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October 31, 1973

The Honorable Reubin O'D. Askew

Governor of Florida ,

Chairman, Education Commission of the States
State Capitol

Tallahassee, Florida 32304

Dear Governor Askew:

It is my pleasure to transmit to the Steering Committee of the Education
Commission of the States the report of the Task Force on Coordination,
Governance and Structure. The Task Force was appointed in late-August

1972 by Governor Dunn, then chairman of the Education Commission. The

first meeting was held in October. Having just gone through a major
reorganization of higher education in North Carolina, I was pleased to
accept the chairmanship in the light of the urgency of the issues the

Task Force would have to face. Over the past year the Task Force has met
six times and shared in a final conference call. The members of the Task
Force reflect the range of the postsecondary educational community

including vocational education, complex universities, state higher edu-
cation agencies, and representatives of the political community. It

also included representatives of public, private and proprietary institutions.
Dr. Warren Hill, Chancellor of Higher Education for the State of Comnecticut
served as vice chairman

In its deliberations the Task Force concerned itself with some of the most
complex and critical issues facing states and postsecondary educational
instit.tions today. In the areas of planning, coordination, and structure
it quickly became evident that there are frequently no quick and simple -
answers, in fact oversimplification in this area can be both misleading and
dangerous. Accordingly, the Task Force did not attempt to develop a model
for planning, coordination, governance,or structure but rather concentrated
on the issues, factors, and concerns that neéed to be taken into account in
developing appropriate structures in the different states.

We sincerely hope that the findings and recommendations of the Task Force

will be helpful to governors and legislators concerned with postsecondary
educational structures, the state postsecondary agehcies charged with

"planning and coordinating functions, and to institutions where the edu-

cational action takes place. It should bring into focus some of the issues
that need to be faced .in the cooperative state-institutional endeavor to
provide postsecondary educational opportunity within the resources available
comMenSgrate with the interests and needs of the citizens of the states and
the nation.

f
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The Honorable Reubin 0'D. Askew
October 31, 1973

Page 2

You will find at the beginning of the report a short summary of the
background and findings which can be used separately, followed by the
full report which develops the background, rationale, and recommendations
in more detail. It is our hope that both will be used extensively.

The report has the unanimous endorsement of the Task Force members. The
members of the Task Force have worked diligently. It has been a pleasure

to serve as their chairman. 1 commend this report to you and the Steering
Committee.

Robert W. Scott
Chairman of the Task Force

RWS : mmb
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COORDINATION, GOVERNANCE AND STRUCTURE
OF POSTSECONDARY EDUCATION

‘ Conclusions and Recommendations

The primary responsibility for making opportunities in postsecondary
education available to agll citizens interested and capable of bene-
fiting from them rests with the states, both constitutionally and
historically. The function of postsecondary education is the edu-
cation of citizens beyond high school age in a variety of programs
and institutions--public, private and proprietary. During the rapid
expansion of postsecondary institutions in the 1960s, most states
established statewide agencies responsible for planning, coordination,
and/or governance of at legst some major segments of their public
higher and postsecondary educational institutions buf primarily
traditional higher educational institutions. In some. cases these

agencies exercise some responsibility for nonpublic institutions as

well,

The situation today poses new and difficult challenges to states,
institutions and other agencies. It calls for a careful review of
the forms of coordination, governance and structure to insure effec~

tive planning for the years ahead.

Among the major problems are: Increasing costs, stable or decreasing
enrollments of traditional college-age people, increased competition

for students, new concern over students! access and choice, a broader
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range of postsecondary educational institutions than ever, questions about

innovation and more relevant instruction, changing student attitudes,

‘increased interest in lifelong learning, institutional independence and

accounfability, more effective and efficient management and utilization

of resources, and questions. of who shall pay and how much.

Clearly, withoyt effective cooperation, coordination and planning on

state and institutional levels, postsecondary education will be in for

even more difficult times.

While the Task Force on Coordination, Governance and Structure of the

© Education Commission of the States has not attempted to develop a

single model, it has addressed some of the critical concerns invelved
in coordination, governance, and plannipg within and among the states.

Following are the task force's principal conclusions and recommendations:

A. The states have the pre-eminent responsibility for postsecondary

educatiaon.
1. In light >f the diversity of the states in tradition,

political arrqngemeﬁts, state organization and other factors,

there is no one best formula or approach for planning, program

review or budget review at the state level. Nor 1is there one

best approach in terms of statewide coordinating or govérning
structure for implementing thosé responsibilities. The
responsibility rests with each state to develop appropriate
forms for its statewide planning and/or governing and ‘
evaluative structures.

2., In developing an appropriate statewide structure for planning,

coordination or governance, the state must take into account

the needs of all its citizens, the users of postsecondary
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education, the state's existing postsecondary educational

resources, new approaches to educational delivery and the -

desirability of regional and interstate piannigg.

3. The role of federal legislation should be to encourage an

effective. local-institutional-state-federal partnership in

providing postsecondary educational opportunity for all

interested and able citizens. Therefore, the task force urges

Congress and the Administration to develop federal legislation

and guidelines for postsecondary education that take account

of the uniqueness of individual states. The federal government

also must recognize that national goals can be realized most
effectively and efficiently through a variety of statewide
responses oriented to common goals, rather than through

unifermity among the states in organization and structures,

B. The task force recognizes the diversity of forms of institutions of
postsecondary education within the states and the necessity for
states to insure and promote a variety of postsecbndary educational
opportunities. The full resources of ;ﬁglsecondary education in a
e state should be used, and diversity shoild be encouraged by inten-
tion rather than accident. To insure diﬁersity, these steps are
essential:

1. State planning should include clear definition of the objectives,

role and scope of the various institutions and segments of post-

secondary education in the light of the'public interest and

the educational objectives of the state and its citizens.

2. Within the statewide plan and recognized jinstitutional objectives,"

the institutions should be insured leeway in institutional

operations to be adaptive and experimental vhile maintaining
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and improving quality, effectiveness and integrity.

3. The appropriate state¢ agency for postsSecondary education should

~be charged to include the full range of postsecondary education

in its planning activities, and it should involve the various
types of iﬁstitutions and segments of postsecondary education 5

in the planning process. -

4, New means should be explored to encourage voluntary inter- -

institutional cooperation and complemen;ation, in addition to

or as reinforcement of statewide planning and coordination.

C. The task force calls particular attention to the changing population
characteristics'and socisl expectations that face posfsecondary édu-‘
cation in the period ahead, including a leveling-off or decieaSe inr'

- the traditional cdllege;age ﬁopulatioﬁ; | _
1. In spite of stable or decreasing enrollﬁepts, major efforts will

continue to be necessary in all regions to provide postSecopdgzy'_

educational opportunity to students- from economicaily disadvan-

taged and minority groups and women.

2. Existing resources should not be summarily dismantled or
redirected without careful consideration and planning for the N

changing postsecondary educational needs of the country,

including broadened concern with lifelong learning.

D. There are hasic characteristics that an effective coordinating
agency or governing agency charged with statewide planning should

have today in order to meet current problems:
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1. Broadened responsibility for the range of postsecondary education--

public, privaie and proprietary--at least in relation to planning,
/' but with reasonable responsibility for review, evaluation and
reporting on implementation of planning.

2. Concern for educational innovation and new forms of educational

"delivery", including effective means of relating innovative
structures to more traditional ones.

3. Concern for articulation with.

a. State departments of education or other state zgencies

responsible for elementary-secondary education.

b. Career and occupational education, for which the dividing

line between secondary and postsecondary education is

arbitrary, at best.

¢. The various seguéents of what has been considered higher

educétion--community colleges, senior institutions, graduate
and professional schools ‘and other degree granting agencies.
d. Individualized learning, home study, proprietary education
and nontraditional studies.
e. Other educational enterpriSes including in&ustry, business,
..1abor and the armed forces.. .

In _states with multiple statewide postsecondary agencies dealing

with state plans and/or dispersal of state and federal funds, these

activities should be coordinated by one central coordinating agency.

Each state should determine levels of authority and responsibility

of coordination and governance and should develop state plans

suggesting levels of decision making consistent with that authority.

Whenever feasible'in accordance with statewide planning, decisions

should be made as close to operational levels as possible.




'Coordination and governancg: The Fey to effective planning;does

‘not, 110 in the produCtion of master plans to be followed slavishly,_i'““

than. as ironclad formulas. - o B
_i, -Two critical objectives for the planning process must be
simultaneously: _ ‘ ' | |

a. 7o determine the goals of postsecondarv educationalfsvstensf;“

and the institutions and programs in the iight of the

changing needs of Society

e - L. b, _To use.the. planning. prosess. £oi .continuous. review tmsstﬁhlﬁh:,. v
' ' through institutional and community involvement, a consensus

for the goals and their means of attainment

2. A flexible advisory structure assures that re1evant information

and advice will be received on a continu__g basis.

3. Essential to effective planning_are an accurate and consistent

assessment of current trends and changing conditions, and the

reconsideration and reassessment of the means of attaining goals

in the light of those changes.

H. The public responsibility for postsecondary education rests with
the legislative and executive branches of state government. Because
of this and the fact that decisions should be based upon the best

and most objective evidence and information available, the legis-

lative and executive brarches of government should support planning

and coordination through an appropriate state educational agency.




‘“_iThe agencyfshould be accountable to the state goVernment for

© planning, review and related procedurss and for rocommendations

”Irequiring legislatiVe and executive action.-

" If the. postsecoqﬂary institutions are to be held respOnSible

for achieving mutually agreed-upon program and policy objectiVes,

the states and thair agencies mist delegate to gOVerning boards -

the management of all operating_funds within__g;eed to broad

areas of expenditure authorization, free of pre- audits by any

state agency but subject to appropriate post-audits to determine

that institutional and program objectives and proper fiscal

management have been achieved.

The state agency should be a primarj;_co@ifenensiueuano objective

source of information and recommendations for the executive and

legislative branches of povernment. The agency is responsible

for working with the institutions,and in the process the agency
and institutions are strengthened. It is in the interests of
the public, the students, the institutions and state government
to encourage full and effective‘cooperation with the state

educational agency.
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COORDINATION, GOVERNANCE AND STRUCTURE
- OF POSTSECONDARY EDUCATION

Introduction

Postsecondary education in the United States has Evolution

‘ Toward
evolved in the direction of greater accessibility Greater

Accessibility
for a wider range of citizens and more diversity in
types of institutions and programs. A larger per-

centage of our young people go on to some form of

postsecondary education today than ever before in our

history and than in any other country in the world.
During the 1960s aione, the number of pérsong enrolled
in higher educational institutions more than tripled
and opportunities in postsecondary vocational and
technical educatibn, both public and private, including
proprietary, were greatly expanded. By the end of the
decade, first President Johnson and then President
Nixon had urged that no persons interested and capable
of benefiting from pr scondary education should be

barred from it for fi .ancfal reasons.

In contrast to a humber of other countries with central State
Responsibility

ministries of education, education in the United States

has both constitutionally and in practice been the

responsibility of the states and local communities.
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'The states authorize and charter private schools, private
colleges and universities, both nonprofit and proprietary.
In addition they have developed and financially supported
public postsecondary educational institutions from

. vocational-technical schools through complex universities.
In recent years most states have also developed state
postoecondary or higher educational coord;nating or
governing and planning agencies with varying responsi-
bilities for public institutions and in some instancos
with limited responsibilities in relation to nonpublic

institutions also.

Along with the growth and increasing complexity of ‘ Growth of
postsecondary education the public institufions have ?ﬂgiiiutions
increased in size far more rapidly than the private

colleges and universities. By 1970, 75 per Cfnt of

enrollments (in higher educational institutions) were

in public institutions. In turn the most rapidly

increasing sector of public postsecondary education

since 1960 has been the comprehensive community colleges,

in most cases with local as well as state financial

support. Concern for the future of private nonprofit

institutions has grown both on state and federal levels.

In spite of the growth of the 1960s, however, the Unsettled

Situation in
progressive development of statewide planning and - Planning

coordination, and the presumed recognition at all levels
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of the need for effective coopefration among local,

the “free market" concept basically holds that students
should determine the types and forms of postsecondary

education by freely choosing and paying for them.! On

this assumption, federal aid to postsecondary education

should be distributed primarily if not exclusively to
and through students. This policy is rerflected in the

Administration's initial budget requests for post-

Lack of
Effective
institutional, state and federal interests, the situ- State-
Federal
_ation today is far from settled. An effective state- Partnership
federal partnership has not materialized. The federal
Education Amendmeﬁts of 1972 in'crucial areas of state-
federal cooperation have not been implemented and, in
fact, the federal emphasis--as reflected in Administra-
tion actions and positions--seems to be moving away
from effective planning on the state level and toward
a "free market" concept of the dynamics of postsecdifd-
afy educat ion. |
_The issue of the "free market" is central in any Federal
Administration
consideration of coordination and planning on the state and "Free
Market"
level. As advocated in federal administrative circles, Concept

Aid Through
Students
Versus
Institutions

secondary education for fiscal 1974 and by its unwilling-

ness to activate or even to release guidelines for parts

lcf. Newnan reports: ''Graduate Education" (The Chronicle
of Hi%her Education, March 12, 1973) and "National Policy
and Higher Education' (unpublished). While Newman's
position is explicit, he is by no means the only advocate
of the "Free Market" concept.




Fofof the Bducation Amendments of 1972. other than the

'sections déaling uith student aid and doveloping

. institutions. o *
_Past‘exﬁerienée.with'the "free market" suggests, however, Conditions -of
Co . _ o S © "“Free Market'
that without certain other conditions in operation, the - . Operation

"marketﬂ'tends to favor. the most prestigious institu- -
tions and to encourage "homogenizetion“ through-attempts
on the part of other institutions to imitate the pro-
grans of the prestigious ones.2 Two conditions are
essential if the “market" is to meet the needs and’
interests of both students and society. 6ne is potential
students adequately informed about alternatives in
relation to their interests and needs and the other is
effective institutional diversification to meet tne
range of needs and interests. Unfortunately, tne,
"market’ alone creates nelither of these conditions.

One depends on adequate information, counseling and
guidance of students prior to the selection of insti-
tutions and the other depends upon effective institu-
tional diversity and differentiation. Neither of these
conditions occurs by accident. In light of the states'
current investments_in postsecondary education and

their concern for meeting the real needs of their

citizens, both are matters of major state concern.

2Jencks and Reisman, The Academic’ Revolution. vibleday,
Garden City, New York, 1968.
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On both state and federal levels, postsecondary and

. higher education no longer enjoy the high priority or .
confidence they had in the 1960s. The student unrest
of the late 1960s, spiraling costs, changing enrollment -
| patterns and dissagisféction with the "higher education

_establishment" all have entered into the picture.

