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ISSUES IN THE CO-ORDINATION OF POST-SECONDARY:EDUCATION

N

INTRODUCTION . .

The aim of this papgr is to raise and'cxpLore‘selected keylissues

ﬁ-concerning the'co-ordination of‘Australian'post-secondary education.

%

Although the responsibilities of -this Enqulry relate spec1f1cally g
:_to South Australla--thls paper approaches the problems of co-ordinatxon<
__Erom a.national (though not national government) perspective, Thls is
done de11berate1y., In v1ew of the current major 1nvolvement of both
federal and state governments in post-secondary educatlon, the assumptlon
is made that the problems of co-ordznatlon in post:secondary education
within ‘any one state cannot be tackled in isolation, and that at least
in the firs{ instance it ¢an be of value to approach the problems - of
co~ ord1nat10n from a national viewpoint. However, spec1£1c reference is

made in varlous places in. the paper to the South &pstrallan sceng Or to .

posszble optlons to be cons1dered w1th1n South Australla._

The term post-secondary education is used here synonomously wlth the .
- term hzgher education. It is employed to cover all Eormal post—school
'-educatlon and related actﬂvltles carried on in or by educational ‘insti-
. tutions. Thus -the maln Eocus is un1vers1t1es colleges of ﬂdvanced f
education and techn1ca1 and Eurther educatzon colleges “But aw well,’ Jon
"the basxs of our deflnltlon we should 1nclude even1ng colleges such as_?
those that operate in New South Wales; adult educatlon act1v1t1es carrled
on by government “and non= overnment agencles other than un1vers1t1es ‘
colleges of advanced edu ation - (CAEs), techn1ca1 and further-educatxon'
‘(TAFE) colleges and agencles, and a number of post-school institutlons _‘
- Whlch offer cred1t courses (and sometimes- non—cred1t as' well) and which
at present are not included in the unlverslty, CAE or TAFE- sectors.l In-
-_dlscussing the co-ordination ofopost-secondary educatlonJ there 1s a .

1 .Post-school institutidns at present not 1ncluded by the federal
gévernment in university, CAE and TAFE .sectors include both government
institutions (soch as the_ School of Music and the School of Art in Canberra,
. the Film and Telewvision- School in. Sydney, the Darwin Community College, and
. 2 number of agricultural colleges operated by state government departments)
:and non-government institutions (such as church-related .teathers colleges

i,

and at least one agricultural college), S

y
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tcmptdLLOH to thluk cxclu31vely in terms 6f those. lnSLlLutlonb whlch
at present are in the ‘three sectors recogunised by the Commonwealth
Government for fundlng purposes and whlch come under the new Tertlary

‘Educatlon Comm1551dn. '_ ‘ o _ . e
. . . / S :
i . The paper generally aims. to raise issues aand alternatives,. rather
than to recommend particular administrative’ arrangements or lines of »
caction. It.is not basically coucerned Wlth the detail of present. .
arrangements‘at state and national levels, nor wlth the current lelSlOH
of respon51b111t1es between federal and state gOvernments. ; )
! R
Coaordlnatlon 1s a key problem area around whlch revolve £Aﬁy of thé
most 1mportantapract1cal ques tions concernlng the organlsatlon and control
of publlc post-secondary educatlon systems, and relations between govern-
ment,and universities and colleges. Yet in this country thjie has .been .
comparatlvely little 1n£ormed public dlscu551on and debate of manfrof'the‘I
substantive issues, although presumably. dlscu551ons on- thesé 1ssues have
‘often been held in partlcular co*ordxnatlng agencies and if some government
departmentu. Sometlmes dlSC?SSlOHS have gone ou-in unive sitles and
- colleges, but generally these have beén dec1ded1y from the viewpolnt of
un1vers‘r1es and colleges, and often 1n relation to partlcular percelved

threats to 1nst1tutlonal 1ndependence. - - v
. !

7

One prob‘em 1n explorlng the area of'co-ordination in Australian

5.post-secondary,educatlon is that there is little substantial li_terature."2

-t

This is probably not surprising, as at least in some seﬁoes the current’

2 The Australian literature to date consists mainly of .papers: and scripts
of public lectures, some of which are extremely thoughtful and useful. The
most important of these are P.H. Partridge, ‘The University-Goverument
Relationship' in A Report ou the Conference on the Role and Responsibilities _.
of Governinf Bodies, Australian National Unlver31ty,lCanberra, 1969; Sir .
John Cftawford, The Unlver51ty and Government, Robert\Garran Memorial Lecture
Canberra, 19693 S.G. Goldstein, 'The Victoria Institute-of Cdlleges - an
‘Inquiry', The Australian Journal of Education, Vol. 13, No. 2, Qctober 1969;
Phillip Law, 'Problems in the Corordination-of CAEs, Universities and
Teachers Colleges in Australia', paper presented to section 22, ANZAAS"
. Congress, Brigbane, 1971, and ‘'Co-operation in Non-University Tertiary
Education', The South Pacific Journal of Teacher Education, Vol, 1, No. 3,
- 19744 .and John Wood, 'Institutes and Colleges -of Advanced Educatlon' o
" Austtalian Journal of Edugatiom, Vol. 13, No. 3, October 1969. Materlal to -
. appear shortly includes B.R. Williams, ‘Un1ver51t1es and the Universities
Commission' in I.K.F. Blrch and D.. Smart (eds.), The Commonwealth-Government
and Education- 1964-1975: -Political In1t1at1ves,and Developments; and Grant
Harman , 'Natlonal and State Co-ordination of Australian .Colleges of Advanced’
Education', The Australian Journal of Public Administration, and 'Ir.sti- --
. tutiomal Autonomy in Higher Education:. The Case of Australlan Colluges of
' ‘Advancﬁd Education in Stephen 1} Hurray Smlth (ed ), Meclbourne Studies in’
Educatiion. ' L '
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3
prohlems of co-ordination z
" two decades ago, when the .rray Committee reported to the federal
‘government, -the control and regulatlon of post-secondary education
at both state and natlonal levels was’ much simpler buslness Posi- g
secondary education was smaller and le s complex, and it was hardly
Imeanlngful at all to talk 'of a natlonal system of post-secondary
- éducation. —.In each«stace—except Now-South~Wa}es ‘a single un1vers1ty
related d1rectly .to its state government while teachers colleges
institutes of technology, technlcal colleges, agricultural colleges
and sunllar 1nst1tutlons generally .came' under the direct control of a
partlcular state government department ‘The federal government had
d1rect responslblllty for only two 1nst1tutions in Canberra (the -
Australlan National Un1vers1ty and, Canberra Unlver51ty College) and
its ad hoc help to the 91ght operating state unlver31t1es was dlstrlbuted .
on a simple, unsophisticated basis. Moreover, it is less than two
decades . sincalthe first of-onr currént statutory co-ordimating agencies
or thelr direct predecessors - the Australlan Un1vers1t1es Commlss:.on3

ey
L] il

- was eStaleshed and in most states spec1a1 statutory authorities for
post-secondary education have operated for less than ten years. But
while the Australian literaturé is llmlted there is avallable a number’

of nnportant overseas stud:.es.4 - ) ’

‘ The_hody of the paper‘is organised as'followsa First, some

consideration is given to the concépt of co-ordination and how this
I

3 0On the recommendation of the Murkay Committee, the federal government
in 1959 established the Australian Universities Commission to advise on
grants to universities. In thé 1940s an earlier Universities Commission -

had operated, but its respounsibilities were much more restricted.

4 The best studies-refer to the United States. For example, sée Robert
0. Berdahl, Statewide Co-ordination of Higher Education, American -Council
" of Edycation, Washington, 1971; Lyman A. Gleany, Autonomy of Public

Colleges: The-Challenge of Co- ordination, McGraw~lill, New York, 19539;
John D. Millett, Polities and Higher ‘Education, Unlverslty of Alabama Press,-
University, 1973; Lyman A. Glenny and Thomas K. Dalglishj Public Univer-
sities, State Agencies, and.the Law: Coustitutional Autonomy. in Decline,
Center for Research and Development in. Higher Education, University of
Callfornia Berkeley, 1973; and Lyman A. Glenny et al., Co~ordinating ngher°
Education’ Eor the "70s, Center for Research atd Development in Higher
.Education, University of Callfornla, Berkeley, 19713 Leon/D .Epstein,
Governing the Unlverslty, Jossey-Bass, San Francisco, 1974; E.G. Palola,

'T’, Lebmann and W.R. Blischke, Higher Education hy_Desig___The Soclology
of‘Plannlng ‘Center -for Research and Development in Higher Educationm,

" University of Callfornla\\Berkeley, 1970; and J.G. Paltridge, California’ S.
Co-ordinating Council for Higher Educatlon A" Study of O&ganlzatlonal

! (cont'd.../)
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_co-ordination, to who should exercise co-ordination, to the functions

~of co~ordination, and to some practical problems.

- concept is used in various contexts. This 1sf[ollowcd by a discussgion

of the arguments for and agaxnst government 1nter£erence and co-
ordination of pubch hlgher educatxon systems, and of - co-ordination and

1nst1tut10na1 autonomy Attentlon is then given to scope,and levels of

WHAT 1S CO-ORDINATION?

L

A useful starting point is the word ‘co~ordination' itself. What .

do we mean by it,.and-.how is .it used? ;

Within the Australian post-secondary education community, and even

beyond with regard to post-secondary education, the word co<ordination

'is:frcqucntiy used, but seldom defined precisely. ‘People say.we need a

greater measure of cc-ordination or more effective co-ordination, or

that we ‘need less co-ordination from the 'centre‘ But seldomfis any

_attempt mads to say cxpllcitly and cleerly what is meant by co- ordlnation.

Possxbly it is assumed that we all are talkxng about the same thing and

that there .is no need to offér any deflnltlon. However, in fact, our

-tthk1n¢ on co-ordlnatlon is often confused., Further, the term is used

. by. both practLtLoners and scholars with respect to- post-secondary

educatlon .and other actlv1txes in drfferent seunses, and beneath what

appears to be®a slmple word there are qu1te complex problems ..

o In this paper the term co~ord1natlon 'is used simply to mean some’ f
degree of regulatlon of the activities of post-secondary education 1nst1-
tutLons with the aim of developing greater harniony..and consxstency and a
more comprehensive approach achieving greater overall effaciency andf

balance and avoiding unnecessary overlap of functions and wasteful use

. of secarce resources. This definition, w111 suit the limited. purposes of

this paper, but there is value at 1ook1ng at some of the problems Ln the

concept of co-ordination. Among other things, this may-: help” clarlfy rdeas

Jon what iS meant by co-ordination with respect to post-secondary cducation

.;J- ‘ . .
{

|’

4 (cont'd) " Growth and Chinge, Center for Research and Development in

" Higher Education, University of California, Berkeley, 1966. On/Britain,

see Robert O. Berdahl, British UnLVcrsltles and the State, UnlversLLy
of California Press, Berkeley, 1959; Graeme C. Moodie and Rowland

Eustace, Power and Authorxty in /Beitish Universities, George Allen and
Unwin, oondon, 1974, A.H. Halsey and M.A. Trow, The ‘British Academlcs
Faber, London, 1971; and T.R. McConnell et .al., From Elite to Mass to :
Universal ngher Educatxon The British and American Trans{ormation, Center

for Research and Development Ln Higher Education,- University oE Lalifornxa_
Bcrkeley, 19?3

L]
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in ‘particular contexts, and on what the geals of co-ordination
in this area should be, on what functions co~ordination should
perform, on -who should exercise co-ordlnation and on what mechanisms

might be appropriate to: ach1eve coeordlnatlon.

