert effective influence, he must know and assess the social and political
structure of the dommunity > its culture, traditions, values, together with
the poles and pergonalities of power; he must engage to an extent in political
activity (not party politics) both formally through membershir of development
associations and nformally, through personal contacts.

Becguse the teaching:learning process takes place under his cqntrol,
it is fundamental that the principal of each educational establishment has got a
thorough knowledge of pedagogy in addition to basic adminisirative skills.
It will devolve upon him to instil a love and demand for learning amongst
students, staff and the public. He will exercise leadership by example,. not
only in the pursuit of knowledge but also in his influence c¢n the environment
of the school or college: the physical surroundings and surfaces as well as
the atmosphere and tone amongst staff and students.

(1) The functions of the executive, op.cit. -

(2) Introduction to educational administration, vp.cit.
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! Meetings, a form of face-to-face communication, hayé’ consultative,
informational, staff and, public relations’ functions, The meetings may be

*  formal or informal, ‘internal or external. Regular informal meetings of. .
individual princip#ls with administration at the regional office and of -

- individual regiongl administrators with those at the central office are
important not only for detailed clarification of delicate pioblems,.but also
for building up helpful personal relationships. It may be added that it is
also usefu). to have similar meeting= in a horizontal sense at. regionsl level
individually and in groups as between. prinoipsls and- administrators of
neighbouring regions/

J N

A well-synohronized sohedule for the holding’of separate, formal
meetings at the central office .for the representatives of Local Education
. Authorities and the recognized assooistions of regionai administrators,
principals, tesopers, students and parents should be in operation. A simple ,
i sequentiul schéﬁule for communication at the regional .level might be as follows°

»

(a) Iooal Education Authority meeting;

"(b) principals' meeting at the regicnal office; * 5 :
{c¢) staff meeting at each educational establishment; <y ) .
d) students' union meeting at each educational establishment; .
és) parents' meeting at ‘each educational estoblishment°
(£) staff meeting at each educational establishment attended by

. ' regional edministrator. . . :
[ 4
For a deeper understanding of the comsunication process, it iz necesssary
to look more closely at the nature of authority, leadsiship and motivation.,
Authority may be defined as the exercise of control that rests on the willing
compliance of subordinates; it rests on a co-operative personal, attitude of
' individuals .on the one hand and on the system of communication on the other.(l)

N

Authority may also be seen to have a two-fold nature (2)

- fgzmg gntnozity~ (known as the Nomothetic Dimension) incumbent
in the post either implicitly or as explicitly defined by legal
document, with listed dutisa and responsibilities;

~ Ainformal authority: (known as the Idiographic Dimension) influence
emerging from personality traits. ",

) N hd

. Exercise of both dimensions (which are complementary) coupled with
well—bslsnoed delegstion of suthority are neoesssry for success.,

6 SRR IR

’
4 . -]

(1) The. functions of the executive, op.cit., p. 175. %
For discuss:ion on the theory of authority, see also:
(a) Max Weber, The theory of social.and economic organization,
Glencoe, 1947.
(b) Herbert A. Simon, Administrative behsviour,_MscMillan, New York, 1958,

(2) Ronald E. Campbell and James M. Iipham, Administrative théory as a guide

to action, Midwest Administration Center, University of Chicago, 1960, p. 43.
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It is appropriate here however, to refer to the 'field' concept
of authority mentioned earlier and to cite allo another slishtly different
Vi“(l) . .o
"Authority and rcaponsibility nay well be the wrong principles
" . of organization. It may be that we will have to learn to organize
not a system of authority and responsibility - a system of command -
but an information and,decision system, a system of Jjudgment,
knowledge and uxpectations". . ‘ b

-
o <

This view however, marks rather a shift of emphasia in the use of
authority than a challenge of the hierarchical concept of 1t. A

In any case, the great influence of leaderahip (i.e. the stimulating
pdwer of superiors on subordinates and others in pursuance of the organi-
zation's objectives) and of motivation (i.e. the désire of personnel to assist
the achievement of these obJectives) on improvement of work output is well
known. Good leadership can play a particularly important role in education
because of its positive influence in the administrative sense on the one hand
and becausé of the very personal nature of the teaching-learning process on
the other. . Y L Ry