One feature of the Education Amendments of 1972 that
has been activated is the National Commission on the
Financing of Postsecondary Education.- Its charge
includes "suggesting nAtional uniform standards for

" determination of the annual per student costs of proé
viding postsecondary education for students in atten-
dance at the various types and classes of institutions
of higher education." As a governmental panel
reporting directly to Congress, the commission could
have a major impact on future federal legislation

affecting states and institutions.

Concern for exp;nding the planning process in the states
.to include the full range of postsecondary education--
public, private and proprietary--has been reinforced by
the Education Amendments of 1972 (even though the key
section 1202 on state planning commissions has not besn
implemented), Apart from the federal impetus, the
"trend within the states has been in the direction of
‘strengthening and expanding the scope of state higher

and postsecondary education agencies. In 1971-72, some

_Standards of -

Lowered -
Confidence

Federal'éearch:,
for Uniform - °.

Cost s
Determination

Expansion of
State Planning
to Include Full
Range of Post-
secondary
Education

Trend Towards
Strengthening
State Agencies
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23 states considered revisions in current state
structures, and none of these revisions involved

weakening or removing such agencies.

The recognition of the neéd for more effective planning
and coordination by the states has raised serious con-
cern on the part of institutions. Levels of decision
making have not always been clear. Concern for suf-
ficient autonomy to insure institutional vitality has
not always been manifest. Institutions have not always
recognized that their own long-range finterests lie in
comPlementation, development of role and scope,'hnd
cooheration to meet public postsecondary‘%dqcational

needs,

It is not our purpose as a task force to develop a

single model of coordination, governance or structure

ideally applicable to all states. In light of the

differences among the states, any attempt to develop a
single "best” model would violate the recognition that
éach state and territory is different. What is ''best"
for a particular stafe must be determined in the light
of its unique situation and conditions. This is

essential to an effective federalism,

However, the task force also recognizes that there are

common, as well as unique, state concerns, This report

is addressed to the common factors that need to be

¥

Institutional
Concern with
Autonomy and ..
Levels of L
Decision Making

Uniqueness of
States: No-
S8ingle Model

Common
Concerns
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taken into account in determining what is most

- appropriate in each state in developing effective forms

of coordination, governance and structure,

A. Assumptions
The task force calls attention to certain basic Basic
Assumptions
assumptions in regard to education in general and
postsecondary education in particular on which its
deliberations and recommendations rest. In addition
to these general assumptions, there are also spe-
cific assumptions with direct relevance to planning,

coordination and structure in today's world that

need to be made clear.

1. General Assumptions General
: Assumptions

Following are some.of the general assumptions

. based upon the social context and expectations
of postsecondary education on which state re-
sponsibility for planning and the development of
appropriate coordination and/or governing

structures for postsecondary education rest:

a. An educated electorate is critically - Educated
“Electorate
important to a democratic society.
tb. The enterprises of our society require - Career
Preparation
career preparations.
¢. Both society and individual persons hold - Benefits

certain expectations--economic, social,

[ - civic and culfural--of benefits from
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postsecondary education. It should be

recognized, however, that these expecta-
tions are not always in agreement with
each other.

Society has to create and protect an

atmosphere of free inquiry.

Under the federal and state constitutions

“as well as in practice, the states have the

primary responsibility for education. In

addition, the states' investments in edu-

cation provide the basis for state concern

with planning, development and coordination

of postsecondary education. Each level of
government has an appropriate obligation to
support and insure adequate postsecondary
education for igs citizens.

States should thus plan for and be responsive

to the needs of both society and students

for postsecondary education.

Bquality of opportunity for postsecondary

education depends upon a constituency

willing to support it.

Although complete achievement of equality
of postsecondary educational opportunity
for all Americans has not yet been realized,

new needs continue to develop, e.g. adult

- Freeo
Inquiry

- Basis for
State
Concern

- Needs of -
Soclety and
Students

- Constituency

Support

- Equality of - -
Educational
Opportunity
and Respon-
siveness to
New Needs .
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interest in lifelong learning, to which

the System will need to respond.

Spécific‘Assumptions

In relation to postsecondary education

specifically, the task force has made these

assumptions:

a,

b.

Cs

d.

Effective planning is essential to jnsure

intelligent use of resources in attaining

postsecondary educational needs.

The impetus for coordination to gate has

come primarily from the political world.

1t is esgsential tqday that it beéome-an

educational, as well as a political,

concern and commgtmegt-

Kithin the.states, planning for postsec-

ondary educatiﬁn should rest in the hands

of a postsecondary educational planning

agency working with the institutions and

the varfous communities of society,

including the political g;ﬁggg;ty, without

partisanship.

Financial accountability to the state or

statewide agency for the activities of non~

- Bducational f}

public institutions can be justified in

relation to those activities involving

public funds.

Specific
Assumptions

- Planning for;
Use of =
Résources

Concern T

- Agency

= Accountability
of Nonpublic
Institutions
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Competition among the public, private and

proprietary institutions may be expected

to intrease.

Statewide égendies nust be sensitive to the

uniqueness of the conéti;Uencies of post-

secdndgry.education and to the institutions.

The function or mission of the state post=

secondary educational planning agency is to

provide statewide leadersh{p-in the public

intérest and to develop and mainfain a

sufficient level of sensitivity ;o permit

and foster growing consensus and cooperation

- Competition -
- Sensitivity

- Leadership

among institutions.

Constituencies and compoaents of post-
secondary education do not always clearly
distinguish between short-range advantage

and long-range interest.

The basic function of postsecondary

education is the education of students

which takes place in institutions and pro-

grams, in the learning-teaching process.

Governance, planning institutional struc-
tures, coordination, interinstitutional

cooperation, and state postseécondary edu-

cational agencies are means to this end

and should be evaluated in terms of contri-

bution to achievement of this end.

to-Uniquent

Consensus

- Institutions "
and Programs -
Locus of =~ -~
Education
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Changing Circumstances, Conditions and Trends

The task force has attempted ;6 identify some major
trends or conditions in the current milieu of post-
secondary gducatiqnal change. Some of these appear
to be in conflict with each other, but together

they constitute a dynamic in postsecondary edu-

cation, calliné for careful-fefﬁinking of its focus.

New forms of oééanization, modes of planning and
strategies for gFtaining institutional, local,'
state and national postsecondary edricational obJec;
tives are necésSary. 'Some of the more critical
trends and conditions need to be underlinedvin
their relation to the shifting role and fesponsi-
bilities of the states in planning, codrdinatién
and governance of postsecondéry education.

1. The‘Changing_Student Situation

A series of trends or conditions relate to
studeﬁts and potential students and changing
societal and financial conditions.

a, The days of constantly éxpanding enrollments
are over for the foreseeable future if one
is talking about the traditional college-
age students (18- to 22-year-olds) attend-
ing traditional higher educational
institutions. ., In Eertain sections of the

country, the potential for further increase

Changing
Conditions

Need for
Changing
Focus

Changing Role -
of States

Declining
“College-age"
Population
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otudonts hos not -been exhaustod. In the '
country as'a wholo, howovor, enrollments

' haVe leVeled off The proportion of 18+ to
19-yoar-o1d whito males attending colloge f
. has dropped from a high of 44- por oont in' |
1969 to the 1962 level of 37, 6 per cont,_v o
B uith corrosponding dropo among 20- to 22-
yoar-olds.' Attondanoo_omong women in the
same ‘age groups has leveled off. Between
1960|aod 1970, tholoumbor of S-year-olds
dropped 15 per cent. The national birth-
“rate has reached the level of "zero popo-
lation growth" and is still droppin§;3

This portends decreasing postsocondary
enrollments, increasing competition for
students and--to the extent that tuition

‘in private institutions and apprOpriatioﬂs
in public institutions are related to
enrollments--decreasing income. If ¢oliege-
age groups are used as base, postsecondary
education appears to be entering a declining

market, and planning will have to focus on

3Stat18tics from Bureau of Census and Dopartmont of Hoalth,

Education, and Welfare.
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:5;lgcontra¢tion and consolidation, rathar theh '\gu ContractiOn )

PRI R ~ and )
':axpansion. o . ,Consolidation'*

| ";i;Studants_seaking skill training aro going - aShift to

" and" Industriai
-Zj}Schools

Unpubliahed_

'o;jfiguras'from tha sama source- (tha National

1 756 public institutions.

- Cénter - for EducatiOnal Statistios) suggasts
' total anrollmants in propriatary institu-
tions of over 2 million students, excluding

those in-sarvica trainees in industrial

organizations. Tha'propriatary schools "
constituta an important part of the post-
Sacondary'educational picture and will haval
to be taken into account in manoowar pro-
jections and statewide planning. Equal
access to federal aid for students attending
proprietary schools continues to reinforce
tho role of those institutions as an
important option for students of all ages.

Often ignored in comprehensive planning,




program and budget review is the long-time
utilization of proprietary schools by
federal, state and local social-service
agencies to provide training for clignts
under education contracts,
Interest in and concern with adult and ' Lifeiong':
Learning
continuing education, with lifelong
learning, has accelerated. If effectively
planned for, i; could well change the
range of poteﬁtial students and more than
offset the decreasing college-age enroll-
ments. There are now 12 to 13 million
persons in some form of adult and continuing
education. With increasing leisure time,
increasing life expectancy and the
continuing desire of post-college-age
people for occupational renewal, shifts in
careers, personal enrichment and social
service, the potential student ﬁody for
lifelong learning is almost unlimited} It
should also be noted, however, that there
has been a reluctance in many states to
support contihuing education or lifelong
learning except through self-supporting
operations. Yet the potential for-using
existing facilities, faculties and resources
for those purposes in meeting citizenms!

needs, needs to be carefully assessed.
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The older time-defined conception of Extending
. ' . Educational
postsecondary education is becoming less Experiences

binding. This older concept includes the
assumption that the appropriate time for
such education is immediately after com-
pletion of secondary school. But part-time
enrollments are increasing. Some students
are delaying the start of their postsecond-
ary education in favor of brosdened
experience with work, travel and social

service, Others are not only migrating

o

from institution to institution, but also
are demanding and are being encouraged to
follow a path of “dropping in" and “stopping
out"” of school. These tendencies are l;kely
to increase and have major implications for

program, plawning and structure.

The day of the traditional campus as the Decrease in
Role of
sole or primary ceiiter of learning for many Campus

students and potentiél students seems to be
waning. A growing emphasis on off-campus
programs, external degrees and evaluation
of noncollegiate experience through pro-
ficiency examinations shows promise of
opening up postsecondary educational

opportunities for many persons formerly
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excluded. This trendlis likely to continue
contributing to an acute need for effec-
tive planning and modification of structure
to encourage and incorporate it in the
postsecondary education structure--so that
innovation takes place by design rather
than by accident. This may call for
thinking of campuses as logistical bases
for edudation, rather than as places for

resident students.

Closely related to off-campus education is Increased
: Educational
the rapid but not yet fully utilized de- Technology

velopment of educational technology with
increased emphasis upon individualized
instruction. Educational television, com-
putérized instruction and the use of
cassettes, among other things, have already
significantly broadened the scope and modes
of educational delivery. The campus has
the potential to enter every business and
home, and persons in businesses and homes

in turn have the potential to talk back to

the campus.

In contrast to their previous concern with Retention
Versus

selectivity in student admissions, students, Selectivity

institutions and society are looking at

past dropout rates and the resulting loss



in human resources, and are increasingly
emphasizing the importance of retaining
students, As Q corollary, the level of Levels of
Achiévement
student achievement on completion of a
'.program, rather than required background
for admission, is being recognized pro-
gressively.as a prbper index 6f the
quality of an educational institution.
ff h. A primavy national goal in posfsecondary' Equaiii}:mi=-a:
¢ : of Access
- : education probably will continue to be
eqbality of educational opportunity--
.especially'in terms 6f access to insti-
tutions, regardless of a student's economic
circumstances. Open-door-admissions
policies to community colleges 'and-to many
formerly selective inStftutions are likely
to become more widespread, both {or humani- .
~ tarian and economic reasons., But with
such development goes responsibility for’
modifying programs to insure continuing
opportunities and retention once the
student arrives. 1If students are not to be
frustrated and their potential social
contribution lost, an institution's curricu-
lar relevance and "holding power" may be

far more important than its ability to

attract students.
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i. Closely related to access is increasing . Demand for
Flexibility

student and public demand for flexibility

and open oppoftunity in rélation to con; |

‘tinuing programs, transfer of .cedit, ard

changing educational and career goals.

The day of labeling programs "terminal,"

whether they lead to trade certification or

doctoral degrees, is about over. The use

of proficiencty examinations and more effec-

tive means of evaluating previous exﬁeri-

ence and academic study will become'pro-

gressively more important. The demand for

such flexibility applies not only to

programs in traditional higher educational

institutions, but to study in vocational,

technical and occupational programs in a

variety of other settings.

j. Of major importance from the standpoint of Increased
. Cost to
"who goes" to postsecondary institutions Students

’ are shifting patterns of “who pays.” The
present trend of shifting more of the cost
of postsecondary education to students
seems‘likely to continue. The Carnegie

Commission on Higher Education and the

Committee on Economic Development recently
have proposed that tuitions in public insti-

tutions be raised to reflect a larger -share
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of costs. A number of states, including

Ohio, Georgia and Wisconsin, have at least

considered praposals that stadent; pay back

to the states the full costs of their edu-

cation at public.institutions. Other

states hﬁve considered or adopted propor-

tionate tuition-cost formulas. Tuitions

at private institutions continue to rise.

Without compensation and adequate student

ald programs, clearly this tendency uouid

lead to a progressive restriction on g

potential students and would conflict with

the goal of equal access.

A partially counterbalancing trend to the Increased
Student Aid

shift of increasing costs to students is .

an increasing and changing emphasis on

student aid, including the present federal

Administration's commitment to aiding

students rather than institutions. In the

basic educational opportunities grants,

such aid is aimed at the neediest students

and is to be supplemented, according to

Administration plans, by similarly "targeted"

guaranteed loans. As already indicated,

such aid is available to students in all

types of postsecondary educational

institutions and, if or when fully funded
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will be available to part-time as well as
full-timé students. Unless it is supple-
mented by state aid programs, and/or other
federal student aid pfograms, howe?er, it
may not reach the needicst students who
tend to shy away from loans. Furtﬁermore,
it will tend to exclude middle-income
students whose family assets exceed defined
limits, even though real need may exist.
One important implication of the current
federal student £id programs without such
supplemental aid is that they may well
encourage a shift in attendance among the
various institutions and undermine needed

diversity.