"The first problem is:that while co~ord1n tiom.is frequently a

L3

recognised’ responslbillty of governwent or of superlors 1t_may_be

) achreved through interaction by equals. In -everyday language, in fact,

it is ;;ten used in the latter sense. We speak of“co-ordination to:}H

mean a reement or co-operation between dndividuals vrfunits in a system
or organlsatlon so that they should not work at cross purposes and so
_that pOllClES should be mutually supportive rather than contrad1ctory.
In a persua51ve book Lindblom has argued for a greater emphasis on th1s
kind of co- ordlnatlon - on what he terms co-ord1natlon through - mutual
adJJstment' > This raises the question of what place there is in

[

post-secondary education in Australla for co-ord1natlon through co-

operatlve self regulatlon.
- ' ]

Another problem relates to—whether in talking about co-ordlnatlon
we haye 1n m1nd a process or’ an end result or both. Wlthln the flEld
of. public admlnlstration in Australla, this polnt has been debated at .

length. Sir Frederlck Wheeler has deflned co-ordlnatlon as s

I H

!... a harmonlous comb1natlon of agents and functlons
towards the productlon of a result. 6 .

But, as Baileylhpolnts out does this mean that when there is a far from

harmonious lntEraction between departments that co~ord1natron cannot
take-place? Crlsp ‘introduces the 1dea of harmony in both process and-
result when he writes that. . - . o - . oo
Central policy co-ordination: is the core and apex of.
the processes by which the dlfferent parts of the .

rmachinery of government are drawn and worked together
in an orderly fashion relatively to eachi other with the

W . ' D cont'daaa!

5. Charles E. Lindblom, The Intelligence of Democracy Decision Maklng
Through Mutual Adjustment Free Press, New York, 1963. -

6 - Sir Frederlck Wheeler, 'Some Observations on the Commonwealth Public
Service Board as a Co- -ordinating Authority', ‘Public Administration,
Vol. XXVI, No. '1l, March 1967,

;7 - P. Bailey, 'Co-ordination.in Goverament', Notes from address to'
Administrative Traineds, March 1970, quoted by M. Forrest, 'Co- Ordlnatlon'

Some Background Material', paper prepared for the Royal Commlssion on
Australian Government Admlnlstration 1973, ’

8
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o : ObJECt of achlevlng as high a degree of unity a
t , as possible in the formulating and application .
v+ of the principles by whlch a government is carried o g

onJ

3 ’ But is Harmony in"both process and end.result required before we can’

be said’ to;have hehiéved co-ordznatzon7 Balley puts his emphasls on

"the“end result. Co-ordination, he says, is the . securxng*of*harmon1ous-—f-“*—‘-
" (coherent) pollciés' and" for him the acid test of whetier co-ordination .
is achieved_iS‘harmoﬁious policy and not the process of achieving.? - - ’_ 1
In the oo-ordination of post-secondaryleducation are we concerned B :

primarily with the end resolt, with the process, or with both? I

suspect the answer is mainly the end result., But if’this-is the casg,

strong arguments can be advanced to show why we’ should also have some -
:nterest in the process, since an enterprlse“llke post—secondary educatlon

prospers best when there is a spirit-of mutual co-operation between the

co-ordinator and the institutions being co-ordinated.
- o & - " . -
Then there is a problem about goals. Io‘achiere effective co-"
ordination, is it nécessary'for there. to be a known and agreed goal?® o,
Often d1scusszons about co ord1natlon 1mp1y such a. requlrement. But .

Lindblom argues that oo—ordlnatlon can,be achleved without ordered rule,
A

central management or domlnant common purpose. He writes:

An Amerzcan consumer of,coffee and a Brdzilian suppler’
-® " are so.co-ordinated, The,market mechanism is, both within
' many -countries and among them, a large-scale, highly =\

developed process for co~ord1nat1ng millions .of economical

inter~dependent persons ‘without their being dellperately

, co-ordinated by a“ central co-ordinator, without rules that
- ' assign to each pérson his position relative to "all others, and
without » dominant purpose. . Market co-ordxnatxon is powered

by diverse self-interests.®0 . N

t ) ’ ’ [ . i .
A fiumber of other prominent writers in the field agree./,?ressman and

Wildavsky, for example, consider that whether or not there is consensus

T about goals divides thinking about co-ordination inté two sharply

s N R

- different aud even contradictory conceptions.’ They write: |

g L.F. Crisp, ‘Central Co-ordination of Conmwnwealth Policy Making:
Roles and Dilemmas of the Prime Minister's Department', Public Adminis—
‘tration, Vol. XXVI; No.. 1, March 1967.

9 - Bailey, "op.cit.
10 Lindblom, p. 4.

RIC
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Participants in a common enterprise may act'in a
contradictory fashion because of ignorance; when
informed of their place in thé scheme of things, they
may be expected to behave obediently. If we relax the
‘@ssumption that.a common purpose is involved, however, -
and admit the possibility (indeed, the likelihood) of
conflict over geals, then co-ordination becomes another
.term for coercion. Since actors A and B disagree with
geal C, they can only be 'co-ordinated! by being "told
what to do and by doing it. Co-ordination'thus becomes
a form of power. o oo

.When one bureaucrat tells ancther to co- -ordinate a po11cy,

he means that it shotid be cleared with other official
participants who have some stake in the matter. This is .

a way of sharing the blame in case things go wrong (each
initial on the documents being another hostage against
retribution) and of increasing the predictability of securing
each agreement needed for further-action. Since other actors
cannot be coerced, their consent must be obtained. ‘Bargaining
must take place te reconcile the differences, @1th the end.
‘result that the policy may be modified, even to the point of .
compromising its original purpése. Co-ordination inythis
sense 'is ancther word for consent, ‘ '

‘Telling ancther person to co- ordinate does not tell hnn

what.to do. He -does not know whether Lto coerce or bargain

to exert power or secure consent.. 11 . ,
These points-raise a number of important questions : For exampie"is'
consensus on. geais necessary "in hlgher education ia order to achieve
effective co- -ordination? ILf there is consensus . ‘between’ the co-ordinator
and the institutions being co-ordinated, what mechanisms are then
approepriate? What place is there for use of means; such as 1nformat1on
exchange, bargainidg, persuasion and coercion? To what gxtent can.a‘

competitive market mechanism be used to achieve cofordination? 11;

There ‘are other,angles that might.be’considered too. Manyfdefin-'
itions of co-ordination stress the need for harmony, . consisténcyiand.
a‘comprehensire approach. But what do these words mean in concrete

Iterms; For etample, ‘does harmony 1mp1y agreement w1th0ut recourse. to
'sanctions? Or again, if we are thinking of managerial co ordination _
within the public sector, what 1scthe differcnce bctween such co- ordlnatlon
and control? Accordirng to Simou, the purpose of managerial-or procedural

_co—ordinationois»to ‘establish lines of authority and outline the'sphere

12

of activity of each organisation member '’ With such“a purpose it

11 Jeffrey L, Pressman and Aaron B. Wildavsky, Implewmentation: sHow
Great Expectations in Washington are Sackdd in Oakland, University of
California Press, Berkeley, "1973, pp. 133-134. S 4

12 H. Simon, Administrative Behavior, Free Press,‘New Xork; 1965, p.10.

10
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will be necessary to have mochanisms to scttle 'jurisdiction

disputes'. Thus co-ordlnarlon becomes control or at least some= ‘ﬁ

thing.close to it. In some contexts in posr-secondary.educatlon do
- . " . . . . o

. we use co~ordination to°mean Ssimply control?

R , ot ‘o B
This analysis has been limited in its scope. But the essential

peint yhich I have 1ried to make is that some attention to-tha concept‘
of co~ordination and its varioﬁs usages may provide help‘in clarifying
thlnklng about what the Enqulry may wish to achieve through co-
; erdination in post-secondary educatlon, and about appropriate
‘admlnlstratlve arrangements and mechanisms to achleve desired goals.

Some of the issues ralsed in thlS section wlll be taken up later in

!
B 1

the paper.

8 T . . £

GOVERNMENT INTERFERENCE AND THE DESIRABILITY OF CO-ORDINATION

Two important questions need .to be explored‘before we proceed

further. First, what rights have’ governments to inteffere 1n the
; operation of publlc post—secondary educatlonal 1nstitut1ons? Second

what arguments can "be advanced for some degree of goNernment co-
) . w N
ordxnatlon?

- - ' " -
K o

Academics often find repugnant the ideasioffgovernment ;nterference
in universities and_colleges, and of co-o rdination. In the United.
States, acgording to: Epstein, some academlcs in public unlverslties»and

colleges hold a 'leave it on the stump phllosophy They reJect

...State authority°a1together, proposing that the.state's
‘elected representatives simply deposit the -taxpayerxs'

money,: preferably in the amount requested, for the umiversity
itself to allocate and spend according to self-generated’
preferences. 13

-

. .
But clearly governments have a 1eg1t1mate rlght to exerclse some say in

the operation of their own public unlversltles and coll eges,. and some k
say-lnothe way that the publxc funds they oroV1de are spent. To quEStlon
th1s right altogether, is-to questlon the 1eg1t1macy of elected
officials and the general authority of the state. Apart from this,

_there 1s a clear communzty expectation that governments 5111 work to
ensure that universities and colleges serve society's heeds, and that,an
appropriate range of courses is provided., Further still; ih this country;

w

13 " Epstein, p. 19. 11
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. " : ' . . s
. , X ‘
governments and particular goverament agencies have statutory
responsmbllltles to fulfil with regard to the operation of universities .

&

and o1 egEE . - Vo o e o , .

Bﬁt apart from the queétion of rights, thefe are some st?ong
functional arguments that can bé advanced for some degreé of government
co-ordination in-any system of psstfsedoddapy education. .As well there‘:ll
are-sb@e special arguments -that 'apply’ to the present Australian context.
‘In the first place- in any system of post-secoadagy'educatioﬁ in whiéh
there are great numbers of separate 1nst1tut10n¢ all funded almost’™ _
entirely from the public purse, decisions about_the funds to be allocated
‘to each institution camnot be left entirely £o each institutioﬁiindi;_
vidual‘y Neither can dec1810ns about ‘the. level of fundlng té groups of
1nst1fut10ns be left to ‘those institutions cellectively. Most heads of
‘higher” educatlon instltutlonﬂ in Australla clearly recognlse this; -
certalnlv many unlver51ty Vice-Chancellors have made it clear in their .
jpubllc statements that they do. One Vice- ~Chancellor, for example _1n
a public lecture in 1969 said that in his view 'no one can challenge-
the flna1°rlght.of governments to decide’ what flnanclal resources can

‘ . , Lo F 1
be allocated to the universities as a whole'. é

He also made it plain -~

that he considered that éovérnments had the right to decide on the
allocation. of resou%ces be tween - unlver51t1es. Second, co-ordination ‘s
,necessary im order to ensure that effectlve ‘Forward plannlng is under-
taken, both for the 1ong—term gnd the short-term., Such plann;ng,is
necessary for the s&stem as a whole and for its sepérate'sectofs. Planning;
involves the fixing of goals aé well as ‘means to achieve them.. Third,
co-ordination is necessary Lo helP arpi%e at priorities betwéenfinsti;
tutions and within institutioné. ‘Fouréh co-ordination can provide a
means to check'on ‘the quality of programmes and the suitability of
awards. Co-ordinating authorltles can exercxse an 1mportant role in
academic programme deve10pment and also in programme revlew.“ Fifth,
with rising demands for .higher education and increasing cos;stgf providing
courses, it is necessary to emsure that limited'resources are used to. the
’ best advantage and that the least waste and du?11§ation occur. = Sixth,
co-ordiﬁétion is desirable to ensure that adequate nuﬁbers of étudent
places are prov1ded in different k&nds of 1nst1tut10ns at dlfferent

locatlons, in dlfferent fields and at dlfferent levels ‘across -the country.--

- 3,

. : S
1 . e .
14 Crawford op. c1 . o
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This is.one aspect of .the balanece that federal co-ordinating ageacies