Leadership theory has undergd!p a shift of emphasis from the early
ndtion of the 'born' leader, through leadership style' to the current idea
of 'situational’ ‘leadership. ILeadership is a function of the poat held as
 well as personality traits.(2) Thus 'leadership effectiveness' as measured
. by tne productivity, satisfaciion, morale, etc. of the group led, is related . 4
to both the situation and the nature of the group led.(3). It is now accepted
“that there is no one style of. leadership which may be defined and prescribed
for success with all groups and in every situation; also those with & certain
potential, may effectively be trained as leaders, These leadership principles
have equal relevance for the sel"=tion and training of teachors as for
administrators. . . o f

. Positive mctivatlon is related to the level of Job satisfaction and
self-fulfulment attained by personnel. This process is shown as a work cycle
. in Figure 12.

= g ~
+ -

" (1) Peter F. Drucker, Mafi +the cated; ement's mission in a new
societ ,‘McGraw-Hill, New Ybrk, 1959, p. 7, . I

»

« \
(2) Readings 1nqmanager1a1 psychology, g.ci ;Op. 199.
ety o

'(3) Frederick E. Fiedler, __Ihgo:x of leadership . effectiveness, McGraw-Hill,
~+  New Ybrk, 1967. T e T o

. K
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_ Pigure 12, Work cycle : .

Thus, if a sense of achievement is gained from work this leads to a personal
satisfaction which, if shared by a large proportion of employees, raises the
whole morale of the organization giving further work motivation.

What conditions are required so that this cycle is set up? Four basic
points may be made as follows with regard to individual motivgtion(l):

Y

"1. People exhibit a wide variety of needs, drives or motives, ranging
from very physical needs, through ego and security needs, to social
and achievement needs. '

2. Within limits, people tand to concentrate their energies oh only a
few of their needs at a time., The others ere put aside, either
because they are sated or becaase they are too far off to be of
imediate operational importance.

3. People seldom seek complete satisfaction of their needs. They
tend to try for goals which are adequate or good enough, rather
than the best of all possible goals.,

4, Feelings of conflict result either when goals are set higher than
one's achievement potential or when a person perceives his several

- needs to be inconsistent., These feelings of conflict in turn tend
to cause off-beat behavior, like withdrawal from a situation or
"irrational' hostility.

(1) Readings in managerial paybhology, op.cit., pp. 3-48.

a2 -
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Finallx*,there are three further areas of communication in the
implementation process worthy of some discussion - that involving management-
staff, institutions-PTAs (Parent-teacher associations) and that concerned with
professional developnent Negotiation on salary and conditions represents one
side of managemsnt-staff communication and is bést conducted on a well-defined
mutually acceptable procedure; consultation and participation in poiicy
development constitutes the other side.. With a tendency towards steady increase
in comnunication between institutions, PTAs and other external organizations,

a main concern of administrators must be how to channel to the best effect the
benefits these bodies can bring.

The educational administrator must also encourage the publication and
dissemination of articles by specialists on educational topics. Provision of
national, regional and institutional newsheets not only facilitates this.aim
but performs 'also a staff and students' relations' function, affording space
too, for items on social, cultural, recreational and other extra-curricular
activities. The brochure, notice board sand social function aliso play an

- important role.

L3

»

It must be mentioned in conclusion however, that this shift in emphasis
from the written directive to greater democratic participation as recommended,
is more laborious and time-consuming. Accordingly it requires planning and
administrative skills to avoid wasteful 'talk-shops' and to gear discussion
towards effective implementation,

Qc) Activation and financing

This area of the implementation process refers mainly to the co-ordination
of human and physical resources for efficient achievement of educational
objectives. Tt is in this area and within the confines imposed by the organi-
zational structure of the education system on the one hand and financial
constraints on the other that optimal use of resources is sought with the aid
of such modern management techniques as PPBS (planning-programming-budgeting
system), CPA (critical-path-analysis), PERT (programme evaluation and review
technique), cost-benefit analysis, cost<effectiveness analysis,. 1nput-output
analysis -and linear programming. « *

T

; A

Financing constraints pervade all aspects.of educational administration
from the definition of objectives to teaching in the classroom. Thus, in the
first instance, the definition of ob*ectives to be realistic and effective must
be made in the full light of finarcial feasibility, Then the preparation of
costed a1ternatives for the educational plan, programme or project becomes a
monetary étatement of these objectives. .