The Changing State Situation

‘In fulfilling fhe historical and constitutional
responsibilities for providing education, includ-
ing postsecondary education, to their citizens,
most states are expending the largest portions

of their'general revenue for education. Nation-
ally, 51 per cent of state revenue is appropriated
for education, ranging from a high of 85 per cent
to a low of 28 per cent. Of the total expended
for eéucation, 31 per cent is expended for higher
education (not including postsecondary vocational

education prograﬁs under state departments of

Changing
State
Situation




education).? Punds appropriated by the states
for higher education in fiscal 1972-73 exceeded
$8.5 billion.5 While federal funds from all
sources in direct or indirect support of post-
secondary education approximate state appropria-
tions, federal funds directly in support of
postsecondary education through the U.S. Office
of Bducation amount to slightly over half of
state appropriations. 1n all likelihood, fhe
states will continue to be the senior partners
in postsecondary educational funding, and it is
in 1ight of this that state concern with plan-
ning, coordination, goverﬂance and structure
will continue to be high. There are, however,

a series of trends on state levels that should

be noted:
a. While total state revenue from 1967 to Slight Drop
in Proportion
1972 increased 67 per cent, appropriations of State
 Revenue for
for education incEeased only 59 per cent Education

and education's share of total state revenue
dropped from 53 per cent to 51 per cent.

Within the amount appropriated for education,

the amount for higher education increased

from 27 per cent to 31 per cent; but in

4Lyman A. Glenny and James R. Kidder, Trends in State Funding

in Higher Bducation: A Preliminary Report, Education
Commission of the States. Denver, I97s

SM. M. Chambers, Gragévine, No. 181, August 1973, 111linois
State University, Normal, Illinois 61761.
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relation to total state revenue, it gained
6n1y slightly, from 14 per cent to 16 per
cent.® 1In the light of other priorities, it

appears unlikely that the proportions of

state budgets going into postsecondary educa;
tion will increase significantly in the
future. If funds for postsecondary education
increase, this will more likely be due to

larger state income generally than to

_increased proportion of inﬁome going into

postsecondary education.

b. Education in general and postsecondary Conflict
With Other
education in particular no longer enjoy t. s State
Priorities

high priority in state funding they held in
the expansion period of the 19605. The
demands of other areas--including welfare,
environmental protection, law and order,
agriculture and health services--have
become more insistent, and legislators and
chief executives have had to reassess
priorities in the light of changing condi-
tions. The current federal situation of

restricted budgets; impoundments and program

cancellations has éggravated the budgeting
process for the states. As a result, in

spite of general revenue sharing and

SFRIC  Selenny and Kidder.
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" surpluses in some states, budgetary caution
pro~ably will remain a major legislative
Soncern.
¢. Within education itself, prisritieﬁ are ] Shifting
: Sy T Priorities
shifting. In spite of the Supreme Court '
decision against the plaintiffs in the
Rodriguez case on schoolﬂfinance, sfates are
concerned about ﬁaking'distribdtion of funds
for elementary-secondary education moré
equitable and providing relief in property
tax for support of education. fariy child-
hood education, education for the handicapped

and special education are receiving increased .-

" attention,
d. Within postsecondary education, priorities Shi fting
' - Priorities
are shifting and legislative concern is Within _
Postsecondary
being extended to include aid to private BEducation

higher education, general student aid,
increased emphasis on postsecondary occupa-
tional education and, in some states,
educational innovation. These shifting
priorities call for reevaluation of
traditic;nal approaches and for careful
planning if valuable existing resources

are to be used effectively.

[}
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Given limited resources and the c;jtiéi;ms
by some legislators and stgte”éiécutives

of past management. ?(i:‘.p&g-‘:secondary educa-
tional funds{,thbytrend toward insi#ting on

moie effective management, greater account-

_abiiity and coqparable-and accurate

information for the decision.making process
is likely to continue. This will continue
to cause concerns among institutions in

relation to the aggregation and use of such

information by state officials.

Legislatures and institutions are concerned
with problems of centralization and decen-
tralization. The legislative trend seems

to be more ¢learly in favor of centralization
to effect greater accountability, more accurate
and complete information and more effective
complementation of efforts. Few, if any,
legislative actions in the last few years

have been in the direction of decentralization.

‘In fact, there is a real possibility that

unless the postsecondary education community
can work éffectively and c00pefatively with
state agencies directly concerned with and
representing it, the next moves may be direct
executive or legislative control. This could

involve the assignmeﬂt of planning responsi-

Accountabil{tyﬁ

Demand- for’ )
Increased

Centralization




=25

bilities for postsecondary education to Executive
and .

general planning and administrative agencies Legislative
Control

for the stafe which have-only incidental

concern for education,

Closely related to the trend toward greater Legislative
. Concern with
centralization has been growing executive Internal o
‘ : ' Institutional -
and legislative concern about issues that Issues

traditionally have been primarily within the
province of institutions, éuch‘as faculty
work load, distribution of faculty in relation
to level of education (including responsibili-
ties for tesching and research}), tenure,
purchasing and collective bargaining. Such
legislative concerns raise serious questions
about the functional sutonomy of institutions
necessary to presér?e quality and provide
flexibility for innovation and change. To
some extent this concern is related to
traditional institutional approaches to budget
justification and quality evaluation in terms
of inpufs rather than results. Legislatures
have used the same factors to effect economies
and increase efficiency. Unless there is
effective planning and coordination among

and with postsecondary educational institu-

tions, this trend is likely to accelerate.

&
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h. Related to accountability,_effective manage- , Evalu;tion;g
ment, centralization and internal operation .
is a more fhndamenfal cqneern over adequate
means for evaluating postsecoﬁdary education,
including its outputs in relation to societal
neeéds. Current concerns'with surpluses of
highly educated manpbwer in some areas ;Ed
shortages in others reflect the increaéihg
desand for more effbctivelplanning to
conserve human resources.‘ The¥e are also
counter trendé in every state related not
to real need analysis, but to special- ‘
interest_pleadihg and what can only bé

described as parochialism and local pride.

3. The Changing Institutional Situation Changing -

, Institu;ioﬁaf
As vwith students and states, the situation in Situation

réelation to postsecondary institutions is fluid
and any statement of trends will be incomplete
and, to some extent,:misleading. However,

conéider the following trends and conditions:

a. The day of the completaly autonomous . No Completgiy
’ : : - Autonomous ...
institution, if it ever existed, is over. Institution
Institutions differ in role and scope; in
relation to local, state and national
service and appeal; in mode of control and

prinary mode of financing; in the types

of studgnts they attract or that can afford
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. them; and in simplicity or chplexity. But
the student unrest of the '605.'th$ econonilc
stringency of tﬁo early '70s, and the impact
of changing state and federal support have
all underlined the fact that'all postsecondary
institutions, even the most pfestigﬁous
private ones, exist in a socioppiitical
context. Changes in student attitudes,
buﬁlic opinioﬁ and'state:and naiibnal
policios inevitahly affoct thoir ability to
| function and the direction of thexr further
dovplopment. Private inst#tu;ﬁpqs,havo
turned to the state and federal governments
for additional support. Public institution;
" have becoﬁe more clearly aware in many cases’
that their uniqueness may in fact be a
function of their relations to each other.
Pew, if any, institutioﬁs should or can be
completely comprehensive or be all things
to all people. This growing awareness of
interdependence is reflected in the national
organizations representing th§ various types
of institutions and in their increasing
willingness to work together. Most insti-
tutions have become aware that at least
some minimal form of institutional, inter-

institutional, and even state and regional

.Planning and

h

SociOpolitical
Contoxt

Growing
Awareness of
Interdependence

Uniqueness
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planning is essential to avoid chaos and to

preserve institutional uniqueness.

However, in spite of the growing awarenass of

" interdependénce, the increasing competition

for students is creating a counter trend.
While this is related to the leveling-off of
the "college-age" population, it is further
augmented by the current‘fbdoral policy of
aid to students in the "free market" rather
than, or in contrast to, Qid to institutions.
Such competition, if not ameliorated by
effective planning and definitions of role
and scope on state and regional levels,
could lead to reduced diversity to meet not
necessarily real but perceived parental and

student demands.

There is, however, a growing receptivity of
institufions and their faculties to under-
take innovative programs and approaches.

This receptivity is due in part to a desire
to a?tract more studonts; in part to meet
current student demands and in part to
explore new approaches to education for their
own sake. It includes concern for more
effective use of resources and the need to

attract additional resources.

" .i‘
Increasing
Competition
for Students

"Bree Markot"'-

Innovation
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d. A constantly growing muber of institutions Improved #

Management &

have recognized the need for improved manage- Information o
Systems

ment and information gathering techniques. .
The number of institutions involved with
national centers and public snd private
agencies--both in developing new approaches
to management and infbrhation systems, and
in testing or using tﬁe products of such
centers and agoncies--is most sacouraging.
More institutions than in the past have
come to recﬁgnizo that the budgetary process
and reasonable disclosure of comparable

§: - information strengthens their chance for

: funding. Greater attenfion is being paid to

cost benefits and outcomes, in contrast to

inputs.
e. The rapid growth of the community college Community
_ Colleges and
movement has focused attention more directly Programmatic

) Flexibility
on the need for community involvement, for

programmatic flexibility to meet a variety.
of student needs, and fbr the development

of more liberal admissions and transfer
policies, including oﬁen admiSsion;. The
fact has natlgono unnoticed that the growth
rate of community colleges, while decreasing,
is still-greqter than the rate for senior

institutions.
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While conflict among tho sognontciand insti-
tutions of postsocbndary education still _
oxists and may be oxacorbatod by tho compoti-.
tion for students, at least there sooms.to be
increasing recognition of the need tor
articulation and finding ways-of mutual
reinforcement. Thic is tofloctod in the
growth of conso;tia of inititutions. in
addition, the dosirability of including non-
public institutions, both nonprofit and
proprietary, in the planning process is g
beconinglnoro widely accepted.

While the insistent demands of students for Studont

: Involvomont
involvement in the policymaking and governing in Governanc

functions of institutions of the past oecado
seems to have abated, many institutions have
developed more liberal policies for such
involvement. In light of the competition for T
students, movement in this diroction is likoif -
to continue. |
Within the last few years, collective Collectivo
- - : Bargainingf
bargaining has become more widespread and -
gives every indication of further acceloro-..
tion. Hhon‘it hAs occufred; it-nasicncnéed
power relationships. Whether unionizatiorn

will lead to gfoctof faculty conservatism



_unioni:ation also nay further erode instituu '
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in relation to change or greater faculty
involvement in change 1s not yet clear.
Collective bargainingltends to substitute an
adveraary relationship between faculty and
administzration for cellegiality.l In state
systens where-negotiations are not carried
on with the administration; but with state

collective bargaining-repreSentativSS;‘-

tional autonony ColiectiVe bargaining could

have as much impact on change in gore;;;nee ‘ o
and structure as anything So far mentioned I

is not clear that adequate ‘planning for this -
possibility is currently takifg place. If
collective bargaining becomes tripartite _______
(faculty-student-adminiStration), as some
student groups propose, its impact is likely

to be even more extensive than now envisioned.
]

In spite of th& increas6a ¢mphasis on post~ T ﬁEEupationai\:

Bducation

secondary education, there continues to be
considerable resistance in more traditional
higher educational institutions and agencies

to recognize'the various forms of occupational
education and the institptions in which such
education takes place as_integral parts of

the postsecondary eéducational community--except
in comprehensive community colleges. This

resistance may be slow in abating. Counter-

balaneing it, however, is the growing voice
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of the schools inciudodlin occuﬁatioh@i_é&hﬁaiff '

tion, both public and-nbnpublic inCIﬁding
proprietary{_ahd,'cong:ossidnal and public
concern for élterna;ives to traditional higher

education.

An additional trend is a growing concern about
credeﬂtials and‘credantialing‘and the role of
postsecondaxy pdﬁcatipnﬁl‘instifﬁtions iﬁ the
process. External credentialing agencies and
some external degree programs are operating
through state and other nonteaching agencies
rather than through postsgcoﬁdary or higher
educational institutions. What the full
impact of the credentialing movement will be
has yet to be determined, It would seem
clear, however, that unloss.instituti;ns can
relate themselves to such developments they

may well find themselves competing with "non-

4nstitutions,! as well as other institutions.

Federal_deuands for afflrmativ; action progranms
to insure equality of employment opportunity
for women and ninoxitie§ within postsecondary
institutions and'systoms at all I&Vols, |
1nc1udiﬁg faculty'aﬁd ;dminiﬁt;atiﬁn, has not
only reawakened the conscience and concern of

sdministrators and stats officials, but also

~ Attitudes -
Credentiali

Changing . ¥

Toward

Affirmative -
Action
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has made more effective planning to achieve

such equality mandatory.

1. Pinally, institutions are faced with progres- Greater
Diversity of
sively greater diversity in types of students Students

in texms of age, educational preparation,
ethnic and social backgrounds, motivation and
interests. Such divorsity tends to underline
the need for consideration not only of '
diversity in institutions qﬁd purposes but of
flexibility within institutions and programs
to meet the divergent needs of the students
who are in fact the reason for being of the

educational process.

C. Conclusion
‘These various conditions and trends that we have Conclusion

noted on student, state and institutional levels

obviously do not exhaust the forces at play in the
postsecondary educational world at the present time.
However, even this limited list helps to underline
the fluid situation and the essential need for
attention to postsecondary education and planning for

its future. Every state faces a timely obligation to

review its structure for plamning, coordination and

governance of postsecondary education. Each must -

accept the challenge if the postsecondary educational

needs of the country in thé period ahead are to be

met, and valuable national assets, conserved.
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Planiing

Work of Previous Task Force

A previbus task force of the Education Commission
of the States addressed itself specifically in 1971
to the problems of statewide comprehensive planning
for poétsecondary education and recommended the
formation of the present task force. This task
force, in turn, seeking to stress that adequate
planning §s itself the key to effective ébordinaf
tion and governance, reissued the previous task
force report. In a preface to the reprinted
edition, this task force notad that the 1971 report

called attention to the necessity for effective

and comprehensive statewide planning if national

and state goals of equality of postsecondary -
educational opportunity commensurate with indi-
vidual ability, need and interest for all
citizens are to be reached... It also suggested
that on such effective planning depends the
health, freedom and continuation of the kind of
pluralistic and diversified yet complementary
postsecondary educational complex of public,
private and proprietary institutions that
promises to meet the needs of our diversity of
citizens and the manpower needs of society...

The situation today (1973}, if anything, under-
lines even more strongly the need for such
effective cooperation, complementation and
planning that include the full range of the

postsecondary educational community. Diminution

of federal funds for institutions and Specialized
programs, increased emphasis upon targeted federal
student. aid, the changing student population with

increased competition_fbr students in a less
expanding student market among postsecondary

institutions and continued rising costs make the
alternatives to effective plannxng questionable

and uncertain at best.