‘have been required to give attention. Of course, another™way to
achieve this kind of balance would be to deoend largely on market
forces, and to fund universities and colleges strictly on the numbers-.
of students they enrol in a competitive situation. But this would
probably be unacceptable politically to governnents-since most likely
it would lead to some waste, to unnecessary duplication, and te -
_gemporary shortages of .places in .particular fields. It would alsoibe
incompatible with a system of tenure for most academics. At the.same.
time, a‘degree of controlled.competitfon appears to be‘desirable'in
any post-secondary education system. Seventh, through co~ordination It
‘may be tossible to achieve a.greater measure of dlverSLty of courses

and 1nst1tut1ons to meet society's ulverse needs, Of course, co-ordination

2,

often works to enforce un1form1ty, but thlS need not be sQ. One
conslderable challenge faclng governments in-Australia today. is how to
design co- ordlnatlng mechanlsms that wlll work to achleve a des1red
_level of diversity with regard to courses and 1nst1tutions. Eighth,
effective co;ordination nay be able to facilitate more easy transfer
1of s tudents from one institution to another,-ano<c1oser links”between
'different kinds of hlgher educatlon institutions and‘betueen higher'and.‘

L]

secondary education. Ninth, in the'current Australlan‘context there - -

seems to be.an increasing public expectatlon that governments w111 act

to deal w1th the problem of 'a great number of relatlvely small instl—
tutions, many of which in the short run are unllkely to offer 2 wide range .

of courses and facilities, . , _ ' I ) [ .

These arguments’ are well known, and many people assoc1ated with

poSt-secondary education conslder that . together they prov1de a strong

E

‘caSe for beth co-ordlnatlon and some degree of government 1nterferencc
At the same time, I submit that the Enquiry will need to .consider each

of these arguments carefully. A number of questions would seem to demand :

H/

attentiolf, Are cach of the arguments advancdd in favour of coﬂordlnatlon’
1cgrt1matc and Lonv1nc1ng7. Are there other thaL the Enquiry would-
wish to 1nclude7 In what order would the Enquiry rank. these variousl
arguments7 By attendlng to these and rclated questions the Enqulry
will be well on towards dec1d1ng what obJectlves“1t conslders that
co-drdination should attempt to achleve. Consideration of’ obJectlves
~is of prime 1mportance. In many respects it 1s foollsh to thlqk
serlously about mechanisms and structures untll th matter of objectlves

13

has received serlous attention.
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CO-ORDINATION AND INSTITUTIONAL AUTONOMY

Effective central co-ordination by government agencies will
almost inevitably mean some restriction to the freedom of universities'
and colleges, This brings.us to the matter of institutional autonomy

- to the other side_of'the coin of co-ordination,
. =

Institutional autonomy ‘is one of the central concerns of academics
in many countries today. Unlversity and college staffs generally wish
Yo secure the max imum degree 0of individual freedom and independence for
'the1r institutions, but often they feel that governments are interfering
more and more in university and college life and that many traditional
Forms of. Ereedom are disappearing. For many academlcs the idea of .8
institutional autonomy is of plvotal 1mportance in their‘nhole conception
of the mission and purpose of higher education, The words 1nst1tut1ona1

-~ autonomy often carry great. symbolic importance;- frequently they become

S

rallying cries in resisting real or perceived threats of government -

encroachment on freedoms. For these reasons, the problem of jinstitutional
autonomy should be taken seriously, - e Cg
. :

. ' i 15 . - 3 o
As the Hurtubise-Rowat ~ .report oo university and government relations

in Fanada has demonstrated .the term autonory in. the context of post-

Top Ly -

.secondary educet1on is used Wlth a number of qu1t€'d1ffErent meanings,

covering a whole Spectrum, Erom the notion of 5 st;te Wlthln a- state to
mere decentrallsat1on within a bureaucratic structure._MHowever insti- °
tutlonal autonomy"1s used in this paper s1mply to mean .the power ‘of a-

coliege or university to govern itself without outsidecontrols,

Ope problem with the concept of institutionai autonomy in relation .
to higher education is that it is often thought of as an absolute rather
. than as a relative quality. But, of gourse within the publ1c sectdr . s,
‘“bere is no such thing as autonomy in. eny full sense 0f the word for. any
university or college. Full autonomy 1s usually 1imited by the 1eglslatlon
under which an institution operates, and almost 1nvariably publlc univer-

sities and colleges are dependent on [inanc1a1 support from the publlc

-

purse and SO MuUSt accept various restr1ctlons on thelr actions., Further;

autonomy for publlc 1nst1tutlons is Erequently llmited lndirectly too as,

e a result «of deciszons made in policy areas other than educat1on For

- . . i

15 The University, Society and Goverument: Report of the Commission on
the Relations between Universities and Goveroment, University of Ottawa
*- +Press, Ottawa, 1970.

=
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example, a decision to restrict government-expenditure across the
board could mean. a reduction in support for universities and
:consequently the forced abandonment or postponement of Plans for
growth or new academic developments. Thus the sxtuatlon is that few
public uniyersities or colleges if any'in fact, even in the freest
,and moOSt 1ibera1 of countries possess the fullness of autonomy that
academlc spokesmen in this and other countries sometimes claim: for
their institutions. In recognitlon of this, the Carneg;e Commxssxon
ron Higher Education - 1n the United States in a falrly recent report on
college and university governance chose to use the-term 1nst1tutlonal
lndependence rather than 1nst1tutlonal autonomy.lﬁ- However, in thls ,‘
paper the word autonomy 1s used ma1n1y because it is so-well flxed

-

in the 1anguage of higher educatlon. ’ - . 3 ) v o

.- o

.

I / : RN
A second problem with the term 1nst1tutlonal autonomy 1s that ///Wﬁﬁxvqfx’ x
r

there is sometlmes confusxon over who, or what body 1% K- college o
university, possesses the autonomy. Strlctly speaklng it is probaély

true that the autonomy so v1gorously defended by académlcs is deposited
_1egally in the governing body, rather than the academic staff. Of
I‘course in practlce a 1arge measure. of such autonomy is in the hands

|

that governxng bodles of colleges and unlversrtles-leave academic

of academlcs, since thére 1> a tradition in this country and elsewhere

. decisions enc1re1y or ‘largely. to academic bodies.”

-t o + " i -

Most students of hlgher education agree that un1versxt1es .and tertlary
© . colleges function best when they emjoy a large measure of autonomy. Of
course, it is true that 1nd1v1dual units in any admlnlstratlve system
w;thln the publlc or private sectors generally operate more efflclently N
~when they are given a £a1r degree of control oveq.the;r own affalrs.
Tals is the case whether the unit bé a branch WLthln a gOvernment
department, or a bus;ness concern Wlthln a group of companles. But a
SpeClal case can be made out for why. a high degree of autonomy is
' -cspccla‘ly desirable £or tertiary irstitutions, F1rst, autonomy can. help
" protect academic.freedom. and - promote a conduclveﬁenVLronment for
critical inquiry and discoveryttg‘take place. Second, a suhstantial
measure of autonomy is desirable ®n the grounds of efflciency., ﬁniuer-'

sities and colleges. are different from other gdvernment funded ‘bodies,

16 Gouernance of Higher Education: Six Priority Problems , @ Report.
and® Recommendatlons by the Carnegie Commxssron on lligher Education,
McGraw-Hill, New York, 1973, p. 17.
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and'thby_usuall? do their job best when they have considerable
freédom to blan'their own programmes, £o recruit their staff aad
‘students and to decide on what new lines of developmeqt should be

s .

followed,

Unfortunately .in discussions about relations between higher

education and government, academics and others have often feiled to
'distinguishdsufficiently clearly‘hetween-institutional autonomy and
academic freedom, and some people have atgueh’that this'has worked
generally. to the disadvantage'of'academics. Obviously the two concepts
are rélated; and, "as we havejnoted, one of the stronbest arguments for
instltutibnal‘autonomy has often heen that it is a necessary condition

to protect academic freedom. But . these two concepts are not synonymous. K
s

We have already defined 1nst1tut1ona1 autonomy as -the’ power of a
.college or unrversity to goverm itself w1thout outside controls. .
Academic freedom can be defined as that freedom of members of the
’ academi” communlty, assembled in colleges and universities whrch under-
‘1ies the effectlve performance o% their functlons of teaching, learning,

_practice of the arts and reseafch. It is wrdely recognised as a \
o B . i S
necessary cond1t10n for proper scholarly enquiry,_fbr the critical search

 for new knowledge dnd for wor vhile teaehlng. The idea of academic
freedom usually includes- notions of- freedom of - inquiry, of free competltlon
among ideas, free speech andfa Iree press, -and toleration of differing -

legitimate vrewooints. The Robblns Commrttee saw academic freedom for

the individual scholar as m aning '

the abserce of discriminatory treatment on grounds of
race, sex, rellglon and politics; and the right to teach
according to hi$.own conception of fact and truth, rather
than according {to any pre-determined orthodoxy. It
involves, forth r,,freedom to publish angd, subject to the

- proper performance of allotted duties, freedom to pursue

T f what personal-studies or researches are congenial. 17

One difficulty for agademics explaining to'society the rationale for
academic freedom is that it requires considerable sophistication to
understand the paradox that the university and college sometimes

society best in'social economic and polltlcal spheres by actlng

a shield for rts critics, even its severé critics.

-

- 1

17 Higher Education: Report of the Commitctee Appointed by the Prime
Minister under the Chairmanship of Lord Robbins 1961-63, Her MaJesty s
Stationery Offlce London, 1563, P. 229

16
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.Institutional autonomy and academic. freedom, then, though
related are-not synonymous. In addition, the one does not always
accompany'the nther, since it is possible in a oarticular_context
to have‘h iarge measure of academic freedom withooz a great measure
of institutional autonomy, or VLCB~VerSa. Indeed, as Sir Eric Ashby
'and others have p01nted ‘out, the connectlon between inStitutional. _
autonomy'and academic freedom is not a necessary one;, ~19th‘century
Oxford and Caﬁbridge.wcre autonomous institutions {or. at least -~
co118ct1ons of colleges) whlch themselves denied academrc freedom to/
. some of their scholars, whereas academic freedom thrived in'19th _
centur§'German universitres_whrch, under the’ control of their respective '
governments lacked substantial‘autonomy.l.8 Robert-b Berdahl in his

. important book on Statewide Co-ordlnatlon of ngher Education in the

United States argues fhat the cause of’ academic freedom will be

strengthened 1f it is d1sengaged somewhat from the questlon of

PR

unlverslty autonomy. He writes:

'Academlc freedom must be flrmly defended whenever and
however it is. threatened;  but 1nstxtutroﬁal au tonomy
has necessar11y and legitimately been reduced by state
actions over the-past two decades in ways not fully
grasped by many people, and here~the ‘defence must be °
more discriminating... Academic freedom as a.concept
is universaliand absolute, whereas autonomy i of
necessity paroch1a1 and relatrve ﬁitﬁ the specific’
powers of governments and universities varylng not only
from place to\place but also from time’ - to tlmj

J‘ 1

: ) I
. AL the same time, 1t 1s probably true that increased go

ﬁrnhene control

\
prooably tends to encourage a greater degree of 1nterference in the

1nterna1 government of unlverSLtLes and colleges and th1s may lead- to

-

]- .
cond1t10ns»wh1ch,effectlvely reduce academlc free om. fv \ T .