The rate of increase in expenditure on education is reaching crisis.
proportions from a financing viewpoint.(l) Rapidly expanding populations,
growing costs in this labour-intensive enterprise, ever-increasing social
expectations from education and the requirements of more sophisticated economies.
for continuously more highly-skilled manpower all exert constant pressure for
more expenditure on education. oBecaLse increased expenditure on education is

’ . ’ M .

Y

13

—

(1) Philip Coombs, The world guggtjgngl gnigis, a §x§tem§ anglx§i§
Oxford University Presg, 1969,

13




stimilate 8conomic growth and also to improve social mobility, there is a
tendency for goverhments to accept further responsibility for the finmancing
of education. But there clearly must be a 1imit to the level of public
financing of education which can be reached; this enterprise must compete
for limited funds with health, housing, other social services, etc., on
‘Which there is also much public pressire

for improvement. 1In these circum-

stances it becomes increasingly necessary that skilled financial management
is applied to education, including an analytical approach to the raising of

, funds, rational allocation and, efficient and productive use of finance
through budgeting, control and the management of cash flows.

[\

Buaically, two main approache; nay'be envisaged in the attempt to
contain the educational financing problem: . :

(a) pursuit of optimal utilization of existing resources and of
increased productivity; ) 4
" (b) search for means to ‘expand financial resources,
, .,
In the structuring of financing mechanisms for the pursuit of optimal
use of resources, a constant awareness of the fact that educational and
financial objectives are interlocked and inter-dependent is fundamental. Thus,
objective-oriented financing is the aim. Then in seeking optimization and
increased productivity the mechanism might lead towards lower unit costs,
equality of distribution of resources and positive effect on internal and
external efficiency of education. That is to say, the efficiency of the .
financing mechaiiism must be judged not only by optimization of resource :
utilization within, the entire system but also by the extent of correlation
betqébn the manpower needs of the economy and the educational skills of people
leaving the system to join the work force, . ’
v ~

The first checkpoint for the achievement of infernal efficiency is on
entry of students to various levels. Certain tontrols must be maintained,
particulaily at second and third levels, on the ahsolute numbers entering,
their standard and suftability and on the choice of course open to then,

The control policy pursued will mean striking an acceptable balance between
the pressures of social demand as against manpower requirements on the one

~yhand, and between economic, social and pedagogical factors on the other.
Implementation of the decision in this regard wiil be facilitated by the
operation of an educational and vecstional guidance service and the gearing
of grants and incentives' systems. Recent studies indicate too, that much
remains to be done to reduce 'wastage' rates among students passing through
the education system, i.e. by lowering repetition and drop-out rates, though
the complexity of this problem has not yet been fully assessed.(1). .

-~

. . M 3

t
~

”40'

(1) (a) Bulletin of the Unesco Regjonal Office for Education in Asia,

o Vol. I, No. 2, March 1967, pp. 30-3k. |

f (b) 'Statistical research on internal efficiency of school systems!',

; paper by G. Carceles, Unesco Division of Statistics on Education
') I

also a most important means through which intervention can be made to
|
|
l
|
F
|
i for Seminar at IIEP, 29 May-2 June 1972.
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Search for possibilities to increase productivity leads to examination
of means for improving the teaching-learning process, and of methods to
obtain better utilization of siwaff and premises. Research on the teaching-
learning process is continuous and profound along a very wide front. There
is now a much deeper understanding of this process, a keener awareness of the
great importance of the education experience of the early years of each .
infant, a knowledge of the need for commitment to life-long learning and an
. understanding of how modern educatiocnal technoivgy can be exploited to
improve educational productivity. The problems of dissemination of this

. knowledge and of its application widely in the field have yet to be overcome.

