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INTRODL OTION - _' Y
To take stock in 1976 of the 'state of the art' in educational

B

‘planning leads to two overall cbservations: (a) the principles, methods,

philosophies and technigues of educational planning vary from one country

to the next more than they ever have; and (b) this variation notﬁithsianding,

the 'art' or craft of educatlonal planning as a whole is no longe;awhat it

was in the late fifties or sixties but is gradually moving towards a

different sat of task5.” o - _ o R
' As far ns.the variation in philosophies and strategies of educattonal
planning {s concerned, we still find on the one end of the:continuum firm
opposition to the very notioﬁ that something as personal and delicaié'as
education could or even should be planned, let alone by some central and A
anonymous authority, Even though countries like the United States, Japan,

West (Germany and others undertake many governmental activities which are
specifically concerned with the systematic anticipation and preparétion of

the future of their educational systems, there is still at the same time
profound distrust of both ﬁhe notion of educationel planning and its

various connotations, '

Among trose countries that have adopted, without_such misgivings,
some form of educational planning as well as the label that goes with 1it,
the diversity of approaches to the task of planning future educational
systems 1s Increasing rather than decreasing. Where many countries,
aspecially in the developing regions of the world, started out with the
adoption of a relati@ely simple and straightforward model of establishing
the destred output patterns of an educational system, and the flow patterrs
Leading to it, on the basis of some projection of future manpower needs,
the lant Fivteen or twenty years have Introduced considerable variation and
moditfeation of this original model on the one hand, and a number of other
modrls, on the other, Experience in planning, a better understanding of
the ~omplexities i{n the relatifonship between education and social, political
and economic change, and the resulting doubts about the suitability of some
of the ortglﬁal assumptions in educational planning have all contributed
to 1 process of reflection, change and new depa: tures in the planning of
edunational development,

Tt now seems to be an urgent task to establish, empirically and

systematically, a conceptual map of these new departures and to develop it

-into a new typology and methodology of educational planning., While this

9



effort is being updcrpikiq as part of the research protr-umo of the
International Institute for Educational Planning and elsewhere, a tentative
set of directions for these hew developments in educational planning is
already becoming visible. This paper tries to identify these directions and
will bésinlto draw some conclusions on how the training of spécialists‘in the
fleld of educational planning is likely to be affected by the changing notions
and practices of educational planning. ] '

. ""1"..}?
.Y

—_— ~ To be sure, some of these changea are sufficiently expeéimental or ' e
tentative to warrant careful further attention before being accepted as

major trends in the 'development of educational planning as a whole, It is .

as yet difficult, for example, to distinguish between rhetoric and reality | ¢
as regards popular participation in educational planning f‘participétory '
educational planning'), but theré is no question about there being a rather
widespread turn of attention to the 'micro' aspects of educational planning
1n general - a development which calls for a close examination of some of
our more 'macro'- oriented -sumptions in the training of educational
planning personnel,

In a fiwrst part, this paper will review some of the changes in
emphasis on new assumptions in educational planning which have characterized
the field in recent years, Against this background, the second part of
the paper will then suggest an agenda for a review of training priorities
and ‘raining strategies &8 regards the preparation of personnel qualified
to cope with the future tasks of planning educational development,
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1, Fducational Planniqg 8 Social Research
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I, TONARDS NEH TASKS IN EDUCATIONAL PLANNING

Educattonal systems do not develop according to plans, but in-
accordange with a complex set of social, political and economic factors _
such as status aspirations, group interests, the influence of large : '
enterprises, etc, The failure of many plans for the development of edu- ' -

. cational systems is directly attributable to the1r~aﬁthora' being -
~ oblivious to or ignorant of this. complex set of conditions, It i& therefore

one of the most vital .tagks of those in charge of educatioral planning to
develop a rather thorough understanding of the pattern and strength of

the various factors that are likely to affect the chances of success of

any given educational policy, It is a poor planning posture to consider
edncation as an 'independent variable': The interplay of social status,
political power and economic wealth draws a very narrow line around the

ablltty of educational systems to become an autonomous lever of development

of any kind, To maximise whatever limited leverage education thus has, requires

systematlic social inquiry as one of the pPlanner's tirst and nost important

tasks,
a

The relationship between the educational system and the world of work
1s a case in point. We know by now that our conventional models of projecting
the necessary growth of educational systems on the basis of projectirg the
manpower needs of the production system has been inadequate, largély because
1t has neglected characteristics, requirements and expectations of ‘he pro-
duction-system that go beyond the broad skill parameters of the occupational
classifications used in most manpower projections. It is thus necessary for
the educational planner to have a much more tiorough understanding of the
non-cognitive as well as cognitive, the attitudinal as well as the know-~how
aspects and requirements of work in different production settings. 3

2. Planning the Distribution of Education
Faced with the problem of extremely low rates of schooling in many

of the developing countries, educational planning developed at the outset:
an understandable preoccupation with the need for growth - growth in the
sense of an aggregate increase in the number of school places and in the
proportioﬁfof agé cohorts attending school, and with the various statistical



indicators derived from or contributing io this aggregate, Whiie the problem

"of achieving an asdequate capacity of the educational system-has by no means

been solved in many countries, a second policy concern has moved up alongside

this original attention to growth, This second concepn congsiders not just the
overall volume of eduoational opportunity and services, but also the way in

| which these services and opportunities are distributed across the populatidn.