The,preservation of. cademic freedom and a-substantial degree of
-institutiona1 autonomy pLaces_considerable responsibirity on universities
and:colleges. If tertiary institutions demand and receive a substantial
degree-of administrative i dependence~and fréedom_ﬁqr.academics to teach
‘and pursue scholarly 1nqu1 y as they see frt it is:not unreasonable -
for governments and the pu Iic to expect- that these freedoms will be o

used responsibly.. It is not easy to .define responsﬂbillty in th1s

’
i

. ! ) .
18 Sir Eric Ashby, Universities: British, iﬁdian,‘Africggjﬂcambridge ‘
‘(Mass.),. 1969. See also Lord Bowden, 'The Universities, the Govermnment -
and the Public Accounts CpmmLttee M;nerva Vol. VI, 1967, g

19 IBerdahl, pp. 7-8.
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context, but it could d well includ tnsurlng ‘that resources are
efficrently used and that serious efforts are made to ensure that
wrthin the limits of avarlable resources the legitimate educatronal
needs of the society and its 1ndiv1duals .are be1ng adequately met.

It could also mean that rnstrtutlons recognrse an obligation. to '
ensure that indlvrdual academxcs do not use their individual freedom '
in such a way as to brxng tertrary teaching and. scholarshrp into -

d:.srepute..ﬁ-~ 3 e .

0f course, institutional autonomy in'post-secondary édﬁcation.has'
tradltronally been thought of in relatron to universities and to
. similar kinds of institutions, But in our ‘system of h1gher education
: un1versxt1es constitute only one sector. This brings'us.to askawhat
measure of aut0nomy is approprxate for CAEs and TAFE colleges. Should
all degree grantxng rnstxtutlons have a sxmrlar measure. of 1ndependence7-
In the CAE sector the Federal government has pressed for teachers,f”__
colle es to be independent of state government departments and to be -
- _cortrolled by their own counclls. Is.such a policy likely to Qe: ‘
followed Eor TAFE colleges and would it be desrrable7 These are.
drfflcult_questlons that demand answers. Already in "CAEs thers . is a’
strong feellng that all 1nst1tut1ons teaching degree and post-graduate

" courses should enjoy 'a similar degree of LndEPendence -

o P . -

- T,

SONEtlmES the major problem in the government of publlc h1gher 24

G -

_education systems 1s thought of as reconcllxng the conflrct and tension
between co- -ordination andflnstitutlonal autonomy. In some respects
however, it is more helpful-to thxnk of it as a problem of ach1ev1ng

balance between two necessrtres;-the necessity for £reedom for academic

»

institutions ‘and the necessity that they should serve socrety's needs.

and that scarce reséurces should be used b0 maximum advantage.‘ Thus the
keal issues become ‘the extent, to which government interference. should
go, whether such rnterfefence is contened‘to proper topics, and}uhether“
it is expressed through ‘a Suitably sensitive mechanism.- Thesé issucs,

. o .
as the Robbins' Committee commented, are matters of !great difficulty

ES

and-delicacy'’

20 Higher Education; b¥‘228."
TE
b

‘\
5.
\




SCOPE AND LEVELS OF CO-ORDINATION .

-1f we accept for a moment the current education/polftiéal

\\Q.
‘;unportant ques tions eed to be asked Wlth regard to scope and 'levels _"

. of co-ord1nat1on. First, hQ&NS;:ferent groups of institutions and
activities it is.desirabie to at mptﬁtobco-ordlnate? Second, at :

‘what different levels should-co-ordinatl‘nxopezi;ip U .
+ - With régard to the first question, I sugges r.distincth .

&%1
varieties or spans ‘of co-ord1natlon are requrred briefty. these are
P

context of Australian post~secondary educatlon, “two 7

' L) - N - :
as follows: R o -

(a) Cocordination of each of the three sectors of post-secondary
- education .: - ) -i: o L h J',If N |
' , Clear}y this is‘necessary._ Mechanisms are-required to'plan
effectively within. sectors, to dec ide- on the slting of’ new 1nstitutrons
to allocate resources” ko 1nst1tutrons and to programmes to help .
develop'new programmes and in some cases-revlew these.‘ on the whole
our presenr machlnery has ‘the potent1a1 to handle thrs type of co-
ordinatron reasonably well., At the federal level the new Tertiary
Educatron Commission has three statutory cGUnclls- one for'universities,
“one for’ advanced education, and one for TAFE At state ievei there
“1s now a’ statutory authorrty Ane each state Wlth respons;brllty o co--
ord1nate advanced educatlon“whrle TAFE act1v1ties generally come :
under the control of a separate government deparEment or drvrsron of
the state educat1on department. However, there are strlL some obvlous
weakn sses in the present arrangements at state level FlrSt only
in twg\states is there a statutory agency for co-ordrnatlon of the’
univer51tles these states are Western Australla and New South Wales.'

In. the other states some have advisory COmmlttEBS wlth some respons1— -
hlrty for the universlties but - -in others there-ls no maChlnery at

all for un1Vers1ty co-ord1nation. Second in Vlctorla and New South
Wales TAFE actrvrtles come under the control o£ two or" more government
departmeats or agencres. In. these states 1t appears that more. effectrve

co-oprdination between-these authorities: is des1rab1e.
B . - . K ) N

(b) Co-ordination of post-secondary.education as‘a\whole
3 - Y
As well as requiring machinery to deal ,with oach ioctor wqe need

\

_mach1nery to, plan for post-secondary educatlon as a whole to declde

&
on balance between sectors, and the allocatron of resources to each

2 -
N . A
.
- . )
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.- - . o - and to deal with boundary problems and possiblé duplication of
- .facilities and'en5ure that each sector islgetting a 'fair.go'
vis a vis the other tno Sectors, At present-some peopie in advanced
. ' .education c1a1m that the CAE sector is relatively dlsadvantaged ’
because of slow course accreditatlon procedures, and that consequently-
" on occasions unlversitles or TAFE colleges, which can often respond

more quickly,-beat” them in the race to-enter a neﬁ programme area.

L.

of overall co'ordination for‘higher education. As we have already
"noted the Commonwealth Government.has just establlshed the Tert;ary

Education Comm1551on with reSpon51b111t1es for the whole of post-

secondary educatlon but most state governments st111 do not have

-

similar statutory agencies.

" 1deally overall co-ordinatidn of higher education should include -
all institotions and activities at least in the puhlie-aector.‘ This.
raises tho question of what best might be done- with regard to insti-

TR - tUthﬂS llke the Darwin Conmunlty College and the School of Mu51c-and-

the School of Art’ 'in Canberra. 'There isi also the Lssue of how adult
:educatlon outslde the three sectors could be 11nked more effectlvely
Wlth un1ver51ties CAEs- and TAFE colleges ‘0f -course, thls is not tol_'
ay, that all adult education should come under the samé co-ordinat1ng~
o agenc1es whlch at present taKe reSpon51b111t1es for . the ‘three sectors,.

and be treated ln a 51m11ar fashion wlth regard %o fundlng and forward

N -
plannlng. But-.some mOre effectlﬁe 11nks seem desirable . ;
= \. - .. ‘:ﬁ.,.

(é)‘ Co-ordlnation of post-secondary education and other educatlon

On the whole this 1s not well done.. Yet clearly it is de51rab1e

that in some senses formal education at-all levels be seen’ as part
k]
of the one actLV1ty and process, and, partlcularly that much more

R leffectlve 11nks be forged between higher education on the one hand and

-\\. secondary educatlon on the other. § =

The Commonwealth Givernment is much better equ1pped than state
-governnents ‘to. handle the problems of co- ord1nat1on of its po t-secondary

" education adtivities with its other educatlon actrvitles Yet it is
. L

. Ly~
21 . Western Australla is’ the only state wmth a statutory co-ordlnatlng
‘agency with respon51b111ty for all post-secondary pducatgon .The New

with responsibilities for all post-secondary education but to date these

have been largély 1neffect1ve.‘ P : : e

- EN L}

and. -CAEs S; not TAFE. A couple of states now have advisory committees

Q

ERIC:

P ; \ Coee . CL >

Our.current-machinery is less well-equipped to provide this kind ~ :

South Wales Higher Education Board has responsibilities - for unlversitleS'

b
v

s
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_would be for-a small mlnlsterial depar tment

the state governments which have the formal constitutlonal'respon<

sibility for education fand which (apart'from'in the territoriesJ
actually own and operate the public educatlon 1nst1tutlons and

proV1de ‘the. educatlonal servlces. Technlcally in most ‘states the

'educatlon departments have some responslblllty for overall co—

ordination and for providlng advyice. Yet in most cases the expertise =

of” serior oEE1cers of educatlon departments relates mainly to prlmary -

and secondary educatlon, and most of these current arrangements were
de51gned for a situation in whlch post- secondary educatlon was much

smaller and lcss important. ‘This .raises the v;tal issue' of what'kind

) i . .
of arrangement might be appropriate at 'state level to meet current

" needs of overall co—ordlnatlon more adequately. My own preference"

with r25p0n51b111t185

/

fFor educatlon.pollcy and coﬂordlnatlon at all levels and for a number .

of staturory agencles taalng responsibility for the detalled co-

e, . -~

/.
ordlnatlon and/or operatlon of 1nst1tutlons of - partlcular klnds or.at

particilar levels.. wlth this scheme a posslble structure might be

-3

as follows: I
. . Jrf:'

Minister.

‘Ministerial
: Department. .-

- ) 'Ir ' - T v . - ‘: "‘ '- -
- H:.gherI = .~ . Schools . = Preé-Schools™
. ‘Education _Authoriey” .. Aurhority
Bo’abrd_/ o : I

/ - -
’r ' 5

Another scheme would be to have one or. more mlnlsterlal departments

f‘

i
or a minlsterlal department plus statutory author1t1es (each with

IreSponSLbLllty for a partlcular area .or leve o£ educatLon) and. as well

to have a statutory commlttee or board reSponslble ro’ the mlnlster and

1charged W1th proV1d1ng advice on overall co-ordlnatlon.“Under this

pattern thefstructure mlght be as Eollow”'

§
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. Advisory Committce -
Minister - - or Board

Department, " Department of- .
of Education Higher Education

e

(d) Co-ordination of post-secondary education and employmént and:

training

Here I do not have particular suggestions in mind, but it seems’. - -
e . . . . .
desirable that.more effective links, at least for -information exchange,
be developed between higher education Systems and'individual insti-- -

tutious on the one hand, and employers, profeSsional“bodies employment

-agenc1es apprent1cesh1p boards, . and those responsxble Eor tra1n1ng

-

prograrmes in industry on the other//” : - lia

v , - i
One iSSue that needs to be/faced councérns the range of activities

S

.anﬂ 1nst1tut1ons that any do-ordinating -agency can s an.’ Do we need at
s P

least four d1£ferent agen61es at each level of government £d take»re5pon-

ihility for the’ four d1fferent k;nds of co-ordination llsted or could .