Previous ECS .
Task Force on
Comprehensive
Planning for .-
Postsecondary:

Education -
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B. Function and Scope of Planning

In introducing their discussion of planmning in Function

_ LT . and Scope . .
Coordinating Higher Education for the '70s, Glenny, of Planning - -

Berdahl, Palola and Peliridge insist thdt "planning
is the most important function of statewide coordi-
- nation, for it provides the operational base and
guidelines for which all other funétione'conetitute :
-implementing instrumente.“7 The authors go on to -
point out that effective master planning '

involves.the identification of key problamﬁ. the . Definitio
accumulation of accurate data sbout-those problems, - of Master
the analysig of their ifterrelationships, the. Plannin33
extrapolation of future alternatives that might ™ =

emerge out of present conditiens, the assessment
of the probable consequences of introducing nwew
variables, the choice of the most desirable :
modified alternatives as the basic goals, a
sequential plan for implementing  the de;ired
goals, and a built-in feedback system for period-
ically reevaluating the goals selected and the:
means used to achieve them. A master plan is the
cunulative integration of the plans produced fros
a series of special (Cyclicel) planning efforts,

Such planning has, if anything, become wore complex ,Bxpanded
. Concept of _
today because postsecondary education and post- Postsecondary

Bducation
secondary educational resources have been expanded .

to inc¢lude not only public institntions, but private
and proprietary instituttons; as well--and at all
post-high school age levels. This task force does

not intend to develop a manual for planning or to

duplicate the excellent studies of authors such as

7Glenny, Berdahl, Palola and Paltridge, Coordinating Higher
Education for the '70s. Center for Research and Development
In Higher Education, Berkeley, California, 1971, p. 25,
81bid., p. 30.
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Glenny, Berdahl, Palola, Paltridge and Mayhew or of

the earlier task force.

However, since planning is

the key to effective coordination, governance and

structure, there are certain crucial considerations:

1.

The Planning Process

The task force fully recognizes that there are

limitations in the planning process. It is so

important, however, that,to be effecflve it

requires a single, comprehensive and coordinated

effort. One limitation lies in éohfusing the

process with the product.

Effective statewide planning cannot be a one-
time effort. As important as master p}ans are,
they can easily defeat their own purposes if
they are taken as ironclad formulas to be
followed slavishly, rather than as guideposts.
They need :0 be adaptable to changing circum-

stances.

a. Strategic and Tactical Planning

It is important a¢ this point to recall the
distinction that the earlier task force drew
between strategic and tactical planning. Too

frequently one has been emphasized at the

expense of the other, leading either to overly

rigid master plans or to uncoordinated ad hoc

The Planning

Process

5
Continuing,
Single and

Effort

- Master Plans

as Guideposts

Planning
Phases

)

Comprehensive
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decisions. But both strategic and tactical

planning are essential and have a direct

' bearing upon each other.

Strategic planning provides the framework Strategic
Planning

within which tactical planning is developed

and igplemented. It is subject to few changes
between major policy cycles and ought to

refiect the fundamental assumﬁtions about

postsecondary education, the long-range

societal objectives and goals, and the

principal missions, roles and functions of

all educational institutions, segments and

M

agencies.

Al

Strategic planning should reflect the funda~-
nental assumptions a state and its citizens
have about postsecoqdary education and it
should establish the frame of reference,
fundamental premises, value judgments,
philosophies and pufposes for which tactical
planning develops the means of achievement,

Tactical planning, on the other hand, takes Tactical
Planning

place within the parameters of strategic

planning. Its components include short- and

intermediate-range goals, developmental time

frames and step-by-step means of achieving
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strategic goals, Tactical planning may be

concerned with any element of postsecondary
education, includiné such diverse items as
articulation between community colleges and
vocational-technical institutes, reduction

of duplication in courses and programs, modes
of cooperation between publié and private
insfitutions, new pr&graﬁs of-instruction,

new campus sites, }esearch and public service,
innovative programs, developmenf_and encourage-
ment of means of eﬁpanding lifelong learning,
student aid, building programs and priorities,
‘contracts for scarce sexrvices, budget formulas

L ]

and processes, and management systems.

When tactical decisions amend or void strategic
concepts, all interested parties must be made
fully aware of the proposed changes and given
public opportunity to debate their desirability.
Tactical planning is a continuous process, with
one cycle overlapping or following immediately
upon the previcus one. Each cycle normally
focuses upon a limited set of issues and
problems within the large strategic framework

and on problems with high priority.

The changing trends and conditions noted

earlier call in many states for reconsideration

Reconsideration
of Strategic
Framework
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of the strategic framework including broaden-
ing its scope to include the full range of
postsecPndary education for citizens of all
ages. The tactical problems within this
framework are constantly changing and prob-
lems of specific articulation between

segments of the postsecondary educational

community are becoming more acute.

Responsible Agency

There must be a single comprehensive and

coordinated effort for pleanning for post-
. T

secondary education and a single staie

postsecondary planning agency primarily

responsible for carrying it out.

To fragment

responsibility, as some states are doing, is
to risk failure at the outset. This is not

to say that some elements of the postsecondary

" educational community or others should be

excluded. But one agency should have the
final responsibility for initiatiné and
synthesizing the efforts and insuring that
the process is continuous. This means, as
the earlier task force recognized, that the
state has a rosponsibility to recognize "the
overriding importancé of comprehensive state-
wide planning" fhroush continvous and

identifiable financial commitments and through

Responsible
Agency

Single Post-
secondary
State Planning
Agency

State
Responsibility
to Support
Planning
Effort
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clear authorization and delegation of this

planhihg,rqspohsibility to a single agency.

It also'mééﬁs-tﬁat:th; agency,_iegérdless_§f

its other dUtées, shoula coﬂéider comprehen-

sive planning to be its primary function and Separation o
T , Planning and

should keep its planning functions distinct - Operational
E ' Functions

from its-other‘bperatiqnal functions, This

is perhaps.éasier for cooidinating than for
governing boards charged with statewide plan-
ning responsibilities. One:ﬁroblem governing
boards have faced in the pas{ is the tendency
to become so involved in their governiﬁg
responsibilities that,they lose sight of or
delay their planning functions. In such
cases, it would be wise to consider having a
separate though related staff carry out the

_ planning functions rather than relying on ‘
staff primarily resﬁonsible for specifically

- defined administrative functions.

Goals, Diversification and Consensus

Two critical objectives for the planning Central
- : Objectives
process underline the importance of its

continuing character. ~One is to determine

the goals of the postsecondary educational

systeéms and institutions of the state in

light of the changing needs of society.
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The second objective is to establish a

reasonable consensus within governmental and

the education and lay communities on the

goals and how to attain them, Although the

two objectives muét be described in sequence,
the actual processes of achieving them must

go on simultaneously in order to insure broad-
participation in goal formation., The first
objective--determining educational goals--is
part strategic and part tactical. It is
important here to differentiate among institu-
tional roles and scope to satisfy the diversity
of educational aﬁd social needs. There is

an obligation to provide a real plurality of
educational institutions and opportunities,

in contrast to a multiplicity of relati;ely
like institutions. The answer to charges of
homogenization of postsecondary edvcation

does not lie simply in preserving or pursuing
multiplicit;, but in encouraging and develop-
ing the uniqueness of institutions within the

context of master planning.

The second critical objective of the plan-
ning process--establishing a reasonable
consensus on goals--should be sought through

institutional and community involvement.

Determining
Goals

Roles and
Scope

Diversification
and Uniqueness

Obtaining
Reasonable
Consensus
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Without such involvement and approximation

of consensus, the best of theoretical planning
becomes an exercise in futility. The planning
process itself should include_widespread
participation of all concerned and interested
parties in order to obtain all possible

input and develop the broadest possible base
of support. The planning process should be
recognized at the outset as involving a
meshing of educational aspirations and
political and social realities, including
reasonable concern for the diverse interests

of various segments of the educational and

wider communities. The wider the involvement,
understanding and support, the greater the
probability of acceptance of results and of -

effective implementation. L

d. Advisory Structure ' Advisory

L Structure
If such approximation to consensus is to be

obtained, the responsible agency must insure

involvement through the development of an

adequate advisory structure with clearly Clearly BN
c Delineated

delineated responsibilities. However, if Responsibilitiés:

structural rigidity is to be avoided in

strategic and, especlially, tactical planning,

flexibility is essential. This includes
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being able to call on new and different " Flexibility
groups for advice in relation t6 changiﬁg

| conditions. The planning agency should be

authorized to develop a broad and appropriate

advisory structure that is sufficiently

flexible to allow for additions or deletions

as circumstances require,

The advisory structure should involve insti-
tutional representation, including adninis-

trators, faculty members and students. Many

institutions have major resources relevant Institutions =

to the planning effort that should be used
directly--not.duplicated--on the agency level.
Not to use them would Be uastefql-and countér-
productive to involvement in and acceptance -
of the planning process. Moreo*er, the
insights, criticisms and special competencies
of instituiional representatives are critical
for effective identification of issues,
problems and solutions., The institutional

representation and involvement should include

the full range of postsecondary institutiomal Full Range of
) Institutional
resources in the state--public, private, Resources

propr{etary, community college, senior
institutions, vocationali-technical institutes,

etc. Even if the primary responsibility of




the state agenoy fblates to public institu-._-ifﬁ'p

'tions. it should be recognized that’ planningl B
for and with the public institutions today

can hardly be done effeccively without refei- :

ring to developments in-the whole postSecondary

educational community.

But the need for advice extends considerably
beyond postsecondary institutions, The
advisory structure should include appropriate

groups from other state agencies. Articulation

with elementary-secondary education, while it

has always been important, has become critical Elementary
) Secondary .
in career and occupational zducation, State Educational

AgeNncies
boards of education, boards of vocational ;T

education and vocational education advisory
councils should be included where they exist, -
Teacher education is as much a concern of
elementary and secondary schools as it is of

postsecondary institutions,

If there is a general state planninﬁ agency Other StﬁtQ:
Agencies |

it mmst be kept informed of developments in -

postsecondary educational planning. In

addition, departments of natural resources,

labor and welfare, and bureaus of manpower

statistics may have concerns and information

relevant to the postsecondary educational

planning effort.
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Beyond state agencies, the wider community
‘must not be overlookéd--inclﬁding the general
public, minorities, business, industry, labor
and various service agencies, chh'may have
- concerns, interests and information that-are
relevant, and to the extent that they ;re ‘
involved and undérstand the issues they also

can be important supporting ﬁublics.

Finally, to the extent under -state law that
it-is aﬁpropriate and permissible, repréanta-
tives of the legislative and executivelbranches
of state government should bq'consulted,
informed and involved in determination &t

" least of the framework of strategié planning
and informed of developments in tactical

- planning.

Only through such a broad and flexible
ddvisory structure éan the agency be assured
that relevant information and advice will be
received on a continuing basis. The task
force is well 4ware that broad involvement
takes time and effort, and that there is a
point of diminishing returns. Decisions do
have to be made and consensus may not be
possible. But the task force would suggest
that--within reason--the wider the involve-

ment, the more relevant the planning and

Legislative

- Necessity for

Wider
Community

and Executi
Branches: of
State G°V°?ﬂﬁ§“

Continuing
Relevant
Information



inmediate results andfinstant planning can’
only result 1n 1nadequate planning and

expedient action.l

Assessment of Cu;fent Trends

Two additional fnctors are eésential to

effective statewide planning. One of these

is accurate and_gpmpérable'infbfnitibh from

1hst@tu£ibps.-'lt is essential ;hat_fhb
planning agency,‘in coopération with'the
in#titutions, develop an adequ;te 1nfofaatiqh
system relevant to the planning process
itself and that institutions be willing to f
~ provide the necessary information. Thexre

is no virtue in collecting data for the sake
. of collecting, but there is every necessity
that the relevant facts be made available. .

if the planning process is to have

3

significance.

L A_dequat__ and

'ﬁRelevant
.. .Informagion
-SyStem
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Equally important is accurate and consistehg

assessment of current trends and conditions

by the planning agéncy, and the feconsidera-

tion and assessment of the means of attain-

ing goals in light 'of these changing -
conditions. This agﬁiﬁ_ﬁrihé# us back to. - .
the ;hportange of the distinction between

strategic and tactical planﬁing.‘ The two

should not be cornfused and the specificity -

necessary for tactical planning should not
be expected or attempted in stfatdgic plah-

ning.

" There is a serious question, in the 1ight of

past planning successes and failures in the
states, about the efficiency or tineliness
of'specific flanning for ﬁn extended or
indefinite future. Even enrollment and man-
power predictions from the mid-1960s for
the last quarter of the 20th century already
have proven to be highly suspect. As
critical as long-range goals are, if they
are to be achieved, the planning process must
be able to adjust to the circumstances of the

times. . !

. 2, ‘Evaluation

The planning process needs to be continually

reevaluated by the planning agency and its

Assessment of =~ -
Currént Trends x
and Conditions

. Long-Range -
Goals and
Timeliness

A

Evaluation
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advisory groups and revised as necessary. It is

also important periodically to review the c¢ontext

of planning itself. Here the recommendations of

the earlier Task Force on Comprehensive State-
wide Planning and its evalua;ion are very much to
the point. The earlier task force pointed out
that a major difficulty in substantive planning
for postsecondary education has been the preoccu-
pation of those involved with the products of
their work and their often uncritical.acceptance
of the existing context for planning. Thus, the
earlier task force suggested that periodically,
perhaPs every five to eight years, it is advis-
able and probably necessary to go outside the
existing structura‘and process in order to obtain
‘an impartial evaluation of the continuing validity

of the context under changing conditions.

The present task force holds that such an assess-

ment can best be made by an ad hoc group of persons

legally and even emotionally free to examine and

make recommndations to the governor and the

legislature on the specific agencies and ;nétiggr

tions which are to be responsible for statewide

planning. If such a group is set up, it should

bs composed of lay members representing broad
state interests, rather than the specific interests

of the exlsting organizations and institutions.

Continuous
Evaluation

Review of
Context of
Planning

Periodic
External

. Evaluation

of Plamning
Structure

Ad Hoc
Group



-49-

The members of the group should be selected in
such a manner as to assure executive and legis-
lative confidence. Some members of the staff of
fhe ongoing planning board or agency should be
used by the evaluating group to insure necessary
liaison with ongoing pianning. Ad hoc
specialists, -either in-state or out-of~state;
also should be used as appropriate.