Quality and utilization of staff has a major bearing on the level of
internal efficiency. The foundation of quality is the operation of a rational |
selection and training system. This is especially true for teachers who are ﬂ
in the 'front.line' as far as the final achievement of educational objectives |
is concerned. Succesaful improvement of the teaching-learning process depends
largely on having a well-qualified and continuously up-dated corps of teachers,
well-versed in modern pedagogical methods gnd having a supply of practical
teaching aids which they know how to operate. An acceptable level of quality
may not be obtainable unless a salary system is offered comparable to that
available for equal qualifications elscwhere in the economy.

i

.

Efficient utilization of .teachers is delimited by‘the extent to which
teachers' special skiiis are used and the institutional organization of the
education system. For reasons often associated with a ‘school network organi-
zation having large numbers of small second level schools, staff may spend
much teaching time on subJjects in which they are not qualified.(l) Teachers ~
should also be encouraged to apply other personal talents - organizational,
entertainment, recreational, etc. - to the general education of students, .
whether through such activities being time-tabled or by making extra-curricular
arrangements for them. For efficiency, acceptable minimum and maximum qtudent/
teacher ratios must be adhered to and in this regard the average student/teacher
ratio must not be allowed to hide wide disparities being maintained between
different areas. .

Similarly, good selection and training of administrators and insqﬁctors
helps to improve the internal 9fficiency of the education system. Picki
teachers with 'proven aptitude' to 'get on with the Job' of administration and
inspection 1s no longer acceptable., Formal training in educational adminis-
tration and 'inspecting' (or better advisory) techniques for those to be
concerned with these functions must be given. It is being increasingly
realized that lack of administrative skills both at the centre and in the field,
is a major obstacle to successful implementation of educational plans.{2)
Training in advisory skills for the inapectorate is equally important for
improving internal efficiency. .

.

Ty

(1) OECD, Investmen in Education, Stationery office, Dublin, 1965
('Lynch Report') ;o

3

. 4
(2) Frederick W. Riggs, The ecology of Qevelopment, Indian Institute of Public Z
© Administration, 196
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Increased utilization of physical facilitie€s - external, premisea o
and equipment - improves productivity. The starting point for ensuring
better utilization is rational location of school networks, The school
mapping approach, whereby development of school networks is aligned to
economic, sccial and demographic trends on the one hand and educational
objJectives on the other, is a rational approach to location of schools. It
may be mentioned that at least equality of distribution of capital expenditure
and indeed discriminatory investment favouring disadvantased areas must be a

‘fundamental aim; aesthetic siting remains always a basic goal.. Optimization

of school networks must involve definition and adherence to minimum and
maximum school sizes decided in the light of various educational obJectivea.
Smaller schools are generally more costly and less pedagogically effective. (1)
In addition, costs may be controlled and even reduced by a definition and
operation of -area and cost atandarda.

It is envisaged that external and internal facilities might be used as
much as possible by full-time students but also by part-time day and evening
students and the community as a whole: for organizational, recreational, cultural
and entertainment purposes as well as for educational pursuits. The modern
commnity school idea has indeed the more ambitious aim of making the school
additionally a service centre where the public,library, sports arena and public
1nforuution centre may be. housed. \ )

High time and ‘space utilization rates for physical facilities are
sought; time utilization rate meaning the overall time usage and space rate
the proportion of available space used during class periods. Usage by small
class groups may result in a high time utilization rate simultaneous.y with
low space utilization rate, Many possibilities for increasing utilization Fl
rates may be considered including increasing class-group size, double-shift

‘use of facilities,” lengthening the school session, re-organizatio. of the year

inte four terms; use of schools for cultural and recreational purposes during
holiday seasons.(2) - ‘

The financing mechanism should be geared also to influence external
efficiency of the education system. It must be admitted at the outset that
fitting school leavers for the manpower needs of the ecqnomy is complicated
and difficult to achieve. Improvement of external efficiency is achieved not
only through rational control of admission of students and continuous curriculum
development but also through the operation of enlightened apprentice training
and adult education schemes, general ra-training and oversll inculcation of
conmitment to life-long learning. The curriculum should be geared po enable
students to develop their personalities and skills from reflection &nd
involvement in the social and economic problems of thsir own environment.