sonme ageno1es deal effect1ve1y w1th two or more kinds? We seem to be

" 'mgving towards agenoxes with broader re5p0n51b111t1es élthough'there

1s somet1mes concern that this will result in the deta1led problems of
particular sectors or. groups of 1nst1tutmons receiving less sympathet1c‘
and, understand1ng attent1on than in. the past {e.g.. the feayr of'the uni~

versities. that'a combined federal commission would. damage the speo1a1

"relationsh1p“thatrhad'been built up over a period’ between” un1versit1es

and ' the Universities Commission). The structure devised;for‘theAnew
Tertiary Enuqation Commission appears to be one novel-nay of moving.to
an organisation wrth wider responsibilities, yet opill theloapgcity to
deal expertly with particular Sectors. | : - |

" . o . 4’ R -

With regard to the second &uestion, under- the present oircumStanbés
clearly it is neoessary to have.effective co-ordination at both federal
and state levels. But this' does not mean. that *dentloal functions should

"y

be performed at each level.. Ideally Eederal and state maohinery should

. be complementary. . It should mesh well together (th1s probably means that

for higher.edncation it would be hvlpful.if state goverpments:were to
establish agencies to parallel the new federal Tertiary Educatidn ‘
Commission), and Wwherever possible there should be;a'ratjonalreation

"-, . ; P N




y : )
- - . JIl
of function. Perhaps a sens;ble arrangement with regard to higher
l education would be for the federal governmentflncreasingly to take the
lead°in setting broad obJectives .1n looking at questions of balance
and ‘overall national needs, and in developing measures to’'overcome
perceived major weaknesses; and for the states to. take the main res—
ponsibility for detail - for forward planning and th s;ting of new

- ~institutions, for course development approval and ac rcditation, £or ;'

-

student transfer and so on, Unfortunately at the pres t tune it appears

~

that there may be quite.a deal of unnecessary duplication between federal
and state authorities and that we may- already have too' many different
levels of co-ordination resulting in unnecessary delays inrdecision-
making. The 1deal structure for co—ordination is one that is relatively

‘simple that can make deciSions qu1ckly and inform institutions of why

{
i

immediate clients T i

they were made and that can establish close relations with their

As" well as federal and state co—ordination, some regaonal co-ordination
of education, or of education and employment, may be both deSirable and
feasible, One possibility is the establishment of statutory regional
education advisory councils with the power to investigate, advise the ’
minister and pubTicly report .but not to take independent action. ﬁhese
councils could bring" together representatives of higher, secondary,
primary, and pre—school education,-employers ‘and employment agencies n%’
with the aim of promoting more effective liaison between institutions and

interests, of avoiding unnec!ssary duplication of effort and of making

pupblic education serve better the needs of part1cular regions,

RESPONSIBTLITY -FOR CO-ORDINATION ‘ , P
o - A S T o
~ Who shéuld have responsibility for the-various .-types and levels of - .
post—sacondary education/co- ordination we have already discussed? Perhapa

° the simplest way to deal with this question is td’Break it down into a

numbcr of options. Bryefly the main OleonS appear Lo bo ) : ?“x\

I:_;J . .
1

{a) Government co-ordination, or self-regulatidn by institutions?’
, 7 _ - - : .

. / , S . v S .
The majoxr responsibility for co-ordination in higher education in

,the current context must'obviously rest with goyernments_ But at the
¥ N .

same time, self-regulation or self-imposed discipline should not be ruled

: o ¥ . : R
out of hand entirely. The report of the Royal Commission on Australian

23
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_Government Administration commented with respect to co-ordination

J————_n

W

generally:
- i J"
Discip¥ine’ can bé elther voluntarily accopLed or
.. -—€Xternally 1mposed In our view, externally imposed
N o \ discipline often tends to be ineffective because it ° |
\ with8raws responsibility Erom all except the source of
‘discipline itself.* It depends theiefore for its’
- effectiveness flnally on ‘the knowledge that' there is a,
,.ooercrve power which that source can exercise. It’ tends
to, place the interest of the part above that of the whole,
‘and often produces.tension:and incipient revolt, and may ---
in ¢ritical times break down altogether. Or the other hand /
vol&ntarilyfaccepted discipline is for other reasouns equally’
dif fdcult to achieve... But if voluntary accéptance can be
achieved, this form of discipline is by. far the more
effective. : - ' e _
- s \ PR I

i"'-I-Iigher education appears to be a field which lends itseélf readily

'

to some degree of self-regulatlon.. For example in the United States °

Ty

accreditatron is largely in the hands of non-government organlsatlons~-
171.1r.,he?:' hrgher education ofEers possxbrlxtxes for co-ordination through
co-opera*ron between | government agencxes and hlgher aducatron lnstl-
tutlons.' Already significant steps in ‘this direction have been achleved
in Australia. As a reaction-to questlonnalre; dlstrlbuted to unrversrties
in'l967;'the unlversltles lodged strong ob;ectxons to .the Unlver51t1es
Commission The Australlan Vice- Chancellprs Committee was stlmulated

to make further SubmlSSlOnS to the Comm1551on on’ ‘the néed to provxde
_sensrble queselonnalres and to cuwﬂrd_nate the statlstrcal requiremenns
of the COmm18510n and the Commonwealth Statlstrcran" The. AVCC pressed

for common deflnltlons and common Eorms and a sxngle reference date fur

a;l statistical returns, to avoid needlesszwaste of labour. and statiszical

confusion._ Following consultations with the Commission, this was achieved

by 1970 and_in 1974 the Commission became the dgent of the Commonwealth

Statlstlcran for the collectron of universitcy statist1cs.23

Or, to cake .
another example, 4n recenr years AVCC working partles have co-operated
Wlth the Universities Commission on matters such as bulldlng proceduresr
trlennlal questiontaires, and annual statlsu.cs.z4 Or -to take still a

. further example, in advanced educatron academic staff from colleges often

serve ou committees of state_boards.

o~

n
22  Royal Coumission on-Australian Goveronment :Administration: Report,:
Australian Government Publishing Servxce Canb ra;119?6 p- 336.

23  williams, 'Un1vetszt1es and the Australian Unlver51t1es Commission’
pp. 124-5. L]

24 Ibid., p. 125.




;s line of development s8¢ ems a hlghlﬂ des1rab1c oune and
hopefully 1L will be fostered, It offers. the possibility of building
closer’ relatlons between co-ord1nating agencles and institutions and .

a spirit oE greater mutual trust. and co-operatlon

(b) . Central goverument co-ordination, or co-~ordination by special
- = — ===

_agéncies?“ A ; ﬁf~:fJ‘;“_hh“;_ﬂ .
. - - -,I - .

We have already seen that theré is a need for Sp961al co—ord1nat1ng
agencles for ‘higher educat1on- At the same rime _central departments
- "and agencles in govermment w111 inevitably play some role in co~..
ordlnatlon of hlgher educatlon. "At the federal 1eve1,1§§§T?EEE¥?EEHrgI'
and agencias.include ‘tha Dapartment of the Treasurya the Department oﬁ
Finance;'the-Deparement of Education, the Department of the Prime Minister
and Cabinet, and the.Pubiic Service Board.  But’cthe substantial issue -
here that needs to be consldered is what a des1rab1e balance between
central departments and special, hlgher educaclon appears - to be. Many
people in’ higher educatioh believe chat over the pastltwelve or elghteen
months the balance has moved substantially from the commissions’ towards
_central depar;mencs,'and tbat this is not 1n‘the1best interests of blgherh“

education,
-

(c) Non- statutory advisory commlttees m1n1steria1 departments or

statutory aul:hor:.t:.es'? Co . e '
- . _ L -
A specjal government co-ordlnatlng agency for post-secondary educatlon
may take the form of a mm:.sterlal department, astatutory” author:.ty, or

a non- statutory advisory commlttee . oo
_ : ' ' AR

The non-statutory advisory commxttee has been used at both federal
and state 1eve1s with regpect -to- post«secondary educatlon. For example,
the Federal Government s role in advanced education was. co-ordinated
for the first sixX years by an adv1sory commlttee chalred by Sir. Ilan Wark
Under thls arrangement the commlttee technlcally d1d not have its' own
separate secretariat, but was servxced Elrst by th%;Prlme Mlnlster.s
" Department and later the Department of Education and Science, And even
at.the present tlme, advisory committees in one form or other opeiite in
a number of the states, Overall in the Australian context the advlsory
¢ commlttee is'‘a suitable device to prov;de recommendatlons to governments .
i

on a 1lmlted range of topics. But‘once a commxttee is required to take'

on a substantial burden of prov1d1ng adv1ce on a regular basis, and oftenﬁ_-——“f_ﬂf_hf“\'

ERI
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o substantial adanierativo 1oad as well, the statutory authority

"

or the minﬁsterial department is. generally thought to be a more o

appropriate deviceu

To date the statutory authority has been preférred in this country L -

both at fedéral and state 'levels over the ministerial department for %? \
.the co-ordination of post—secondary eclucat:.on.25 This is probably '
partly a reflection.of a general Australian ‘enthusiasm for statuLory - !
authorlties and a tendency for governments at both state and federal ;- - N
levels over recent years to create commissions br boards rather than

:.“ﬁ . " additional departments to carry out new or enlarged administrative‘

‘ functions.® But apart from thlS the statutory authority is thought to .

have a'number of advantages. In particular, it is said to be more’

1ndependent 0f 2 ministér and government than a traditional department.:

“

~i
Hence it is less 11ke1y to be drawn into day-to-day party lelthal‘ e S

diSputes, and more likely to be able to undertake effective long—term

. A planning Being more 1ndependent it is argued, a statutory‘iauthority

14,

o  is'not necessarlly bound by all the regulations and restrictions which
- apply to departments and unlike a department a board or commission on .-

'occasions can publicly take a stand which 15 critical of government pollcy.,

Moreover, 1t 15 also cIaimed that being more- independent the statutory
*authoricy.can act-as a lbuffer between government on the one hand and
. uniyersities and colleges on the other.< The buffer notion has been most
rf: - popular with regard to university co-0 rdination It includes the idea’

that governments need not directly interfere 1n the affairs of univer51t1es

[y [N + ]

while universitles need not directly deal with government; the board or

¥

comm1551on acts as a buffer between them, explaining and defending one

‘51de to the ‘otheér, and vice versa, * It appears the buffer idea was
oL 1 ' I - ' N I
25 The term . 'statitory authgrity is used here in its colloquial sense,’ ’ g
Strictly .speaking the.term refers to any public authority created by -
- statute, and hence would apply even to some ministerial departments. Here, .
however, it is used to refer to statutory agencies of a non-departmental' ’
- character, and in this sense the térm is more or, less synonymous. with ' 2
the term ‘statutory corporation', which i§ more commonly used’ Wlthln the
discipline of public administration. For a useful discussion of statutory -
authorities and departments, see R.L. Wettehhall, ' Fittiag.into the
Framéwork of Government' in G.S. Harman and. C. Selby Smith (eds.),
Designing a New Education Authority, Education Research Unit, Research School
of Social Sciences, Australian National University,- Canberra, 1973, pp. .
148-197; . A.W. Macmahon, Declegation ‘and Autonomy, Asia, London, 1961;
symposium on 'Government Department or Statutory Authority?',- Public

- . . Administration, Vol. 27, December 1968; and.L.C. Webb ‘Fr% Zm and the
' public Corporation', Public Administration, Vol. 13, Juae

26 .
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' _the’ 1nd1v1duai .members of the authorlty (and partlcular zts chalrman

| 24
- B .

2
borrowed from Brrt1sh exper1ence with the Unlver81ty Grant- Commlttee

Then, too, w1th a collegial structure at the top the statu ory author1tv

is 'said to prov1de the opportunlty to- bring in talent and’ 'xpertise not.