The primary work of the ad hoc group would be Review of
Structures

to recommend to the governor and the legislature
%he organizational structure for coordinating
postsecondary education, including the boards,
agencies and institutions that would have the
ongoing responsibilities for developing and
implementing educational plans, Its wWork should
Be limited to reviewing the structures and
.processes for planning and should not involve

the content of plans,

As a natural part of its function, the ad hoc Review of
: Effectiveness
group should be particularly concerned with of Planning.
‘ Process

evaluating the effectiveness of the planning
process and to recommend improvements. The

duration of the evaluating process by the ad
hoc group normally should be completed within

one year and should not exceed 18 months.

4
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I11I. Program Review and Evaluation

At the statewide level, program review and evaluation is Consistency of7
‘ - Program Review
a process of assessing proposed and existing activities and Evaluation:;

in postsecondary institutions.  The activities relate to 5 :
the basic institutional functions of teaching, research “
and public serviée. Whilé the states vary in how the}

conduct the assessments, most states are involved in

similar issues. These include: (1) Which programs

should be reviewed aﬂd on what basis? (2) Which criteria

should be used in the assessment‘process? {3) How should ‘

the evaluation process be implemented?

“"A new unit of instruction, research or public service" YA New Unii" :?
generally is the legislative language'hsed for describ- -

ing the object of program review and evaluation by the

responsible siate agency. This new unit is normally

defined as the establishment of any college, school,

division, institute, department or degree program not

previously included. Some critics would argue that theé

statewide agency should have the authority to review and

evaluate all new course offerings. The task force

disagrees, and it recommends that the review for new

course offerings be conggcted at the institutional level.

However.'the task force recommends that the function of

program review and evaluation be expanded to fnclude in o

its scope recommendations on reallocation, reorganization

or even discontinuance of units as defined. In this
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process, the agency must recognize the need for retrench-
ment, reorganization or discontinuance of units when this
is made necessary among other factors by decreasing

enrollment rates. 2

With expanding enrollments in higher education in the
decade of the '60s, the process of discontinuing programs
in higher education at the statewide level occurred
rarely, if at all. But as indicated elsewhere in this
report, new enrollment projections clearly suggest the
possibility in the future of considerable consolidation,
reorganization and curtailment in postsecondary institu-
tions, However, while decisions can be rendered about
how newly proposed programs fit the mission of the
particular insti&ution and its constituency, there must
be a different basis for phasing out or reorganizing
existing programs. Factors such as the following would
have to be considered: (1) the number of graduates from
the program in each of the last five years; (2) the
number of students enrolled in the program (entry and
dropout rates); (3) the size of classes and the cost of
courses identified as integral elements in the prbgram;
(4) cost per program graduate; (5) faculty worx load;
(6) program quality as reflected by its regional or
national reputation, faculty qualifications and the
level of position achieved by graduates of the program;

(7) total production of a program's gfaduetes from all

Retrenchment,
Consolidation,

and
Reorganization

Factors in
Discontinuance
of Programs
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institutions in the st;te, region and/or natfon; (8) the
economies and improvements in quality to be achioved by
consolidation and/or elimination of th; program; (9)
general student interest and demand trends for the pro-
gram, and (10) the appropriateness of the program to a

cﬁanged institutional role or mission.

A theme throughout this report is that there are
important relationships between the statewide functions
of planning, program review and evaluation and budget

review. In part, the basis for decisions in progran

review and evaluation, as well as in budget review, stem

from the existence of a state plan or from the master

planning process, States without a state plan must

develop within the master planning process cohesive
guidelines for initiating or approving programs in post-

secondary institutions,

Despite variations, the criteria used for program assess-
ment and evaluation can be grouped under four general
headings: state needs, the state's ability to finance, -
compatibility with mission assignment and institutional

resources. State needs can be expanded and interpreted

to include regional compatibility., Generally, postsecondary
institutions are in a less favorable position than a state
postsecondary education agency to judge whether a proposed

or existing program satisfies state and/or regional needs,

What is needed, rather than an institutionél perspective,

Importance
of Statowide
Planning

Criteria for
Assessment



=53.

is a statewide, detached and objective assessment of

whether the program gsatisfies a need within a state and

region,

The question of ywhether a particular state can support Determining
' ' Priorities

and mgintain a program is based on the relative order or for Funding

priority postsecondary education has in that state, on

the possibility of changing the priorities within the

state and on the extent to which a proposed program might

replace an existing program. The task force considers it

inappropriate to suggest in this report where post-

secondary education should be placed in the order of

priorities for all state funds. 'However; it does recommend

that the statewide agency in cooperation with the institu-

tions is in the best position to determine the relative

order of priorities for funding of postsecondary programs

within the funding resources available for all of post-

secondary education.

Checking for consistency of the program with mission Checking for
' , Consistency
assignment is the first step among the four categories
of assessment cited which the statewide agency would
undertake, Where the program does not fit the mission
assignment in the master planning process, there would
be no basis for approving the program. The criterion of
institutional resources involves the adequacy of institu-

tional faculties, facilities, funds, library holdings, ctc.,

to initiate and maintain the new program at an appropriate




level of quality. It is important to consider how pro-

gram review and evaluation shall be implemented. For Implementation -
of Program o

most states there is considerable roliance upon a review Review and .

' . _ Evaluation o

conducted by the staff of the statewide agency. At the 5

other end of the continuum there would be outside experts -

conducting review and evaluatiofi.. Rather than cite the

obvious advantages and disadvantages of both of these

R .
approaches, the task force wishes to stress the concept
of a perfofmance audit. Performance audits by outsiders-- Performance
: ' Audits

people who would not be representing the statewide agency
or particular fnstitutions--would permit the development
of an audit of an instructional program to determine
whether it is achieving its stated objectives. Further,
the audit would assess the organization and operating
efficiency of the unit in relation to the delivery
mechanism, and also evaluate the extent to which effec-
tive quality was being maintained relative to the
investment of resources in the unit. By providing for
performance audits, the statewide agency would not
gbrogate its authority and responsibility; rather, the
general overriding purpose of such an audit would be to
develop 3 repert to serve as the basis for discussion
between the statewide agency and the institution. This
audit, this common ground for discussion, would provide
the basis for implementing the program review and

evsivation.
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-__The task force also suggests that ther¢ must be wide-

spread understanding by the institutions and other

constituencies of the procedures of program reQiew and -+

evaluation, as well as the criteria enunciated above.
The statewide agency would have the responsibility of
identifying and interpreting the procedures of review
and the criteria io be used to trusteeé;“faculty.members,
student groups and,-especially, institutionai adminis-

. trators, HOpefully,'this would enhance the possibiliiy‘

for support by all constituents.

Widespread

Understending .~

Necessary
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Budget Review ' ' \

Budget review usually is a continuous cycle wherein The Budget
. Review
certain categorial functions are included, beginning Cycle

with internal, departmental level, institutional requests
and ending with legislative action and the governor's
signature. The part of the cycle in which the statewide
postsecondary educational agency becomes involved occurs

after the budget requests "“1eave the institution, but

~ normally before the legislature appropriates and the

governor acts. Although a few states do not have a
specifically designqte? ;;g;qwi@g_postsecondary educational
agency for planning and coordinating p;stsecondary
education, where such an aéency exists, they are usually

responsible for:

A, Development of the statewide postsecondary educational

budgetary review process and decision level process.

B. Determination of the overall priorities for post-
secondary education within the state fhereby prov}ding
the hierarchy of recommendation 6f priorities for the
allocation of public monies to postsecondary institu- -

tions and programs.

C. Justification of the rationale for decision making

at the statewide level for postsecondary education.

In the development of the process by which the review of

institutional budget requests for support of postsecondary
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education takes place, several factors need to be
recognized, Representatives of the postsecondary educa-
tion community, the statewide educational agency and the
legislative and exécutive branches of government ought to

be involved in the process.

The statewide Postsecondary educational agency charged -

with the function of budget review has the yesponsibility

of insuring effective participation of all responsible

and affected parties and for serving. as the forum for the '

development of the review process itself. The agency

should .take the initiative in bringing together fepresent-
atives of postsecondary institutions, appropriate public
officials and the legislative and executive branches of
éovernment. Since funding of postsecondary education is
only one of many responsibilities and priorities for
public officials at the state level to be concerned about
and because eventual decisions made about funding for
postsecondary education are made in the context of all of
these priorities, advice and counsel from public officials
and their representatives at the state level including
fiscal officers should be actively sought by the statewide
agency for postsecondary education tégether with advice

from the chief administrators of the\postsecondary educa-

tional institutions.

Such wide involvement of responsible parties is time-

consuming and sometimes inefficient. This is particularly

______

Development
of the Review
Process

Wide Involvement

Worth the Effort
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true for a~nu§bé€&q§ states with a hiéh ﬁumber and wide.'?;
range of postsec{ndary educational institutions. But,
it is worth the'éffort, for when decisions are based on
commanly agreeé upon general guidelines at th§ yblicy
level, the likelihood of subsequent accepténcd of’the'
decisions at the various levels, decisions such as the
"implementation of formulas, is tremendously increased.
There may never be complete satisfaction or agreement‘
with the results and impacts of specific postsecondary
budget dedisions made at the state level By fiscal
officers in state government, but at least under such
circumstances the institutions and other responsible
parties have had input in the development of the overall
policy and basis for subsequent review and allocation of

public funds to postsecondary education in the state.

Like other budgets presented for funding at the state

level, postsecondary education budgets are sensitive
matters. This sensitivity extends to institutional
administrators, policy makers and their represeﬂtatives,

who have the reépons{bility for establishing priorities

and eventually dispensing public dnllars for the delivery
oé postsecondary education. Apprehension and suspicion |
are common. Institutional administrators fear that the
justifiable--even essential--items of program support

will be deleted from their budget requests through ignorance
or bias.‘ Staff members and the board of.the statewide post-
secondary educational agency with responsibility for budget
review of postsecondary educational institutions are

concerneﬂ that their priorities will not be adequately

A Sensitive
Process

| R T S I TR T L
T S P T aa T I
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followed and will not receive adequate consideration,

or that some législators will be more concerned with

individual projects serving thetr particular con-

stituencies or districts, than with sharing in the

respohsibility for providing maximum statewide

funding of postsecondary educatioh for the needs:of

the state generally. In addition, members of the legis-

lature may be conce éf jhout the action, such as a veto,

that may be taken by tﬁgﬂexecutive branch, or vice versa.

It becomes.imperative, therefore; in this‘general atmos.-
_ ‘phere that the setting forth of the priorities for thel

funding at the statewide level of postsecondary education

occurs not in i'solation but rather with the £u11 and

effective involvement of all responsible parties.

Thus, the task force recommends that the statewide post-

secondary educational agency at the time of déveloping,

and repommending priorities for postsecondary education

in the state take the regponsibility for iqsuring that

those to be affected (or their representatives) both by

the priorities and by the actual funding p;ocess'be fully

involved. Further this involvement should extend to

consideration of changes or modification in these

priorities.

Another general functional category involves the deter- . +Allocatjon
Process

mination and ranking of the priorities within post-

secondary education in a state. Based on these priorities,

funds are allocated to institutions and programs. Again,
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with the involvement of the responsible parties, the
statewide postsecondary educational agency then serves
as the forum in which specific priorities and their
raqking within postsecondary education are established.
Waere postsecondary institutions have similar :o}es, ‘
scopes and missions within the state master plan the
priorities for funding among institutions would be
comparable within a justifiable and-defined rangé.
Even in such institutions, however, weighted variables
and nonformula items would affect differences in actual
funding. Variations in enrollments and cos£ variations
due to local market condffions should also affect the
eventual allocations. However, wher; there are similar,
rational and comparable programs within the master
planning and in terms of the priorities for postsecondary
education established, one should expectlcomparable

ranges for similar programs.

L]

Forum for

Accordingly, the task force recommends that the statewide

agency fbr_postsecoﬁdary education be reéponsible both

for providing the forum for developing the proééss by

which postsecondary budget review will go forﬁ;rd, and

for the establishment of priorities for postsecondary

education.

Since variations among the states in relation to funding
for nonpublic postsecondary institutions range from no

funding, to tuition equalization grants, to contracts and

A R Ammme M o e b a M ea g ey Peae Ctwee ea an

Priorities
and Review
Process -

Public Funds -
for Nonpublic
Institutions
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formula grants and since such funding practices, if any,
may be determined by judicial and constitutional
constraints, the establishment of priorities for post-
secondary education applicable to public institutions
normally are not applicable to the nonpublic institutions.

However, the task force does endorse the_principip that

where public funds are appropriated for nonpublic post-

secondary educational institutions, the state must hold

the institutions responsible For an accurate accounting

and review of how the funds are spent,

There is an important distinction between the determina- ' PQlic} Shouid_
, Determine .

tion of educational priorities and a second level or Formula

lower level concern for precise allocation of funds for

those purposes, that is, a formula. A formula may be

the implementation technique for carrying out the

priorities established. Priorities for education are

determined by policy makers on governing and coordinat- :::f
ing boards, legislators, the office of the governor or
other members of the public designated for such purposes.

By contrast, formulas are detemined by fiscal officers,

E:

both in state government and in the statewide educational
agency, and fiscal officers and administrators of the
postsecondary institutions. Accordingly, it is the

responsible development, the determination ¢f priorities

and the ranking therecf that make an allocation formula

work, not the reverse,

Buiit-in flexibility is an essential ingredient to an Allocation L
: “ : Process Must =~ -
effective allocation process. Situations change rather be Flexible
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rapidly from year to year in postsecondary éducation.
Such changes not only can-affect the\ways in which funds

should be allocated to institutions but can also affect

the determination of priorities and the ranking of those

priorities. Thus, both the policy and the allocation(

process need to ﬁaveﬁiﬂ; pofential for updating and

alteration.. Shifting enrbllment patterns, while the

most obvious indicators of possible change, are not the

only examples. In states where legislatures meet

biennually, two years may be far too long a period in

which to hold priorities and allocations coﬁstant. At

institutional, statewide educational agency and state

government levels, provisions for shifting funds within

broad areas of expeéenditure authorization to meet

changing conditions should'be included. With such | '

flexibility, however, should go the réqnirement for

effective post audit to insure that the finds have been Post Audit
' spent in accordance with agreed upon objectives, '

priorities and guidelines contained in the statewide

master plan (where applicable).

Another categorial consideration in the functional cycle Determining -
: Budgetary - . .
of budget review-is determination of the budgetary Elements to
' be Reviewed’

elements to be reviewed by the statewide postsecondary

educational agency and state government. This is another
highly sensitive issue. Somé institutional representqtives

argue that only those funds received from the state should
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be scrutinized by representatives of the state. Some
state officials insist that all institutional funds

should be not only reviewed by.the state but that non-

state funds should be reallocated or at least appropriated

from the standpoint of how they fit into the priorities
for education in the state. Special consideration should
be given as to whether or not such funds are replacgmenps
for funding to an institution or institutions which would
have normally come from state sources. Others, while not
calling for reallocation or appropriation, contend that
the state at the statewide coordinating and governing
level as well as at the state go§efnment level does need
to be informed of all postsecondary institutional funds

in order to determine fully the priorities.