~
- . v
s ,
* .
« «

(1) See: (a) J. Hallak and J. McCabe, Plapning the location of schools: County
Sligo, Ireland, Chapter X, Unesco IIEP, 1973, ' .
(b) Investment in 'education, op.cit. :
(c) UNESCO, Comparative study of secondary school building costs,
Paris, 1971. - \

(2) Jean Capelle, To-morrow's education: the French _Aperionce, Part III,

Chapter IV, Penguin Press de., London, 1i967.




Parents and students must be informed of the Jjob opportunities likely to

be available with the aim of influencing the voluntary choice of options

at second and third ievel education. Because of the accelerative growth

of the store of knowledge and of technological development, the aim of the
curriculum and the teaching method is now rather to prepare the 'educable'
student. The following skills have been aptly placed in order of decreasing
obsolescence(l):

- vocational and Job skills; )
\\knowledge of principles and theories-
ability to solve problems and develc} analytical tools;
- ability to keep on learning.

Thus it is now seen that a rarrow training in technical skills alone,
however sophisticated, does not provide solutions to manpower planning
problems. This is not to take sides in the age-old and barren confrontation
between the 'vocational' and 'liberal studies' camps but rather to say that
the new curriculum transcends them both leading to a comprehensive programme
that fuses manual and mental education.

After this brief overview of the problems associated with optimization
of existing resources, it is appropriate to look at the prospects of expanding
financial resources for educational development, since additional funds will
certainly be necessary to provide for increasing populations and participation
rates, higher costs and improvement of the quality of education,

In analyzing'the sources of finance a distinctionlis usually made
between capital and recurrent financing. Then the sources are generally
classified as follows:

i__—;:__—————» government

T§§~T-§§_‘“‘<~ local authority
) fees

/ .

public financing

private financing donations, ete.

land, etc.

kind <

labour, etc.

There is also increasing interest in the loan system of financing
education.(2)

-

Sglgg&gd_nangzs;_ﬁg;_l;, 'Education: some neglected opportunities',
Graduate School of Business,'University of Chicago, 1964, p. 2.

Martin 0'Donoghue, E&gggmig_ﬂimgggiggg_in education, Chapter 9,
Gill and MacMillan, Dublin, 1971. .
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Main possibilities for increasing funds for educational development

apart from loan-financing, may be listed as follows:,

- decentralization of public financing; o

education-specific tax raising:

charging 'what the market will bear' for education;
'means-test' financing; .
work-education mix in financing mechanism;

self-financing €ducation, = '

The trend for some time now has been towards increasing public relative
to private financing because of state intervention for social and manpowe
plafning purposes. The point is sometimes made that moré decentralization
from central to local authority public financing might boost absolute funds
but no relevant trend is evident in this regard, Nor has the raising of tax
earmarked for education become very popular. Because a major latter-day aim
has been the provision of. equality of “efiucational opportunity 'charging what
the market will bear' or making students contribute in’accordance with the
cost of providing edubation, is not favoured, certainly for first and second
levels, though this approach at university level is favoured in some countries.
'Means-test' financing is politically diffiqult to implement. The 'work-education’
mix is gaining in prestige as arn approach especially at third level not only for
its advantages from the financial viewpoint but also for social and pedagogical
reasons, The extent of aelf-fiﬂinoing possible through the use of land, work-
shop production, etc. is not great. Firally, the finahcing mechanism decided
should be fully geared towards the achievement of eGucational objectives.

i .
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VI. ° EVALUATION

1. _General
‘Evaluation may be defined as assesswment of the ‘degree to which
objectives are being achieved. It was seen earlier that in many instances

objectives are only vaguely defined and have little practical relevance to

blanping development programmes. In such cases the difficult but necessary
task of defining relevant objectives must be undertaken. Only in the light
of such definition can meaningful évaluation be made.