'regularly ava1lable 1n pub11c services, An associated ar

theivmdec1s1ons are more acceptable to 1nst1tutions.

~ °

These varrous cla1ms in favour of the statutory authority over- the*

]

department need careful scrut1ny. For example, it is by no means ¢lear

that our varlous commissions and boards in post-secondary education are -

in fact aé’ indepéndent as -is sometimes imagined, Statutpry authorities

are not automat1cally more 1ndependent of government interference and |
. P
public service regulations: than departments. Some have I hlgh degree'of

1ndependence while others Operate ‘in essentlally the s e way as any

|

t

l,”

department The degree of 1ndependence en;oyed by a sta utory authorlty
[ -

depends in the f1;st place on\ the prov1s10ns set out in the act\underI

which it operates. But .as_wel it. depends on ‘the * status and poéer ofl

and/or executlve head) on the1r w1li1ngness to take an 1ndependent llne
A - | *

and lf necessary even d1sagree with orfcr1t1c1se government pollcy, and

on broad communlty att1tudes about what 1s appropr1ate behaV1ou for !

statutory authoritles in general and sometimes for particular statutory

authorltles or author1t1es with respon51bilitiesain\:art1cular

Then, too, to take a related matter, some people would. say that the buffer

notion.is now largely a my th, Certainly at federa& level the Commonwealth

-‘Government does not impose its will directly on 1nst1tut1ons butllt does

so0 through the Tertidry Educat1on Commi ssion. - Under the: current- system ]
of gu1delln83 the Comm1ssiGn is 1nformed of the amounts\oﬁ funds ava1lable 2
-for each sector for the c0m1ng yedar, and it ‘is also told ‘hat overall

cond1t1ons 1t is to impose on 1nst1tut1ons with regard to nrolments

'_But at the same time, the Commisgsion can toasome extent cu hibn the

Government s 1mpact on. 1nSt1tut10nS and it can try to pers;ade the Govern-

ment to modify partlcular proposals, Further, although its 1ndepehdence
is 11m1tcd,,from the po1nt of view of 1nst1tuL10ns, there is- value!znrghe

COmmLSSLon and e*s three councils 1ucludLng partrtlme members,’ drawn from .

.

26. There is good eV1denco to deronstrate that Australlan -thinking on
co-ordination in higher educatLOn has been substantlally influenéed by
U.K. experience. Indeed ‘it was Sir Keith Murray, then Chalrman of the
British University Grants Commlttee,who chaired the’ committee which
recommended in 1957 establishment of a special federel co- ord1nat1ng
agency for un1vers1t1es 2

. . Ll
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27 Wettenhall,”p. 163.

the community and poStwsocondary institutions. Because ol the
expertise and high %tatus o[ these part—tlme members, it is- llkely

that governments may take more notice on particular matters of. the
advice of the Commlsslon than of a department. Further,vlf necessary
the Commission or its 1nd1v1dua1 members may speak Wut to defend post= - -
secondary educatlon. The .various unlversltles and colleges .see’ this
aspect as an important safeguard "Related to this is the fact'that--

possibly co~ordination would have been res1sted more initially if

;departments rather than boards or commissions had been adopted.

) .

The m1n1ster1a1 department is not without its advantages For

) ‘example, it 1s sa1d to often prov1de for. eas1er and more d1rect access

to ministers, and- for more rapid dec1S1on-mak1ng (delays wa1t1ng for
meetings of boards to ratlfy declslons are avolded) ' Unllke the statutory

authority, a11 sénior people give their full-tlme attentlon to. the

i

enterpr1Se. Apart from this, the m1n1ster1a1 department prov1des for

easier overall co- ord1nat10n in government- ds Wettenhall says 'the”‘

more. wé use statutory authorities the harder 1t is to enSure the’ harmony
27

‘of governmental-operations-asfa whole' ' Further, Lt.lsnlnterestlng*to

‘note that Canadian experience has dlffered from ours, today in a number
of Canadian provinces the co-ordindtion: of=hlgher educatlon 1s in the hands

of a Department of Unlversltles or Colleges rather’ than a board ‘or

. commission. N

fow ‘that our present structures and arrangements are under rev1ew

it seems senslble to suggest cons1deratlon of whether he advisory .

comm;ttee statLtory author1ty or m1n1steria1 departmen best suit part1cu1ar

needs. We could well look closely at the advantages and disadvantages of
each-structure As well 1t could be helpfui ‘o th1nk n terms of a W1der
range of possible arrangements st111 In this discusslon we have tended

to. present statutory authorlties and departments as a clear-cut alternatlve.
However, ‘in practlce both statutory author1t1es and departments dlffer
groutly Jmong thcmsclvus on‘a range of dlmcnsrons. Thus not only should

we ask’ whether an- adV1sory committee statutory authorlty or department
is-the approprlate‘structure for a partlcular case but also what -form: 1t
should take_“"

ar

{d) Special co~ordinating agencies, or state-widé multi-campus. systems?

. a ' ' '»I @ ) he . ) i ;‘"
A complete pr partial alternative to the special co~ordinating

28
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agency for post-secondary educatlon whethcr it be an adVlsory
commrttcc, statutory authorlty, or department r:.s theﬂmechanrsm of

a state—wxde multl-campus arrangement .

The multi~campus idea is not‘foreign to this country, and ouer
" the years in. both university and CAE sectors a number of varlatlons
of this 1dea have been in use, Also in some respects the present
arrangements for the TAFE sector come close to the multr—campus idea
*In the unlversrty sector Canberra Unrverslty College for many years
was linked to the Unlverslty of Melboprne whlle the Unrverslty of New
England, the University of:Newcastle, the-UnrverSLtg of‘WQllongong,
and James Cook Unlversity all .began as*univcrsity collegesllinked.toia”
parent unlversity? In .the college sector, for'example,-both;the'Western
Australian Institute*of Technélogy'andlthe South-Australian_Institupe
of Technology have.country branch campuses - Further, in some senses
‘both the SCV and Vic systems 1n Vlctorla have some characterlstrcs of a

' multracampus 1nst1tutron. T

. At the same time, Australlan experlence wrth multt-campus rnsti-
tutions has been limited, Almost wlthout exceptron it has been along
the lines of ome institution operatlngifrom two or, more sites or of

ehe branch or satellrte campus of a main- campus. Experlence demonstrates
that -the 1atter model works well in the long-term only in exceptlonal

cases. - f, .
s

The state-w1de multl—campus notion is a drfferent one, Basically‘
it is’ formed by combining in the .one 1nst1tut10n all or a substantial
qumber of'separate 1nst1tut10ns across a state. Each 1nstltutlon then °.
“becomes a campus of the new 1nst1tutron and 1t has 1ts own executive
" head, and over all-the campuses tnere is establlshed a central admln—
RS
}strationvwrth its.own executlve head who does :also double as the

-

executive*head of any of the separate campuses

This pattern has been employed in a number of countrres but ‘it
is now by £ar the most highly developed in the United States where today

- over 75 ‘per. cent of students attenorng publlc colleges and unlversrtres

- are enrolled 1n multl-campus 1nst1Lut£6ns" In many American*states,-
within the space of ‘two decades or less co=ordination has passed: through
a,number of consecutive-stages .- voluntary co-ord1nat1ng board

statutory jco-ordinating board, multi-campus system or systems (oftenl

simultaneously;with a small statutory-board). Perhaps the two best

2
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known cxamples ol mult:.-campus systcms are the Un:.vers:l.Ly of Cal:.form.a
and the -State Unlversltylof hew‘York. rhc Unrverslty of Callfornla has
~ ten campuses, 'each headed by a 6hancellor. Two of thc campuses CBerkeley
uand lLos Angeles) are major research universities, two ‘others SpPClEllSQ '
respect;vely in medical and agrlcultural educatlon while the other six
are general purpose. The central administration, headed by the President,
/is in Eerkeley, across the' road from but slgnlflcantly not part of the
Berkeley campus. Unlike the universlty of Ca11£orn1a the State Unlverslty
of New York is .truly comprehensxve in terms ‘of levels, and 1ncludes

UHlVEfSlty centres, four-year colleges and community colleges.28

In the current Australian ‘context the state—wlde multl-campus idea -
appears to offer the best pOSSiblllties in the CAE and TAFE sectors.‘ Let,

us take South Australia’ as. an exampre. It could make sense to combine

all CAEs {or all with the exceptlon of SAIT) into one mu1t1~campus colleg?

and in time develop the TAFE colleges in a slmliagfwaye- Wlthln each of
- these sectors, ’co-ordlnation would then becomeJFn 1nterna1 college mattEr.;
The central adm1n1stratlon and council Edr each could take responsrblllty
for forward plannlng, financial allocatlon between campuses;, new course )

L
development and external re1at1ons especia ly with’ government. It may

" also be posslble for course accredﬁtatlon within advanced educatlon to become
an internal college matter, in the hands of the central adm1n1stratlon.-
If staff contracts were made with the whole college rather than W1th
1nd1v1dual campuses,, - ratlonallsatlon from time time would he s1mp1er,
when necessary, staff could be asked to move from one campus to another
in order to consoILdate work in declinlng fields .on a slngle campus The'
overall co~ord1natlon of higher educatlon would betome much s1mp1er, 1t

) would be necessary srmply to co—ordlnate two unlvers}tres,-a multl-campus-
CAE and a mukti- campus TAFE 1nst1tutlon. Thus the‘structural_arrangements

could look something like the. folloW1ng

“

.;0

28 The best study of multi-campus institutions” in the United States is
Eugene C. Lee and Frank M, Bowen, The Multi~campus University: A Study of
Academic Governance. A Report Prepared for the Carnegie Commission on
Higher Education, Macmillan, New York, 1971. ' See also Eugene C, Lee and-
 Frank M. Bowen, Managing Multi-campus Systems: .Effective Admrnlstratlon in
an Unsteady State, Jossey.Bass, San Francisco, 19?5. :

EN




- Minister -
Pigher Education Board
. / . / . . ' -
University Flinders St - TAFE
~ of Adelaide University .- CAE o 'institution

. !
campuses = - campuses,

> i
Of course, there are a aumber of.possiblexvariat;onsrof'this._ The\SAIT

rar example, could remain a separate institution parallel to the two’
uriversities, or it may be. sensible to eombrne both CAEs and TAFE colleges

-

1nto the one muLtl-campus 1nst1tutlon

' We‘havg\already hinted at'some of the‘advantages with this. pattern.
Brlefly it offers_the possibility of more effective, 1ongnrange plannlng,
the more effeetive promotion of d1vers1ty, the advantages of coneentratrng
external relations, develoxh“nthofxietter management practices, more
effeetlve shared -use of facilities, andxgreater flexlblllty Wlth regard to
the movement of staff, students and programmes from one site to another.
But there are some potential disadvantages - an extra layer of management
a council further removed from campusesland,students and 1oss of some -
measure of 1ndependenee by. campuses. Of course in praetlee it. would -
depend on the partleular structure set.up, and on the d1str1butlon of powar ‘
between the eentral adm1n1stratron and campuses. S .
] A