The task force recommends that in order to_discharge its

responsibilities, the statewide postsecondary educational

agency needs to review all funds that are to be used in

the delivery of postsecondary education in the state.

For nonpublic institutions, this would only involve a
review of the public monies from the state level. For

public institutions, the review should include philan-

thropic, private and federal research monies that are

integral to the budgets of the institutions. If the

statewide postsecondary educational agency is to assess
adequacely the extent to which the proposed budgets

interface with the priorities established at the state-

Review of
All PFunds




wide ‘level for the provision of postsécondary education, ;-;

it follows that all items of the budget, public or non-
X :

public, need to be reviewed. Obviously, such review should

be Judicious and should not result. in discouraging inggi:
tutional initiative in securing such "outside" funds so

long as the programs‘and activities supported by such

funds are consistent with the role and scqbe of the

institution and the needs of the state, both in terms of

statewide priorities and in term§ of statewide master

planning, where applicable.

Anothe? representative component of the cycle of budget- lncai Autonqﬁ
review is the several levels of decision making involved Decision Maki
in the process of developing budgets, eventually for B
-review an& scrutiny at the statewide levelg Contrary to
the situation with most otherlpublic-service enterprises,
considerable’local autonomy exists in budget development
f&r postsecondary edﬁcation. Although there is some
erosion of this aut?nomy at the departmental level and at
lower levéls in traditional postsecondary.institutions,
those who eventually r?view budgets at the state level
should keep this in mind; Genérally. the budget
‘development-review-allocation cycle starts at the depart-
ment or division level. From there it goes to the next
level, usually that of an officer for-a group of depart-
ments, such as a college dean. From there the budget

requests go to the campus officer for colleges ox programs.
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And from there, in many instances, it goes, in a system
of institutions, to the sys:em officer for budget, and

to the system board, which in many instances does little
actual review. Next, the budgets go to a statewide
coordinating agency, from which they are presented to

the legislature and executive branch in the form of a
uniform budget for postsecondary éﬁucational institutions

within the state.

Two general observations about this budget cycle and the
levels of decision making stand out. One is the consider-
able rigidity thgt exists within the cycle, and the other
is ¥hat anthority is éonside;ably diffused thrdughout

.tﬁe many lev01§ where decisions may be made--even though
local autonomy is being eroded. With this rigidity

built into the system, and because S0 many levels of '
decision making are involved, it is no surprise that the
arguments are often conducted in the pre«s, anq not always
with professional detachment. The Principal participants,
in these arguments geanally aré the institutional repre-

sentatives, spokesmen for the statewide agency, legislators

and the governor,

Although much could be written about the range of levels
involved in decision making and the rigidity of the
system, the task force.offers one general observation:

that budget review decisions are more likely to be in the

Two General
Observations

1
1
|
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best interests of all responsible for postsecondary edu-

cation when they are based on the guidance, guidelines

and directions stemming from the statewide master planning

and from the processes cited with regard to the function

of program review and evaluation. Budpet review decisions

should stem from and hence be built upon the two other

statewide functions of planning, and program review and

evaluation.

In many states, it often appears that the statewide
repregentatives are pitted against the institutional
represen;atives. Bach in his own way appears to be articu-
lating a rationale or persuasion about the needs for
funding in postsecondary education. Is there a uniform
rational base? The task force believes that there is a
method for developing\a uniform rational base; that is,
‘a general policy and direction for del;verjng all post-
secondary education has to be set forth in a statewide
plan. 1n addition, based on the policies and guidelines
set forth by master planning, decisions steﬁming from
budget review must be consistent with the principles and
guidelines exercised in the decision-makiné process as
it relates to program review and evaluation. The guide-
lines and policies stemming from the master planning
function and from the basis on which program review and

evaluation go forward are not cast in concrete, however.

Statewide Plan . -
Necessary for -
Meeting Needs ;
of Postsecondary
Education




Accordingly, continuous assessment of current conditions

is in order and it is a proper support function of the

statewide agency. In effect, this would be the statewide

level mechanism for building flexibility into the state-

wide master planning for postsecondary education and,

from that, the statewide guidelines for program review ’

] and evaluation, and budget review.

The fask force maintains that the most consistent and Budget ﬁeview

Must Correlate -
rationally defensible action in the name of ;he state- With Statewido -

Master Plan

wide function of budget review occurs when it is based

upon the statewide master plan and the guidelines

developed for executing the statewide function of pro-

gram veview and evaluation. In a corollary fashion,

such decisions could stem from the role and responsi-
bility of the statewide agency in interpreting current

conditions which might affect postsecondary educatibn.

Thus, the task force recommends that statewide plans be

continuously updated so that the function of budget

review may be exercised more effectively and efficiently

in assessing the needs of postsecondary education.
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Articulationl_Coordination and Statewide Structure

A. -The Public lnterest

The public, through the state, has a major concern -.;State
S B Resp0nsibiiity
and responsibility for postsecondary education, - for Posts -
- S ' secondary -
including its availability, forms, qagality and . Bducation- -

efficiehcy, beyond the state's historical and \%
constitutional responsibilities for education. Overkl
the last decade, the states have progressively
exercised this responsibility by providing greatly
increased funds (until relatively:récentiy) and by
attempting to develop more effective means of
assuring that their public institutions meet a pro-
gfessively wider range of public educational inter-

ests and needs, This has led to attempts to ‘ Plannihg;

Coordinating
develop planning, coordinating and governing struc- -and 69verping
' Agencies R

tures in most states to helﬁ insure that institutional
potential and public needs coincide. Some of these
agencies antedate the '60s, and one goes back to the
colonial period,_but most of them are ?ecently

authorized.

These agencies vary in authority, effectiveness and E Variance inl
. | : Agencies
scope of institutions and programs. Their primary

concern has been with public higher educational
institutions. 1In some cases, the agencies have had
only advisory powers, with no authority for budgetary

review or approval of programs. Others have had
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responsibility for theése functions and even allocation
of\fundsl In a number of states, the agencies are
actuallx consolidated governing boards for all of
public postsecondary educational institutions or
major segments of public institutions. In almost
every caae-theif-powers incln&a some icaponsibility
for statewide planning.

In some instances, public concern_as.expressed through - 'Legislative Hb;i

: Control
state government, rather than state agencies, has ]

gone further and resulted in direct legislative
action to contrel some aspécta of public institu-
tiounal operation, such as in legislative attempts to

prescribe faculty workloads.

The state. has not only the right but also the : State:Séts‘-ﬂ=k

: General
responsibility to set general public policy in ~ Public
‘ . Policy

relation to postseconda;y education, particularly in

its public institutions, and to demand reasonable

.

accountability in the use of public funds. [t can . State Expects
Accountability

and should demand effective planning to meet public

postsecondary educational needs. It is concerned,

in the public intcrest, about efficiency as well as

quality. The state also must have the relevant

information from its postsecondary educational insti-

tutions to make wise decisions about appropriations

and support. The concern of many states at this

*~pgint’§cés'bcypnd }heir bublic inatitutions to
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nonpublic institutions, as well, and involves such Concern With-
. _ ' Nonpublie¢
...»hatters-as accessibility, student support and, in Postsecondary
: . . Bducation -
some cases, institutional support. The states also -
have a role in consumer protection to insure that Educational
Consumer -
, o substandard and fraudulent operations purporting to Protection o

be postsecondary educational institutions do not

operate.

To insure reasonable and at least comparable exercise Endorsement
of Model

of the regulatory powers of the states in approving . State

' Legislation

new institutions and authorizing institutions to
operate and grant degrees, this task fogce calls
attention to the proposed model legislafion developed
by another task force of the Education Commission of
the States, Model State Legislation: Report of the
Task Force on Model State Legislation for Approval

of Posésecondary Educational Institut:{ons and Authori~

. 9
zation to Grant Degrees., We not only endurse the

model legislation, but also urge the states to con-

sider its adoption--both to_ﬁ;otqu_pdtential students

agg}nst substandard and fraudulent educational

practices and to protect legitimate institutions

against unscrupulous competitors.

The progressive development and exercise ¢f the

states' responsibility either through direct action

?gquaiion Commission of the States. - Report #39, June 1973.
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or through creation of state agencies continue to Tensions
o Raised by
cause tensions within the postsecondary educational Exercise of
_ S .  State : oo
comnunity. Traditional operations and expectations Respoasibility .. .

of institutions-have been cnellenged. Lines of

-

\Il.lncl ear Lines:.
of Authority.

~authority and responsibility of institutions,
'ﬁovevning“eeares; sﬁateeegeﬁéieéf”Aﬁa\ﬁhe exesutive
and legislative brencﬁes of government have net'
ainays_been clear. ﬁasic_ﬁuestions,tnat'heve arisen
and'neeeJto be faced inblﬁde (1) controi'vefsns-
autonomy, (2) centralization versus decentralization,
(3) policy direction versus contrql of operation and

@) clarification of levels of administrative -

responsibility. 7
'Each-state should delineate leYels of authofity of T ,;;i_
coordination and governance and develop_gtate plans NeOJ{.L
B Deilneation
that s uggest 1evels of deeision making consistent : " Levpls of:
~ Aut ority :
uith.these anthorities. Such state delineation of '

levels ef autheiity-is peramount to effective

cooperation. Wherever fedasible in aceordance with

effective statewide planning, decisions should be

made as close to the operational lovels as possible.

»

An appropriate balance between centralization and

decentralization and betueenicont:ol and eutonomy-—
which may. vary from state to state--is essential for
_attaining sufficient flexibility to meet changing

conditions on both institutional ene statewide levels.
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educational institutions under local or state boards

where control has been excessive, new relations

should be established.

Thsse tensions, present in the public sector for
some time, are also beginning to appear'nou in the
nonpublic sector and the same concern for clarifi-

cation of role and responsibility should apply.

B. The‘Institutional Perspective
From the institutions'’ point of view, there has
indeed been an erosion of autonomy and concurrent
trend toward centralization. The Carnegie Commis-
sion on Higher Education argues that "autonomy, in
the sense of full self-governance, does not now
exist for American higher education, nor has it
existed for a'verf iong;time--rf ever. Aotonomy_
is limited b} law, by.the necessary influences'and
controls that go along with financial support, and
by public policy in areas of substantial public
concern. Autonomy in these areas is neither

possible nor generally desirable.“l_0

As the Carnegie Commission sees it, the issue is

preserving institutional "independence in three

locarnegie"éommisSion on Higher'Education, Governance of

Further, in those vocationally oriented postsecondary{}.i_

"'_“ Higher Education: Six Priority Probleas, AprIi 1973, pg. 17.

”Appropriate

.- Control-

Autonomy - .

Necessary

Balance Versu
Bxcessive .

Tensions in
Nonpublic -
Sectors - -

Erosion of- ?

Limits on.
Autonomy

Areas for +
"Independence! g




-73-

areas: '"(1) The intellectual, throégh the protec-
tion of academic freedom of expression and of'free
choice and conduct of research projects by faculty
members and students; (2) the ;cademic, tﬁrough
the acceptance of decision making by.acaQemib
authorities in specified acadéﬁié areas such as
conduct of courses; and KSj th; adninistrative,
through allowing substantial léeway in handling

finincial-and personnel matters in detail.ﬂll'

In general, the task forcg-would be in basic

agreement with the Carnegie Commission if proper .

care were exercised in "tho academic" to distinguish .

between "conduct of courses"--even,developmeht of
program structure--and propbsals for new prqgrams,
and if under !'the administrative,"'the scope of
administrative detail were more clearly defined_with
some recognition of the differaneslin operation -
under consolidated governing boards and cqordinating
agencies. Indeed, independence jis essential to
insure the in}ernal health and vitality of an
institution and to insure that education takes place.
Profes;ionalism of the faculty and ;dﬂinistration

must be respected. Free inquiry does depend Gpon

1lpid,

p. 17-18

Independente
Bssential to.
" Institutions

-
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academic freedou te pursue_ nvesfigation and develop;5

ideas uithin one s field without interference from

political or other orthodoxies. Leeway is necessary

for experimentation. Intrusion of partisan politics fi::ﬁfﬁe_vfl

into institutions and classrooms can destroy: the
educational process itself. It reduces quality and
free inquiry, and it turns education into training,
thereby undermining the basic assumption that an’

educated electorate is: critically important to a

_democratic societyr

The task force would go further than the ﬁarnegiefl_;i:ff

EQIndependence

Commission, -Regardless of”the forh'of'coordination'fffﬁf“ﬁ"””"

or governance, institutional independence or-autono@y;.

should be both pursued and encouraged within clearly

-j.Guidelines
';State Plan’

defined parameters a“Q_B“idelines of the state-plap-,fi};, RIS

As suggested earlier, planning should not mza
institutions automata rather than autonomous*if
they are adequatoly involved in the prOcess. '

task force believes that the moi__effactiVe means -

‘of preserv__g_and enhancing the functional autonomy

or reasonable independence of institutions lies in

effective planning and cooperation with the appro-

priate state agencies.\

With tightening resources and diminishing enrollments

ence Hill depend upon the effective recognition'°f'

| the protection of reaSonable institutional independ-- 7 Pla
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respective roles and scope within general public

policy-and recognition by others of the unique

contribution each institution can make, . The most

effective way to avoid direct political interference

"inan institution is by developing, through planning
ege

and cooperation, the rationale and structure to

insure that it is meeting basic social and educational

_ meeds, Such effectiveness is impaired'when institu-

tions compete for funds with other institutions and
segments of the postsecondary world, thereby inviting
the political community to become involved in basic
institutionai affairs. From this standpoint mature

and effective planning_and coordination are the best

defenses of reasonable institutional independence,

rather than a threat to it. ; o

:
1

Centralization Versus Decentralization

e h

Coordination and planning also have major implicationsf

for tension caused by concern about centrali;ation
or decentralization.- Certain functions cannot be
delegated by the legislative or eéxecutive branches
to state postsecondary educational agencies or
institutions; they‘must be performed centrally in
the public interest, Clearly, broad pubiic policy
in relation to postsecondary education and appro-

priation of funds to effectuate this policy rests

with the executive and legislative branches of

'DecentralizatiOn

Legislative
Functions That

Cannot be S
Delegated




government. Also, the responsibility for develbping
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sﬁecific goals and setﬁihg the role and scope of

different institutions has to be handled centrally, Centralized ..
‘ _ VR - ' Functions
but the institutions nust be involved in the
process. : :
1. Legislative and Executive Responsiﬁilitz_ .
! ] . ':é

“that is directly responsible to the public

\ effective functioning of the agency This may

seem obvious, but it has not always been the case.