It is well to recall that the over-all purpose of evaluation is to .
improve the efficiency or productivity of the education enterprise and this,
includes amelioration of quality. Evaluation is not an end in itself and should
lead to decision-making on specific action to be taken for educational
development., .

The evaluation process then may be envisaged as having five main stages

as follows:, . c . -

(a) definition or adaptation of obJecti@es for evaluation purposes
and setting of targets to be achieved over a certain perigd of
time (if not already defined);

‘(b) determination of the criteria and standards to be applied for °

) measuring the degree of achievement;

(c) assessment of degree of achievement in the light of obJectives
and criteria; ; ’

(d) diagnosis of -the results;

(e) making proposals for improvement including an ordering of

" priorities.

2. - Scope of evaluatibn

A certain conceptualization of the full scope of educational evaluation
is illustrated in Figure 13. It should be mentioned that all the elements
shown - evaluation of external and internal efficiency, global assessment,
management (or operational) control and pedagogical (or qualitative)
evaluation - are interrelated and are sSep ed here solely for illustration
purposes. art )

8 . .

Three types of evaluation - continuous, periodic and ad hoc - may also
be distinguished. Continmuous evaluation such as financial accounting, building
progress reports and student reports is exercised mainly within the management
control and pedagogical evaluation categories. Periodic evaluation'refers to
regular and recurring fixed-time exercises such as &nnual stock-taking and
audit, annual report, annmual examinations or even quinquennial globq} assess~
ment in the context of plan preparation. Ad hoc evaluations are made in
such circumstances as pre-planning of major reforms or as part of feasibility

" or sensitivity or other research studies.

«

It is clear ffbm Figure 13 that objectives constitute the yardstick
against which evaluation is mcde. It is evident also especially in the light
of the breakdown of evaluation into continmuous, periodic and ad hoc categories,
that effective evaluation requires the availability of a good Information
System. },
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As was seen earlier the Information System must service the definition
of objectives as well as plan preparation, implementation and evaluation.
Data collection should to a large extent be geared to facilitate eventual
evaluation. Similarly storage of data should be organized to facilitate ready
retrieval for analysis and evaluation purposes. (1) Evaluation strategies
which will produce an.evolving Information System relevant to the many facets
of decision-making about development along a broadly-based continuum should be
the aim. It must not be forgotten that objectives change and information
systems and evaluation approachés must evolve accordingly. )

3. 4 -External efficiency s ) 7

-

Are objectives relevant to the economio and social demands of soclety?

IS the education system organized and structured to efficiently supply these
emands? Is optimum use being made of available resources? These are the
\ior questions which must be ansvered inrevaluating external efficiency.

More specifically an assessment should be made of the extent to which
the education system supplies manpower needs of the economy not only in
numbers but also with the kinds of training required. Tﬂ%.appropriateness
of the curriculum generally to the neeads of the commnity must also be assessed.

' The extent to which the education system 1s successfully tackling priority

problems snch as poverty in urban slums and remote rural areas, disadvantaged
circumstances among certain groups and unemployment should be examined.

-

y, Inte efficiency o

Evaluatioh of internal efficiency is envisaged as a three-pronged
exerc¢ise:
(a) global agsessment .

(b) management (or operational) control
) [or qualitative) evaluation. !

(a) Global assessment !

As shown in Figure'i3 evaluation here relates to a systematic analysis
and diagnosis of the demand and supply aspects of tne education system. This
is the exercise generally undertaken prior to the preparation of the Education
Plan as described in detail earlier or as a performance evaluation exercise
against targets set earlier. It refers on the demand side to the comparative
analysis of enrolment growth in recent times including assessment of flow
and particlpation retes, spatial and sociological origin of pupils. On the
supply side comparative analysis is made of school.network organization,
level of qualifications of teachers and pupil/teacher ratios, curriculum
options available and those chosen, standard and utilization of buildings.
Absolute and relative growth of recurrent and capital costs and financing
and the trends of unit cost and unit of financing per pupil are examined
comparatively. An assessment of the efficacy of administration is also

ade., Of particular interest .are the inequalities disZovered during the

evaluation process. ’ P

¢

(1) It should be mentioned here that the Library and.&nformation Service
(LES) and on-going research projects also form part of the Information
System.