(e) Commlsslons of experts, or:ofeéommunity representatives? IR

we have alreaay noted that statutory authorities may - dlffer greatly

among themselves on’ a number of dimenslons Qf those statutory author1t1es

H

eoneerned speC1a11y with post—seeondary edyéation, one 1mportant dlfferenee
relates to membershlp of the governlng eounC11 or board JIn brlef tth

can be ehpressed as an alternatrve between a board or eommlsslon made up

.o

largely or. entlxely of experts, Qr _one_ drawn 1arge1y ‘or entlrely from
,eonmunlty representation ‘in a broad sense a1though in. faet, there are a

wlde range of poss1b111t1es with regard to membershlp COmp051tlon ,-.\\

4 5
3

Representation of experts. from unlver51t1es and colleges may provrde

a co-ordrnatrng body with rmportant skills and knowledge (e.g. detalled

'1n£ormat1on on 1nst1tutlons belng eo-ordlnated and. the1r programmes

31

PAFullToxt Provided by ERIC




\‘; R ] i 3 , ' .‘.__ I- - 29 - QI
1nEormed Judgment on academlc proposals knowledge about the organ1satlon

of- post-secondary education in othexr countrles and 1n£ormation on how

proposed pol1c1es mlght be accepted by academics) The 1nclu51on of.:_"' i
‘ unlverslty or college members on a co-ord1nating.author1ty usually : '
y R :tends to. 1ncrease the level of confldence of academics ln that author1ty, -
and on occasions it may help to make’ unpopular pOllCleS more acceptable
ﬂ.\ on campuses. Representatlon of publlc servants brlngs d1fferent "but still

- f‘“

. . valuable expertlse and .also encourages governments to place greater ““t

(’-' o . confidence 1n the recommendatlons of the commlss1on oY board concerned T )
Represenratlon of communlty people - employers, unlon offlclals people_ o | ",
prominent 1n\cultura1 or artistic f1elds members of profess1ons or R
_ professional assoc1at1ons - a1so brlngs expert1se .but again of a d1fferent :
-klnd to that prov1ded by academlcs and.publlc servants But as well,
- 'such representat1on can serve other obJectlves for example, it‘can prbvide_}
a channel for communlty oplnlons a link|with employment a desirable
balance to academics and profess1ona1s\\and a sounding board for academlcs

‘and professlonaﬁs to try out possible pol c1es.

f . 1. .. i
) .\ ) . - The’ actual COmpOSltlon and slze of tqe various co-ord1nat1ng authorit1es
\ o for- postlsecondary education that have ope&ated over the past decade has “
: 29

) var1ed markedly. Thls is’ demonstrated cle rly in the’ accompany1ng table

oorn
’

! o - wh1ch sets out the membershlp compos1t1on in' 19?4 of those co—ord1nat1ng

-agenc1es ﬁlth respons1bi11ties for advanced educatlon.-

i .; ‘. i‘ From this table’ 1t w111 be noted that the size of author1t1es var1ed

_\ S \ from 9 to 31 members’, In compos1t10n the mOSt\Sharp d1fferences related S
's\ | :- ' to\whetner or not college prlnclpals college academlc staff, and: college )
- - - council nembers were 1ncluded and_whether or .not representat1on was'

% \\\i ' ) prov1ded for members\of par11ament. For those author1t1es~w1th respon31-

Y : b111t1es solely for, advanced;educatlon (i.e., all w1th the exception of the

b B Western Austra ian Tertiary ducatlon Commlssion) the proportlon of the-
f part-tune members from outslde CAEs varied between 63 per cent and 84 per

Y . \ . . .

Y . . “ . T : ’ . . i . ’ 4
| .H\ - cent. y \-l \ . N C . o " ‘ ) .

A : . VoL Co S _ -
1\¢ . . What is thbgdesirablebbalance‘between academic, govermment and:community
l\ -HI

—

representation; and what is the best size for a commission or board with

- Vo 'reSpEbt\to the number.of: members?l There are no simple answers to the questions.

51 3 : . ; ' N \f - - o , -
I T 29 This table Ts. reproduced ‘from G.S. Harman and C) Selby Smith, Some Pl p
\\ Current Trends and | fssues in .the Governance of\ﬁusttallan Colleges of . .. >

IﬁcoAustrallan Journal of Advanced Education,. No. 20,

No. 2, June 1976, pN 141, > . BE
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o TABLE _
Composltion of*Couordenatlng Authorxtles Concerned
thh Advanced Educatlon 1974 ;

o

,'Number{io‘Egch Cate§ory

. NSW LT vIC - s WA Comm;/
AEB . VIC® SCY BAE:\\'IEC Adv.Ed

. Chalrman Dep Ch

2.
College principals a2 T _ Ry 3!
' 2

!

College academiclstaff
éFl%ege eounéil meubers;
Public servants

_Hembers of Parllament
Industry, professions
‘Unxverslty ;

Other

1

Thxs table was -compiled from records held by the Commxssxon on
Advanced -Education. . At the time it is possible: ‘some. posxtlons

were. vacant. Cou ) . b

The category. 'Chairman, Dep.Ch,' 1nc1udes other full—txme officers
"such ‘as deputy chalrman,lreglstrar, secretary.,, The term ‘Public

servants '1nc1udes employees of other statutory autho ities.

l
In the case ‘of South Australia, the three prlﬂtzpals 1uc1ude a.

nominee of tHe Dilrector ?f SAIT J

In the case of the Western Australlan Tertlary Educaglon CommlsSLon
the ,category ’Pr1nc1pa1s refers to heads of 1nst1tut1ons.-

The abbrevlatxons Lsed above are as foLlows

-~

Qld BAE: Queensland Board of Advanced Edutation
NSW AER - ‘New.South Wales- Advanced Education Bbard
VIC Vlctorxa Institute of Colleges i
oseyt State College of Victoria = o .
SA BAE South Australian Board of Advanced Education '
WA TEC _ * . Western Australian Tertiafy Educ¢ation .Commission
Comm Adv Ed B Commlssxon on Advanced Edueatlon

33
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-professional staff, - L : ] '%'

'unlverslt} representatlves do not constltute a majority ‘of members.

31
It:is-clear, however, that the way ln hhich'dlfﬁerent agencies work
and their degrec of acceptance by governments by colleges and univer-
slties and by the communlty are’ 1nfluenced to a substantial degree by
their membershlp slze and. composltlon. "As a result any substantial
changes are llkely to produce important. operaéional consequences For -
example an increase in representatlon of sen1or publlc,servants would
probably tend to draw a- board\closer to governmenguand other government
departments -and agencxes and pOSSlbly ‘bring useful add1t1onal expertlse

and information, but 1t would in all probablllty reduce 1ts acceptance

‘with academic staff in the_colleges-or universities,.  Or agaln,ia board

conorolled entirely by lay’members may tend to win the confidence of s

,governments more easily, but.it would probably be treated with sceptlclsm

and even hostlllty by unlverslty and academlcs and. admlnlstrators and,

‘.

. to operate effectively, it would have PO depend heavily on .the advice oﬁl

&
3

L7
T .

In the United States research indicates a relationshiplbetween member=

ship comnosition‘and the legal powers of state co-ordinating boards..

v

According to Glenny -

The amount -of legal power the board will have over the
. institutions will he determined primarily by the composition

of the board, whether it is composed of a majority of

public members or a majority. of members with a direct stake °

in collegiate institutions. Boards controlled-by public - :
- members tend to have final authority over important educational

policies; those controlled by collegiate members tend to

havé advisory powers only. 30 o -

-

- . 5

No one has yet inrestigated’whether a relafionshipfalong these lines .exists
in this country with. regard to fedéral and state co- ord1nat1ng agcncles

for post-secondary education.. One problem ié that we do not - have .the ‘sharp
dlfferences in membership composltlon between- boards of academlcs and
boards of communlty leaders as Eound in the Un1ted States.7 It is possible,”

howeVEr, that some govcrnments in thls country have becn prepared to glve

'substantlal powers to agencles only on the cond1t1on ‘that college or

N -

It is not pOSSlble here to spell out- the various consequences that may

"flow Erom dlfferent sizes and membershlp cOmp051t10nS. However, three

T e -y

o i ' °
‘1, 300 Lyman A. Glenny, “State Systems and Plans for Hlaher Educatlon in

Logan Wilscon (ed. )Y,  Emerging Patterns  in American Higher’ Educatlon Amerlcan )
-Council on ngher EduCatlon .Washington, 1965, p..2. .

&




pointsfneed‘to'be-made. First- ideglly the nomber of members on a
board or commisslon should be sufficient 'to provide for some varlety

of 1nterests to belrepresented and. for-a range of dlfferent perspectives
and expertlse to be available. If the statutory authorlty model is

“chosen for a co—ord1nat1ng agency, it seems sensible to capitalise T
on the. potentiallstrengths of this model - " greater 1ndependence, abillty
to bring a range of viewpoints and experience to dec1s1on maklng, and .a
Imeans'of“decis{on making likely toAgaln fair acceptance both from ‘govern-

. ment and academlcs. Perhaps the least satlsfactory statutory authorlty
model for post-secondary educatlon co-ordination would be the s1ngle
member aUthorlty i.e. the single full-tlme ccmmlssloner. ‘Under such-an
arrangement few 1f any of the potentlal advantages of the statutory
authorlty would be realised, and there would be .a hlgh probabillty of the
comm1ss1oner be1ng falrry readlly manlpulated by government. Second 1n
general smaller authorltles (of say six to twelve mémbers) tend to operate
‘in a more informal fashzon whlle larger authorltles tend .to require
more ﬁormal meet1ng.procedures and to depend more on sub-commlttees and
professional staff. Third there is some d1vis1on of op1n1on whethetr it

s deslrable for the executive heads of. 1nst1tut1ons (i.e. V1ce-chancellors
of unlverslt;es or pr1nc1pa1s or d1rectors of ‘CAEs) Lo be members of .

‘ co-6rdinat1ng agencles. Such representatlon clearly provxdes useful
experclse. Firther, if all executive heads withln a system are 1nc1uded
on the board or, counc11 it is sometxmes posslble to settle various

-proolems around the conference table; and certainly communication betweéen

_f&nstitutions is improved. O the orher, hand, some would argue that if
fa pr1nc1pal or v1ce—chancellor is a member. oE a co~ordinating agency, he

; is placed 1n an unenv1able s1tuat1on as far as the interests of his owm

institution are concerned as executive head it is his duty to do as well
as he can to advancc the. interests of his own- institution, whereas any
co-ordlnatlng agency needs to take a broader view. Then. too, if some,but -

g not all executive. heads are represented,some institutions may nave a

substantial.Caud“possibly’some‘would say an unfair) advantage over other

institutions. with regard to access to 1n£ormation. This problem can be
'overcome by 1nclud1ng all executive heads, .but the evidence concerning the
success of such boards is not encouraging; whlle there are some‘clear

. advantages,’ such.boards are often reluctanr to take hard dec1s1ons affectlng

one or. more institutions," The Br1t1sh UGe trad1t1on of. 1nc1ud1ng préfessors

=

but not v1ce-chancellors as' members - a ‘tradition Eollowed strictly over

the years by . the Australlan Un1vers1t1es Comm1s51on - has qulte a- 1ot to"

: {}5

- commend it..

PAFullToxt Provided by ERIC




“FUNCTIONS -OF CO-ORDINATION

a .