The decisions by legislative and executive c Decisions Based:
. - : . Upon Objeétiv
representatives should be based on the best > Evidence

and most'pbjective evidence and information
possible, In order to fulfill this responsi-
bility effectively, the legislative and executive

branches of government should provide for and

support planning and coordination through an : Planning and .
, Coordinating ..
appropriate state postsecondary education agency Agency o

through its legislative ard executive represen-

tatives,

State Agency and Public Responsiblli;y

The pbstsecondaf} education agency or board 'f ‘ Role of Stat
o - : .Agency or Bo
should be made up of laymen who know about the ,

various components of postsecondary education.

e m——

Its professional staff should be capable of
providing leadership, directing the planning

effort and taking the steps needed for the
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4 ' L
The state agency should be accountable to state Accountable to =
State Government -
government for planning and procedures, and for
eny recommendations requiring legislative or

executive action. To function responsibly,

however, the agency must have reesoneble time ReasonablefTidefw
) ' and Authority

and authority to carry out its functions without : I

unwarranted interference in its activities. 1In s -

other uor%s,nwithin_the ﬁrevisione of 15#, the_

agency should have sufficient leeway or'independ-
ence to carry out the functions eséigned to-it. -
1t can increase public confidence in ‘the post-

secondary educetionel system anﬂ in fact, reduce"'

the 1ikelihood of direct politicel interferenCe '

in the operation of institutions

3. State Agency and Institutions-.

The state agency, in turn, should be 3 prime © - - Agency ds;Prih'
~ Source of ..
‘source of informetion and recommendations to the Infdrmation.

executive and the legislative branches of govern-_
ment in relation to postsecondary education in ) ' ‘
the state. At the same time, since the agency-

will be working with the institutions, the

public, the students, the institutions and the

state government should encourage effective :%
cooperation with the egency. The alternative f@

would be the chaos of manf soparate and conflicting

voices in postsecondary education.
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Given cooperation from its constituents, the
agency should develop and encourage as much

decentralization and institutional independence

- as possible,

Public Institutions and Detormination\of Levels
of Decision Making e
Crucial to the effective functioning of the post-
secondary educational system, regardless of the
specific form of the state agency, is a clear
understanding of the rationale for levels of
responsibility for decision making. Decisions
should be made as close to the source of opera-
tions as possible within.the framework of
planning, the guidelines for operations, the
requirements for information, and the necessary
programmatic, budget review and evaluation
This encourages rapid response to :

functions

Decision makers should

then be held responsible for their decisions. .,

Rather than atteopt to develop an exoaustive
rationale of who should ﬁake-uhat kinds of
docisiona at what levels in various types of
systems, we have included anaiyses of levels
of decision making-from foui sources: The

task force report on Inotitutioaaz Rights and

Agency
Responsibility.
to Encourage :
Decentralizat

Levels of .-
Decision Making

Alternate .
Analyses of :
Levels of
Decision Making
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Responstbilities from the American Association

of State Colleges and Universities; the report

on Governance ef'Higher fﬁueetian of the Carnegle
cOmmissien en Higher Educatien; tﬁe relevant
discussion from Coordinating Higher E'duaatiow
fbr the '?Oe by Glenny, Berdahl Palela and B
Paltridge and "A Model for a Statewide cOerdinating
Board or Commission" from Ptanning for State Sgatamat‘
of Pogteecondary S&uoa#ian pubiished by Iheﬂemertcsn

' COIIege'Testing,PrOETﬁm-' ,' T T

] .
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LEVELS OF DECISION FOR HIGHER EDUCATION FUNGTIONS
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of Instltutlonal
: Is |

ELEMENTS IN THE SYSTEM
FUNCTION ,
o ‘ State Government Coardination. Elémint| Govemance Efement | Institution
System Establishes broad Develops detailed Develops Particlpatésin -
Qrganlizational structural - | coordinating detsiled development of
Structure . " _[lerrangéments. policies and governing coordinating
: Defines rola prooedures’ and governance -
© Hot elements -
"Program Adopts broad Assumes major Approves Develops and
Aliocation genersl recommending on basis executes
' guidelines and deciston- of coordinating programs
making respon- element
sibility vecog- recormmendations
nizing interests and institutional
of governin capabilities and
elemant an interests
institutions .
Budget Yery broad Reviews and Approves budget Prepares budget
Development policy. relstes budget request with request
Appropriales to entlre state’s respect o
funds needs and vecom- justlfiable needs
mends in terms of {for own insti-
prioritles tution)
Fiscal Broad regu- Organizes broad Approves insti- Executes broad
Policies Iations, policy gulde- tutional recommen- policies and
relations with lines dations which develops in- .
other state conforim 10 state ternal policies
agencies and coordinating
element broad regu-
iations and gulde-
lines
Program Approves in Approves mainly Proposes, develops
Content terms of in teems of ‘yand operates -
needs of state Institutional -
capability
crsonnel Establishes Coordipates Approves insti Partlcipates in
lection broad policy among elements futional policies development of
within state . and considers poliey and exe-
policy Institutional | cutes selectian -
. recommendations o
within policles :
Planning Expresses state. - Articulates Expresses govern. Msintains contin-
: interests and lans of ing element inter- . | uous planning pro-
needs nstitutions ests and concerns. gram, Initiates
and governing Coordinates with . | planning of
elements. other elements institutional
| Executes program
riecessary state-
wide plans
Evaluationr | Establishes batic Coordinates Establishes basle Executes policy,
Accountabllity requirements among elements policy :ﬁ:_@pt‘s responsi-
' ' ity for ’
eftective per
' rmmance
- Copital + - . .. Vety broad polley Approm in Approve: In terms Prepares and pro
Programs | Approprintes fun ds__ terms of state ; psed capital pro-
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DISTRIBUTION OF AUTHORITY
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5210N RECOMMENDATIONS

.To achieve balance between public control and influence versus
institutional independence, the Commission favors the following patterns
for the distribution of authority between public agencies (including
coordinating councils) and academic institutions (including multicampus

.systems):

PUSLIC CONTROL

Basic responsibility for law
enforcement

Right to insist on political
neutrality of institutions of
higher education

: Duty to appoint trustees of
public¢ institutions of higher
education (or to select them
through popular election)

Right to reports énd
accountability on matters of
public interest '

Duty of courts to hear cases
alleging denial of general
rights of a citizen and of
unfair procedures

Governance

. -' " ’ - !
INSTITUTIONAL INDEPENDENCE |

Right to refuse oaths not
required of all citizens. in
similar circumstances

Right to independent trustees:
No ¢x officio regents with sub-
sequent budgetary authority

Right to nonpartisan trustees_
as recommended by some impartial
screening agency, or as con-
firmed by some branch of the
state legislature, or both; or
as elected by the public

Financial and Business Affairs

Appropriation of public funds
on basis of general formulas
that reflect qua2ntity and
quality of output

Postaudit, rather than preaudit,
of expenditures, of purchases,
of personnel actions

L, .
oY ek

k]

Assignment of all funds to

specific purposes

Freedom to make expenditures
within budget, to make purchases,
and to take personnel actions
subject only to postaudit

?




PUBLIC CONTROL

Pinancialland Business Affairs

Examination of effective use oOf
resources on a postaudit basis

. Standards for accounting .
practices and postaudit of them

General level of salaries

Appropriation of public funds

for buildings on basis of gen-
eral formulas for building

* requirements

X

Academic and Intellectual Affairs

General policies on student
admissions:
Number of places
Equality of access
Academic level of general
eligibility among types
of institutions
General distribution of .
students by level of
division

Policies for equal access to
employment for women and for
members of minority groups

-Policies on differentiation of
functions among systems of
higher education and on special-
ization by major fields of
endeavor among institutions

No right to.expect secret
research or service from mem-
bers of institutions of higher
education; and no right to
prior review before publication
of research results; but right
to paténts where appropriate

8.

INSTITUTIONAL INDEPENDENCE

Determination of individual work"
loads and of specific assign-
ments to faculty and staff
members

Determination of specific salafié§%

Design of buildings and assign- .
ment of Space

+

Selection of individual students_fﬂ

Academic policies for, and .
actual -selection and promotion
of, faculty members

Approval of individual courses -
and course content

Policies on and administration
of research and service
activities
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PUBLIC CONTROL - INSTITUTIONAL INDEPENDENCE
Academic and Intellectual Affairs

Determination of grades and
issuance of individual degrees

Selection of academic apnd admin-
istrative leadership

Enforcement of the national Policies on academic freedom
Bill of Rights

Policies on size apd rate of _ - Policies on size and rate of

growth of campuses growth of departments and schools
and c¢colleges within budgetary
limitations

Establishment of new campuses Academic programs for new

and other major new endeavors, campuses and other major new

such as a medical school, and endeavors within generai

definition of scope authorization

INFLUENCE BUT NOT PUBLIC CONTPROL INSTITUTIONAL INDEPENDENCE
Academic Affairs--Inpovation

Encouragement of inpncvation Development of and detailed
through inquiry, recommenda- planning for ipnovation
tion, allocation of special

funds, application of general

budgetary formulas, starting

new institutions

Carnegie Commission on Higher Education, Governance of Higher Education:
Six Priority Problems. A report with recommendations. New York: McGraw-
1iill Book Company, April 1973, pp. 25-27.
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Coordinating Higher Education for the '70s

POWERS NECESSARY FOR COORDINATION

As a participatory agency, the coordinating board must rely on widespread
consensus for its decisions and on persuasion and cooperation rather than
fiat and pure power for policy and implementation. Nevertheless, certain
legal powers are necessary to the board to underpin and reinforce thq
intent of the state to plan and create a comprehensive system. We recom-
Imend that the board have the following minimum powers:

1. to engage in continuous planning, both long-range and
short-range;

2, to acquire information from all postsecondary institutions
and agencies through the establishment of statewide manage-
ment and data systems;

3. to review and approve new and existing degree programs,
new campuses, extension centers, departments and centers
of all public institutions, and, where substantial state
aid is given, of all private institutions;

4, to review and make recommendations on any and all facets
of both operating and capital budgets and, when requested’
by state authorities, present a consolidated budget for the

"whole system; and

S. to administer directly or have under its coordinative powers
all state scholarship and grant programs to students, grant
programs to nonpublic institutions, and all state-administered
federal grant and aid programs.

Perhaps the key jurisdictional issue between the coordinating board and
the institutional hoards is where to draw the dividing line between
their respective powers and responsibilities. Some coordinating staff
members, impatient with group processes and widespread participation by
interested parties and often lacking skill in leédership and persuasion,

seek increased power to intervene directly into the legitimate provinces

of institutional governing boards and their staffs. The exercise of such
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power finally leads both legislators and institutional leaders to:the
conclusion that institutional governing boards are superfluous. Thus,
the chief advantages of coordination have been lost to the state and to

the institutions.

1f the coordinating board is not to preempt the raison d'etre of the
institutional governing boards, it should stay out of the following
matters (and if the law now allows these intervertions, the board should
use great restraint in exercising the powers): .

1. student affairs, except general admissions standards,
enrollment ceilings, and enrollment mixes applicable
to the various systems and subsystems of institutions;

2. faculty affairs (hiring, promotion, tenure, dismissal,
salaries), except general guidelines applicable to salaries;

3. selection and appointment of any person at the institutional
or agency level, including the president or chief executive
and board members;

4. approval of travel, in-state or out-of-state, for staff of
any institution;

5. planning of courses or programs, including their content,
and selecting subjects of research;

6. presenting of arguments and supporting materials for insti-
tutional operating or capital budgets, excegt that the board
should present and support its own recommendations on budgets;

7. contractual relationships for construction, lamd acquisition,
equipment, and services;

8. general policing or maintenance of civil order on campus; and

9. negotiations and contractual relationships with unions repre-
senting institutional personnel, except that such negotiations
may be conducted within guidelines and/or wudgetary parameters
set by the state or board.

Glenny, Berdahl, Palola and Paltridge; Coordinatinz Higher Education for the
'70s. Center- for Research and Development in Highzr EHucation University
of California, Berkeley, California, 1971, pp. 7 and 12..
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Planmning for State Systems of Postsecondary Education

A MODEL FOR A STATEWIDE COORDINATING BOARD OR COMMISSION

1. Leadership and coordination in (8) formulation

of statewide needs and policies, (b) long-range

and short-range planning, (c) program'development

with statewide implications, and (d) establish-

ment of statewide and institutional master plans

for the development of programs and physical

facilities at individual institutions. This

includes the development of guidelines,
standards, and, occasionally, basic procedures

to guide the operations of individual institutions.

2. Approval of jinstitutional objectives on which to

base yearly institutional budget requests, con-

sistent with statewide planning, guidelines,

and previously approved college master plans.

Recommendation of the agreed-upon budget to the
statewide board and organization of the presenta-
tions and support of the budget requests to the

executive and legislative branches of government.

3. Appraisal and evaluation of institutional

achievement of approved objectives, including

fiscal postaudit and analysis of institutional

application of statewide policies and guidelines.
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This include$s a periodic review of institutional
progress in achieéving agreed-upon objectives

and in solving problems inherent in the local

situation.

4. Advice to individual institutions, as needed

and requested, on operational matters.

Responsibility and authority for operational
decisipns necessary for institutional implemen-
tation of systemwide policies and programs, as
well as institutional policies and prograns,
should be located on each éampus- Statewide
officers have an obligation to restrict their

role to statewide activities.

- Fred F. Harcleroad; Planning for State Systems of Postsecondary
Education. American College Testing Program, Iowa City, Iowa,
1973, pp. 6 and 7.

O
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Nono of the foregoing analyses are exhaustive, " Budget Operation
Versus Policy

although all of them are suggestive. One issue

included in the Carnegie Commission analysis

needs specifically to be underlined. This

involves the difference between policy and

operation in relation to budgetary expendi-

tures. The state does have the responsibility

in cooperation with the state agency and

institutions to agree upon general guidelines,

plans and policies--including review and

authorization of new programs. But once

policies, plans, guidelines and programs are

agreed upon and funds appropriated, the

authority to operate the programs must be

delqggped to the institutions.

'As important as planning, governance, coordination Education TakeS';
\ Place in
and structure may be, the task force calls - Institutions

and Programs
attention again to one of its fundamental

assumptions, that is, that the basic function

of postsecondary education is the education of

students and this education takes place in

institutions and programs. Given present

conditions and trends, the task force is

convinced that effective statewide planning

and coordination are essential to providing

the range and types of education necessary to
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meot student and societal needs.