)
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In ideal circumstances such evaluation is made annually and doou-
mented in the Annual Geneéral Report thus lightening the extent of global
assessment required at the stage of prsparing the Education Plan. As the
level of sophistication of educational administration develops such

detailed evaluation will also be carried out anmually at regional and local

levels. . ¢ . ‘;;;7

(b) Management. (operational) control : : ‘

It may be seen from Figure 13 that management control refers mainly
to continuous evaluation in the education office(s) of the range of

operations from running the office(s) to the control of formal and informal
meetings, '

<
P -

Organization and Methods' (O and M) evaluation or riumagement analysis
in education offices frequently reveal that personnel time, office space,
equipment and materials are not used in the most efficient way. Periodic

. evaluations of office management under these headings are accordingly
: necessary. hE . RX

The extent of internal evaluation undertaken depends on the level of
sophistication of the Information System available but at least individual
personal files are kept for all staff which include curriculum vitae giving
information on qualifications with related years and institutions, employ-

e ment record, references and other pertinent data. Progress. reports by
inspectors may also be included. On the other hand, teachers' and students'
unions perform an external evaluation r8le in their deliberatigdns and make
representations accordingly to top administrators. Public evaluation is
made through contributors at Government Debates, Education Board meetings

and coverage by the media. A Parent-teacher Associations also play a certain
external evaluating rgle here. _

Evaluation through financial accounting is contimuous in nature.

Educational accounts are structured in various ways to show income by time
. and source, expenditure by time and purpose. A major aim is to avoid con-
tinuous costly overdrafts. Some systems of budgeting control based on unit
costs should be operated. Such a system enables delegation of authority to
various schools and collegss to disburse funds under various headings to a
certain 1limit, thus facilitating not only increased autonomy but also
avoidance of penny-pinching bottlenecks. In more sophisticated circum-

stances PPBES may bg used. The anmual audit forms also of .course a part of
the evaluation process. ' -

.
H ¥

. . ,
Building progress reports with the use of PERT or CPA syst are
used for the control of construction and the disbursement of capitdl funds
accordingly. A rotation system for the painting and repair of exiSting
buildings, say each quinquennium, may be used. Anmual stock-taking is used
for officially recording stock added, transferred, or worn-out or lost.

(c) Pedagogical (qualitative) evaluation

’

Pedagogical or qualitative evaluation concerns the teaching/learning )
. process more specifically as indicated in Figure 13. (1)

[ LY

(1) * Pedagogical evaluation is more frequently associated with University
Education Departments or Educational Research Institutes but may to
a certain extent be conducted at Education Offices in co~operation

Y

with these other bodies.
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Education system and structure patterns are evaluated comparatively
to determine the extent to which they facilitate efficient operation,
particularly from the pedagogical and social viewpoints although, cost~
efficiency assessment nust certainly be made. For example, the influence
of age of entry, period of compulsory education, size of school, size of
class, extent of specialization, etec., on productivity of the system may
be assessed. Similarly the merits of selective as against comprehensive
systems shouldtbe\endlysed.

stk -

Assessment of teaching methods constitutes an important part. of peda-
gogical evaluation. Here measurement of Outputs (or outcomes) in defined
case~studies of sets of schools and/or pupils on cognitive, a%titudinal
or social aspects; as against Inputs (or certain teaching processes) may
be made. The student as learner is changing as rapidly as contemporary
extra-school life; ' the 1mportant 'educational' influence of the media
especially television in this regard is recognized.e&::z:hing-learning

\
\
\
strategies must accordingly be continuously evaluated and researched. .
Comparative cost-efficiency analyses of different strktfiegies must e made )

to give guidelines on the most productive methods to be’ folloﬂed.