EOur'present post-secondary education co¥ordinating aéencies perform
a variety of functions, Some are clearly specifiedﬁfor them in legis-
X 1atiom while-others have been ﬁiven to them by ministers or- have been
accepted to meet percelved needs ‘or at the request of colleges or.

universities, Brlefly the maxn functrons appear to be: {

a) provision of advice to ministers and governments on needs: -
) 4
and policies;

¢

b)  provision of advlce support and encouragemént to individual-
1nst1tut10ns partlcularly new and small institutions;
e} overall long-term plannlng “to - meet the hlgher educatlon needs.

of society; -

scrutiny of flnanclal and ‘academic proposals from 1nst1tut10ns_
and "(in the case of £edera1 agencles) from states and for-
mulation of recommendations on the basls of these (This.,
involves decxsxons on the allocation of funds between sectors,
institutions, ‘and programmes, and on the allocatlon of new
programmes ‘and -functions between lnstltutlons)

approval and sopery;slon “of capital works projpcts;

£). course approval and accreditation;’.
" g) programme review; ' - Ty
: : t
h) - Financial and adm:.n:.strat:.ve superv:.s:.on (thls SOmet:Lmes anolves

-

controls Ovér senior staff appointments, staff establxshments,

e - et

" and condltlons of employment),_

i) special investigations, either self-initiated or carried out at.

the request of the minister; _
o collectlon and ‘dissemination of statlstlcal 1nformatxon, and-

k) Iconsultatlon with other bodies.

-

The precise functions carried out by any agencp, of course ’rary

- accordxng to whether it operates at federal or _state 1evels and whether

it has responslbllrty for one or ‘more sectors of post-secondary educatlon.
- «The functions carried out by any agency in addltlon depend as’ mentloned
prev1ously, on its formal-responslbllltles lald down ' by leglslathn or:

charter, and also by decisions made by that agency in the past.

tar

The above 1ong 115t of functlons raises a number of issues, For

example, ‘which of_the functions should have the highest priority at a

.
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parciculer level of povernment? . On the‘whole it is‘probably true that,
for good reieons, our co-ordlnatlng agencies have tended to put most
;empha51s on short-term plannlng and management functions. Glenny and‘
Iothers "however, suggest that the key functlon for a co-ordlnatlng agency

should be long-term plannlng Wich respect to -the Unlted Scates they

L

Planning is the most impértant function of”etatewide
co-ordination, for it provides the operational base and
guidelines for which all other functions constlcute
implementing instruments... The quality of co-ordination
itself reflects ‘the quality and contlnulty of the plannlng

" effort. 31

Lf jplanning is to be .such a key function iﬁ'is_necessary tﬁa: co-ofdinating

géncles have the appropriate resources to carry out this functlon. This
meéans not 0q1y financial resources and access to 1nformat10n, but also
highly imaginative and creative’ staff wlth a flair for the art of plannlng
and highly sensitive to both academlc needs and p011t1c31 realltles. Are
there other EuncC1ons apart- from planning_that could possibly be glqeh
.greater emphasis today? One possibility is‘programme‘review ' in New -
York State, for 1nstance, authorities are engaged nn a 1ong-term thorough
reV1ew of doctoral orogranmmes, concentratlng on a small-number of -

disciplines each year. .Here possmbly the main need is for review of

undergraduate programmes in both unlver51t1es and CAEs. Wlth the rather

dismal future .prospects both Wlth regard -to fundlng and- enrolments,one
clear need appears ko be to look carefully at’ courses in all f1e1ds and

particularly where enro‘ments are decllnlng or where costs are far higher - .

than average. . * -

SOME _OTHER PROBLEMS

T

- " ‘ I ) - r . . ) :I 0,",
Three other problems deserve special mention. They are’ the ‘character

o o. relatlons between co-ordinating agencies on -the one. hand and-colleges

‘_and unlver51t1es on the other; staffing of co—ordlnatlng agencles; and the

PAFullToxt Provided by ERIC

_relationship. between co-ordination and the educatlonal enterprlse. Each

" 40f these will be dealt with =eparate1y.

o

{a) Relations between coscrdinatiqg agencies andoeducational instituticns

In any co-o%dlnated system of post- secondary educatlon, some degree
'of ten51on and conflict between the .co-ordinating. agency and-_rHe_ gducatlonal

instltuclons for which it has rESponsibllltles is probably unavoldable.

-

31 ° Lyman A, Glenny et al., Coordinating Higher Education for the '70s,

_Center for Research and Development in Higher Education, Unlver51ty of
Cal;forn&a, Berkeley, 19?1 p: 25. 3?
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But it is desirable that such ‘teasion and conflict should be reduced

te a minimum. Unfortunately, in Some cases in'this country at -state =~

;level relations be tween boards and institutions (particularly‘CAEs)

have left quite a bit to be desired. Here. we cannot inquire in detail
into the various causes or poss1b1e causes of such friction -and strain.
In most cases, there has been,probably.some degree of fault on_ both

sides.- o L '

>

What can be done towards achieving the best possible relations

between co-ordinating agencies and institutions. First; on tnth .sides

.there needs to be a clear recognition that for post-secondary ecucation

to prosper in the current context there must be an effective partnership

'ibetween institutions and government.r‘Government and its agencies have

a c1ear right and duty to participate in some of the substantive issues
regarding higher education. College ‘and un1versity administrators and
staff could often be more ready to recognise this. On the other hand, -
academics too have rights and responsibilities. In’ particular they have:
a right and responsibility to protect academicffreedom and endeavour to
secure the greatest degree of institutional autonomv that is pbssiblel
particularly in matters of procedural control People in government and
government agencies often do not recognise this fully, and tend at times
to treat post-secondary educational institutions as any other government

agency, Both sides then have rights and respons1bilit1es, and if the system

is to'work well this has to be recognised on both sides. _Neither side

_ can push its rights and responsibilities to the limit, otherwise the

other. w111 be unnecessarily restricted and the enterprise of “higher education

»',Wlll 1nev1tab1y suffer. Only with co- operative attitudes on both sides

and mutual trust can a system of co- ordination such as we have and need

P

work Smoothly and. effectively. . SO

A second area that needs attention 1n order to’ attempt to 1mprove
relations is the actual decision areas over which co-ordinating bodies
exercisc conrrol or - partial control, The essential _problem is ‘to determine

which interferences by the state constitute necessary safeguards of the-

‘publie 1nterest and to the interests .of colleges and. universities generally

In genaral I consider that the onus should be on governments and their

agencies to ‘'show that each particular interferente is necessary in order

to safeguard public intereSt ‘and” achieve the goals of the higher or college

. +
L. f - "
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. o ) _ o , . 3 iy
education .5ystem as a whole. From time to time 1t seams desirable .
that there should be some ,reassessment of areas of government 1nter- o Lo
ferences in-colleges andvuniversities. Now that;the CAE system nas ‘ h
developed considerably some coantrols on it couldlpossibiy be aoandoned,

while othets could well be modified._ Still again other areas uhich are o o

not controlled at present’ may require government interference. In the.

United States 1t has been found in a number of states that detailed

administrative and financ1a1 controls are, often 'a hindrance Lo good

management and’good higher education than a necessary safeguard to the‘

public interest' 32 ‘Many students of higher education there COHSldEB»-

that -the financial and administrative controls on.colleges and universities

beyond'reQuired-post—aodit'of appropriated funds should be ne more than

demonstrably necessary for good state budget practices and collectlon of

statistics. Berdahl supports this View and writes oL ’ - /

According to modern theories of good administrative
practices, the officials responsible should be delegated
- maximum power and resources to carry oOut policies and then
". held strictly accointable after the-fact. If such broad P
- ) - . administrative discretion leads to an occasional instance
of institutional mismanagement, the answer...is not to )
abrogate the discretion but.to replage, the - administrators..
Presidents have no tenure and trustees have limited terms.
But...the higher quality of the administrator...attracted
by an institution which has been given room for 'creative
administration’ will more than compensate ‘for the 1solated
case of mismanagement.

In the Australian CAE sector administrative and financial controls .
" are one’ area that appear. to require re- assessment. Another is the control
that some ¢O- ordinating agencies have over the appointment of principals

o

‘-and senior academic staff .j

A third area where changes might belmade'to improve relations is the .

_mechanisms of co-ordination. Ideally the mechanisms should be so structured

3

to fac*litate the maximum degree of personal contact between persons .on

bOth-SldES, and to encourage co-oporation. .They a1so should be structured
to.aohkeve”eFfective communication and understanding. Some state agencies
have established regular newsletters'to inform 1nstitutions of decisions
ade, and of other‘developments. But perhaps more could be. done to improve
communications; Possibly the actual agendas_and,minutes oflmeetings could
32 Berdahl, p. 10. . . o
"33 Berdahl, p. 1l.. . - 39
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be made available to institutions. Perhaps principals or vice-

chancellors could be allowed ro attend meetings as observers.~ Perhaps

Fl

communication from colleges or ‘agencies could be improved with a
principals“,advisory council to the state board.. Perhaps better
understandings could be achievedfby Secondment of administrative staff
" from colleges and univerSities to co—ordinacing bodies and vice—verSa.
Finally, possibly more could be- done to achieve effective co-ordination‘

through providing incentives, and-encouraging colleges and_universities

"

within state systems to co-operate to devise appropriate. sclutions to
some particular identified problem. i

(bl Staffing

k]
a

One. magor problem for any co-ordinating agency is to secure and N

" '
Al

retain high quality staff with approprgate;skills. This includes staff '.I

“at various‘levels from that of fullétime chairman.down.

This problem is one that appears to: face co-ordinating agencies in.

most Western countries.- From the basis of a national ‘study of statewide

-

o-ordination in the United States, Berdahl reports:

The importance o£'having an ‘outstanding agency director
and a highly qualified professional staff has .been reiterated
in the literaturé to the point of tedium. Yet our interviews
in state after state revealed that acquiring and holding of.
competent staff is still a Key problem for statutory ce= :

_‘ordinating agencies. Part of the difficulty is a matter of

" .salaries and status; part of it is the scarcity of persons
who combine political‘skill and -educational knowledge and

.2t the sameé time willing to work in a sensitive area which

has no definite career ladder or training ground 34

These: words could well have been used to describe the Australian scene

"The particular problems which face Australian agencies need. to be
spelt out in some’ detail. FirSt?osenior Staff poSts require Special
skills and knowledge Ideally a person appointed should have a_.good’

- knowledge oE~higher education and of government, an ability to ‘get on .-
‘WIth others, a good political Judgment, and specialised financial or other
skills}'lThese quaﬂitiés are especially desirable for appointments to
the post of full-time chairgen. Yet persons with such qualities as’

outlined and willing .to accept dppointment are often invery short supply.‘
: ¢ ' e v o At - T

N

34  Berdahl, p. 65.

ba
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Meny vlce-chancellors or CAB prlnclpals appcar not to be-w;ll;ng

A

to leave, the;r posts to head a couordlnatlné\a ency. Second, there

.
is sometlmes a problem with regard "to sa1ary levela\and public serv;ce
. rules. This applies mainly to m;ddle level appo;ntments Frequently

good staff cannot be attracted because the level of apporntment and

salary is too low, A related problem-ls that the status and saiar;es

of m;ddle level agency officers are sOmet;mes cons;derably below that

“of the college and un;vers1ty adm;nlstratxve staff with whom they dea1

frequently. This can cause problems. Th1rd for some\agency staff °

career expectations are a problem. Possibly this could be solved by
greater use of secondment of staff from univers;t;es .or college;} or

by greater staff exchanges between agencies and ;nst;tut;ons
: s

"{e¢) Co-ordination and the educational enterprise~~r‘m.' X \ -
1 o o T .

*

N\
At times ‘there is a tendency to th1nk that the educat;onal ent rprxse

should be made to fit Some partxcular adm;nlstratlve arrangement, and

at times educational innovations are res;sted because they threaten an
existing adm;nistrat;ve structure. 'Of course in declding whether Some
.proposed innovation should “be adopted it is des;rable that adm1n1strat1ve

implications should be cons1dereu. At the same—time, I nggest the-rule

of thumb should be that as far as” pOSSible\stLHLStratlve arrangements.

should fit the needs-of the education enterprise, rather than -the reverse

o

o)
e v o]