However, it must not be forgotten that such .
- planning and coordination, even particular
structures for govérnance, are means to facilitate

a primary end which can only occur in institutions

and programs. It is here that the business of

education takes piace and the institutions must

have the means, authority and flexibility to

carry it out. To the oxtent that planning,

coordinafion, governance or structure inhibit
rather than enhance education and educational
opportunity, they destroy not only their own ’ ,
reason for being but the public mission thex

were creatsd to carry out.

In the budget-making process institutions and the
state agency should agree upon the objectives.
But if the institution is to be held responsible

for achieving the mutually agreed upon program

and policy objectives, the state and the agency Delegation of
Operation to
must delegate to the institutional governing. Institutional

Governing Boards -
board the management of the operating funds.

Expenditure of funds must be free of pre-audits

by any state agency but subject to post-audits

to determine whether agreed upon institutional

objectives and proper fiscal management have

‘been achieved, Post-audits are an integral part Post-audit
' Versus
Pre-audit
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of total evaluation and accountability in
relation to the achievement of objectives.
Pre-audits, on the other hand, can only
restrict effective management and the effec-
tive utilization of funds by constricting
flexibility in the allocation of resources

to meet unanticipated conditions.

1t also should be understood that in the cases
of consolidated governing board$ or governing
boards of multi-unit systems, appropriate
delegation ought to be made to the individual
Eampuses or colleges consistent with the same

principles.

The key issue in every state is to assure that

different levels of responsibility and decision

making are worked out and are clearly understood

by all concerned. Decision levels should be

specified in the state plan, itself, subject
to modification in the light of changing
circumstances. Except in general form in
respect to responsibilities, it should not be

part of the authorizing legislation,

Nonpublic Institutions

The state has regulatory powers over all postsecondary

educational institutions regarding authorization to

Consolidated
Governing
Boards and
Campuses

Nonpublic
Institutions
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operate and to grant degrees. To the extent that .
nonpublic institutions receive public funds, the
state and its agency should require the same kind 9f
accountability for the use of any funds in relation
to the purposes intended as it does in relation to
public institutions. Quite apart from formal
accountability, the state has a responsibility to
take nonpublic institutions into account in its
planning efforts and in any consideration of post-
secondary educational resources in the state. The
method of articulation and cooperation of tﬁe state
postsecondary educational agency with nonpublic
institutions is complex and is still in the frocess

of evolving.

1. - Private Nonprofit Institutions

Some 36 states currently make available funding
in some form--such as through contracts, student

aid or direct grants--to private nonprofit insti-

. tutions of postsecondary education. This practice

may increase, hoth in the amount of funds and in
the number of states that provide them., If
private institutions expect to participate in
the benefits of state planning and support, they
must be willing to submit their plars and goals
for consideration, justification and inciusion

by the state postsecondary education agency.

Accountability

Consideration
in Planning

Private
Nonprofit
Institutions

Relation to
State Agency
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s

Clearly, the state agency should authorize Role’of
. ' State Agency
establishment of and work with the private non-
profit institutions. 1t nust encouragé cooperation
not only with itself but also with other insti-
tutions, and it must consider them in the planning
operation. -Tb the extent that access and/or
chbi:e is a state goal, the state may have an
_obligation to develop appropriate aid for needy

and qualified students to he'p make choice a

reality.
The state agency also should consider using - Use of
Private
available resources in the private sector-- ‘ Resource;
through contracts where appropriate--rather. than
duplicate these resources at additional public
expense. Both in plapning and in operation,
the state agency should explore the possibility
éf consortia among private and public insti- Encouragement - -

of Consortia
tutions where such consortia would strengthen

the educational offerings and their quality,
would make scarce resources available to a
wider range of students or would facilitate more

effective use of funds.

2., Private Proprietary Institutions Proprietary
Institutions

As already indicated, proprietary schools fre-

quently have been overlooked by the institutionally
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oriented education community. However, these
schools have a long history of utilization by
the client-orieﬁted governmental agencies
responsible for Vocational Rehabilitation,
Manpower, Work Incentive Program (WIN) and
similar programs, where the purchase of educa-
tional'services is a common practice. Under
any ¢ircumstances, their existence and contri-
butions need to be taken into account in state-

wide planning, program and budget review.

The term "proprietary" refers to a form of
governance rather than a type or level of
program or curriculum. In fact, though most
proprietary institutions offer occupational

programs, some are collegiate institutions.

Increasingly, the states have asserted regulatory
responsibilities over proprietary schools, along
with affirmative grants of state authority to

confer degrees.,

In some innovative states, scholarships and loans
have long included students in proprietary schools,
and recent federal student-aid legislation also
has provided equal access for studenis in pro-
prietary schools, Unnecessary duplication of

efforts and facilities might be diminished if

"Proprietary"
as a Form of
Governance

Student
Access
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contract relationships similar to the Manpower

Development Trgining Act (MDTA) and Vocational

Rehabilitation were evaluated and appropriately

implemented by public and private institutions

to provide their students Fith access to occupa-

’tional training.

ﬁroprietary education should be represented in Participation
in Planning

advisory groups to the state planning agency. -

While it may not be possible to require pro-

prietary schools not receiving public fuﬁds to

provi&e certain kinds of information, every

effort should be made to offer them the

opportunity for active participation in the

planning process and its implementation,
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;icommon problems_in relation toﬂposts'condary

| education their approach to coping with the

problems may vary because of differences in
tradition,lpolitical arrangements, culture,'etate

organizations and other factors.

1. The task force does not believe that thore is a No Single -
L ' I o Formula for
single formula or approach for planmning, program Planning, S
' 1 - R R Coordination or
review or budget review at the state level, nor - Governance :

- does it believe that there is a singje approach

1 .
in tems of statewide coordinating or governing

structure for implementing these responsibilities.

In view of the uniqueness of the individual states,
and because there may be no single "best" approach,

the responsibility rests with each state to develop

appropriate forms for its statewide planning and/or éppropriatev
- Orms

governing and evaluative structures.




-2,

'ih developing aﬁlgppggp;iate stateﬁide Structure

for plenningj-coordinatipp oi_governance, the

state must take:igje account the needs of all

'the'citizens.

_resources nust be used in the most eff101ent

manner possible commensurate with providing

effective education.. New modes and approaches

to educat1ona1 delivery must. beé encouraged.

In satisfy1ng;these general_needs or objep;iVes;:

however, the states should not overlook the role -

of regicnal planning and parfnership with other

states nor the contribution made by nonresident

‘students to the education of the citizens of

a state;.

" The task force urges Congress and the Adminis-

tration to develop federal legislation and

guldelines in relation to postsecondary educa-

tion that take account of the uniqueness of the

individual states and to recognize that national

geals can. most effectively and efficiently be

realized through a variety of statewide responses

'Existing postsecon&ary educational

"to Respect f

oriented to common goals, rather than through

uniformity among the states in organization and

structure.

Neéds of A1l
Citizens -

Regional
Planning

Pederal

Uniqueness "
of States
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4, The historic and constitutional authority of Local/

_ Institutional/
the states for providing postsecondary educa- Staté/Federal
Partnership

tion must be recognized and observed by federal

legislation. Especially since the major funding

. - f
for postsecondary education comes from the
. individual states, the task force urges Congress
and the Administration to recognize the role of
the states, in fact, and to encourage an effective
local/institutinnal/state/federal relatidnship.
B. The task force also recognizes the diversity of Diversity of
Forms and
forms of institutions of postsecondary education Institutions
of Postsecondary
within the states and the necessity for the states _ Education ‘
to insure and encuurage the variety of postsecondary
educational .opportunities commensurate with the
needs, interests and welfare of their citizens,
The time igs clearly past when any one institution or
type of institution can be all things to all people.
1t is thus in the public interest to encourage the Public_,-':ﬂ
Encouragement - .. -
diversity and uniqueness in postsecondary educational of Diversity . 1
institutions and forms. If this public interest is -
to be served, it is important that the full resources Full_Reéoﬁrgés' }{?f
. of Postsecondary -’ -
of postsecondary education be utilized and the Education I

diversity be encouraged by intention rather than

accident, While the sztates have a direct responsi-

bility for their public institutions, they have a




Toege T

_-groﬂing responsibility and concern for including

.in state plannihg their private and proprietary

But to inSure the reg—isite j::;;e_,pfjx.;yﬁ
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"'4: That due consideration be given both to thé .~ Duplication -
' elimination of needless duplication and to.- o LR T
:n{t-the developmentlef essential prOgrams and

':”-”opportunities*in areasl :recosnized need

‘u;a*a,.to_or in"reinforcement of - statewide Planni_gy

The task forCe calls particular attenticn to the

'-f'“-changing population characteristics and social _737f and $ocial
_ R _ﬁxpectat ns

'?ﬂ_relexpectations that ace'postseconda_y educaticn o
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2. While the drop in the number of 18- to 22-year Special Efforts 3
for Economicallye
o1ds will vary among regions of the nation, Disadvantaged: " ;
and Minority
major efforts will continue to be necessary Groups

in all regions to provide_pgstsecondary

educational opportunit'y to potential students

from economically disadvantaged and minoritx

gro ps. In addition, special efforts wi11 be
~'required 1n certain regions and states to
\-achieve ratos of attendance in postsecondary
'edncation commensurate;withlthe national_rate.

At the same time that the traditional'“college;'- o Growing :

_ ' T T . - -Interest. in
~ age" population base is declining, there is ' Lifeicng
\ growing interest and concern'among'adult citizens:- CL
- of a11 types and ages in lifelong education, :
L educational renewal and improzing

'”ff; oompetencies. Therefore,-exi in
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3. Articulation:

a,

' :and work at. cross purposes

Of major importance is the defgjqpment of

avenues of articulation with state depart-

ments of education or other state agencies

rosponsible for elementary and secondarf

education,

Such articulation is dritically“impdrtant

in relation to career and occupational

education for which the dividing line

between secondary and’ postsecondary

education is arbitrary at best, Far too-
freqnentiy vocational-technical institu-
tions, community collegés and_sanior

institutions have tended to duplicate

_efforts, compste for tha same students

They a1so*

havc tended to disregard the heavy involve- _ :'n

ment of-proprietary schdols in thls area._:”

Such segmenting of ocqupatiOnai education'

s cdunterérbductiVe in relation to
Irésources;'stddents'and?the public interést;
~ For the sake of eduCational consisteney,-

'-tfiscal responsibility and student Oppor-:

_ Articulation’

Vocational-:
_“Technical:
'f'Institutio

Articulation

With Elementary -
and Secondary
Education -

With Career :and
Occupation
Educationf

-

Articulation Wit
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. institutions. The state postsecondary
eonoation agency shonio be'oharéed-nitn
finding appropriate means of opening’
comnunication -and developing common

planning in this critical area.

c. The need for articulation is not limited, . AtﬁiChlﬁtiﬁﬁ?
o o L _ . o _ Among'ﬁegfee;
however, to elementary and seécondary _ . - granting -’

R _ o lnstitution
~ education and various aspects of occupa- o

tional education. 1t is eq_allf important'

"~ in relation to_the various segments of .

: what has been considered gxer education--

commUnity colleges, senior institutions,

'graduate.ang;professional schools and other

__gree_g;anting gencies. If~for no other

reason, the increasing mobility of students : ':5\ S

requires careful consideratien-of prOgram

interrelation, transferability;and mor.e

L effeotive means of assessing student
;,ecomplishments and levels of achievement

"_‘on an interinstitutional and system basis. _
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leading to job entry tend to be identi-
fied as "terminal,” the opportunity for
their graduates to continue their education

_should not be limited by that designation.

 ¥Senior institutions have a continuing _;i;-\?_ﬁﬂofﬁead7ﬁnd 

B 'responsibiuty to assess-.: oW and diffet‘ent-:j e

"'ﬁy;idelivery in’ terms, df their teleVance:and

: ‘i;opreparation'of students for more dvanc'd

: 54 4 Hith the increasing recogn tion in mg%y states




education. It strongiy recommends that in states

uith multip_e statewide postsecondary agencies

-dea1ing_with state plans and/or dispersal of state bd

:and federal funds thoSo activities should be

- coordinated by one central coordinating gencz.

Tﬁe-task-fofce recommends‘tbat each*state delineate-:

. levols of authority of coordination and governance,7_j

- and develop state plans sqggesting 1eVe1s of

-decision makingeconsistont with those authorities.{

) Wherever feasible in accordance with effective

‘statewide planningJ decisions should be made as

close to the’ operational levols as possible.__An,'_,

l appropriate balance thCh again may vary from

¥

state to state between contralization and decen- _“ .*Vf*CentraliZat )}
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evaluation by the legislature or other external

groups.

-G Planning and its effentive inplementation is the Planning Key_fn
_ ~ to Bffective
key to effectiVe coordination and gOVernance. The o Qoordinag{qne

”““o effective plsnning doas not lie in the

'if°iproduCtion of mastsr plans or blueprints to be
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_.succeed is to use the planning_ﬁfbcess itself '{

to establish through institutional and community

involvement a consensus in regard to the goals

and their means of attainment.,

_A flexible advisory structure assures that '

' ;j'jPIexible;

;relevent information and advice will be Y

\received on a continui;g_basis., Advisory

c'i_; structures to coordinating and governing
'agencies, which may differ, should have
their responsibilities olearly delineated..,_

Such advisory groups should be suffioiently '

’”Lfléﬁible tb allow foyr” additiOﬁS Or"déletions

' Tfefas circumstances require'ﬁ'Further,’the'i'h“ﬂu' '
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cniis attention to the diffarence batweén
strategic and tactical planning Strategic

| .planning (concarned as 1t must be with goals

) and thair translation into action) constitutas
"ﬂiftha;framawork within”whichitactical "lanning :: n’ o

'?“..;{(aime”_atfintermediate and Short r3"9°_3°315)

:;*thakes plac ‘ 'But tha _arn Process of tactical*ﬁ“_“”"'

“Strategic
- Planning -
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'- responsible "t.-‘_’":the public through its legislative . . .. .._....

- and éxecutive rqpresentatives.\

fTo the eXtent that s;ch delegation takes place,;f_Lf¥f;Stat$ Agency B
S - ; R ;-wAccountable
_h_;_gency i épd should be accountable to the IR }
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recommendations for the'executive and legis-

lative branches of government. The agency is - Working With
' ' ' ' Institutions .

responsible for working with and through the
institutions and in this procoss the agenoy and
institutions are strengthened in tneir ability
to develop effective analysis of needs and

institutional functions in fulfilling these

neéoo. It is thus in the interests of the - Necessity of
- Cooperatio;

public the students, the institutions and the

state gofernmont to encou:_ge full and effective B

' cooperation with the stato agoncy. -
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