It is evident.that what is to be learned is equally'lmportant as
the method of learning. Accordingly curriculum content must be contirmuously
evaluated to ensure that 1ts development is planned to conform to the needs
of a rapidly evolving society. It is necessary in this same contsxt that
teaching and learning materials and aids are assessed. - -

The mest traditional forh of student evaluation, th? examination
system, must be assessed as its influence on teaching methods and learning
approaches is known to. be great. Assessment of self-evaluating student reports,
controlled tests or assessment scoring by the school as an alternative or
complementary measure to the examination system should be undertaken.

Normally the major function of the nspgctorate (supervising or
advisory service) is to evaluate and advise on the efficacy of the teaching-
learning procegs and on the performance of teachers. It would appear, however,
that a large proportion of the inspector' s time is spent on other affairs.

The inspector constitutes a vital link betweenh central and regional adminis-
tration and the schools ‘and must .of course carry accordingly some adminis-
trative responsibilities. However, assessment of the inspection function is
necessary to ensure firsiiy that the inspector is sufficiently trained ard
secondly that he is enabled to devote sufficient time to his major function
which lies in the pedagogical area., . , ¢

Reform in the training of teachers must keep pace with the many other .
changes taking place - in the student, the school and in society, technolo-
gical changes, research developments, etc. Evaluation of teacher training
then must be undertaken particularly with regard to content and training
methods and approaches to in-service training of teachers especially for

" curriculum development purposes.

) It will be evident from this overview that while evaluation can validly
be’ conceptualized as having a distinet function from the other administrative
elements named, there must still necessarily be some overlapping with
objectives' definition, plan preparation and implementation. The extent of

" evaluation at any point in time may also vary as well as the evaluation
4 2

2
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procedure. In effect each programme and project should strictly speaking .
have an evaluation design incorporated at the planning stage allowing for
continuous performance evaluation.during 1mplementa.tion and for ta.ld.ng

corrective action if necessary, It 1s this concept which underlies the use

of such modern management techniques as Operations Research, PPBS (Planning,
Programming, Budgeting System), Budgetary Control and PERT (ngranme

Evaluation and Review Technique) or-CPA (Critical Path Analysis). (1)

1Y

& ° 8

¢

C e

(1) Application of modern management techniques to educational . .
. ‘development is a subject worthy of detalled discussion but
' unfortunately caninot be treated within the scope of the K
present overview, S

o




VII.  CONCLUSION ‘ o .

It is clear from this overview of the educational.administrative
process that implementation of plans is very complex and requires at least
e _-as much skill as that involved in educational planning.

The bottleneck generally experienced between the planning and
implementation stages is symptomatic. With growing pressure for administrative
, decentralization and for participation by teachers, students, interested grcups
P and the public in the planning and decision-making processes, the time seems
due for increased emphasis on, training in educational administration.

M Educational development is certainly being hamperad_by lack of qdequate
administrative infrastructure. Indeed one may well ask in how many systems
will the following be found;

{ e i - ‘ . e
- clearly~defined objectives; ¢
- objective-oriented information systems; .
+ - regional educational plans;
. = adequate communication procedures; -
- definedievaluaticn process. N o

o \

This paper constitutes no more than a general overview of the educa-
tional administration process. It is hoped that the reaqer may be stimulated |
by it to read nnd reflect more deeply on %he range of cdmplex interrelated
elements and factors which form the amalgam we call educational administration.

&
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OCCASIONAL PAPER No. 38: While a fair degree of sophistication
has been achieved in the techniques of planning educational development
a plethora of impiementation problems still remain, Many of these
problems may be imputed to weaknesses in administraiion. Increasing
emphasis must accordmgly be placed on fraining in the skills of .
educational adm1mstrat1on at all levels of the respons1b111ty. The
educational administration process is complex covering a wide range
of activities from definition of objectives on one side {o performance
evaluation on the other. It is particularly complex on account of the
many human factors involved which are difficult to analyse. This
paper constitutes a useful general 1ntroduct1on for those who wish to

do a more profound study later of the various elements of educational
admlmstratlon.
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