' -along regional, social, ethnic, age or sex lines.

While this distributive aspect of educational development has becomd
in many countries an important item on the agenda of poiicy-mékérs, .
educational planning, 8ti1ll very much under the influence of a more aggregate,
) growth-oriented notion, has been slow to develop concepts, methods and
techniques for the design and implementation of plans which take existing
disparities into account and are designed in such a way as to overcome them,
‘~01early, this is not Just a task of disaggregating overall figures of
schools, students, teachers etc, The more important (and more difficult)
aspect of this distribution-oriented task in educational planning 1is the
identification of the factors that account for such disparities as are
found to exist, and the resulting ‘effort to take these factors into account .
in des:gning new educational plans which are geared towards greater equality,
Again, beyond the substantial amount of descriptive information needed on
the present pattern of distribution in educational services, a major
diagnostic research effort is required in order to understand why certain
groups in a population find 1t difficult not only to enter into an educa-

. tional programme, but also to persis; and succeed in it. In some 1ns€ances,
1nformation which is already available will have to be re-analysed and re-interpreted
in different ways {as in the case of regional statistics); in other instances,

new information, including information on the socio-economie and other

background of students and non-students or on the obstacles to educational

or post-school occupational success of certain groups of the population will

have tp be gathered - not necessarily by the planner himself, but in such

a way as to be easily accessible and interpretable by him,

If dealing, as the educational planner does, with the future of
education is already a delicate and often politically sensitive task,
addressing the even more sensitive issue of inequality and disparity in
education is likely to place the planner, together with his decision-making
colleagues, in an even more delicate position where not only considerable
prudence, but also a good sense of the 'art of the possible' are required.

& | -
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3. Quantity, Quality and Content in Educational Planning L.
" It is not ruch of an oversimplification to say that educational T
planning has so far been primarily concerned with how many people enter
into, pass through, and re-esmerge from the various seotors and levels
of education, and not really with what happens to them in the oourse of
this process., It has been assumed that graduates of the educational system have S
certain qualifications which make them employable or otherwise useful but -

it has never been an explicit concern of educational plannins to 1nquire -
into the conditions under which certain specified outputs or outcomes of
-the educational process are being achieved.

Our main argument here is that the anticipation and the planning of
the flow of people through the various components of an educational system : row
can not be separated from anticipating and planning the kind of learning
experience to which chey are theréby exposed, In other words, educational
planners will have to become cognizett of the factors thaﬁ‘account for
different qualitative outcomes of the educational process so as to be able
to plan for the reifforcement of those factors which contribute to desired -
educational outcomes while diminishing or eliminating those factors which
can be shown to lead to undesired outcomes - the criteria for what is or is
not desirable obviously stemming from the objectives which the country
has set for itself,

Having q;gued for such a more comprehensive, outoomé-onienied soneern
in planning the future of educational systems, we have to admit also the
scarclty of firm knowledge about what determines educational outcomes, It
1s here again that educational planners face an important researeh task in
studying the processes by which ehanges in educational systems lead to
changes or improvemants in educatiovnal outsomes.

) : ‘

In administrative and, as will be shown later; training terms, this
task will require a much eloser relationship between the conventional
agencles of educational planning and their concerns with quantitative flows,
and the concerns of both educational researchers and those professionals
who are dealing with developing the content and curriculum of education,
4, Educat’onal planning at subnational levels

One of the questlons that has been rarely asked in educational planning
(mainly_because the answer wns taken for granted) has been: Where does educa-~
tional planning take place? It has been generally assumed that educational
planning 1s a function which is closely attached to the national

9 .. -
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with a more. fgderal character have-for some time known planning mechanisms
at t?e level of state government (Republics in the USSR, States in Nigeria,
the Federal Republio of Oermany or Brazil). By and large, however, the
prevailins model of educational planning has been that of an aotivity

.. carried out at the central level, ‘ DN )

4

z

There are two reasons why we should begin to question this assumption..‘.

. First, there has always been, with or without atgention'by planning
specialists, a considerable amount of pldnning activity at levels below
the national centre of decision-making, Even where a central,.national
plan for the development of education was the only visible expression of
educational planning in a country, a great deal of less visible, subsidiary
planning usually took place at the level of provinces, local‘mommunities
and even individual educational 1nst1tutions. In some cases, the national
plan was nothing but the final, slishtly edited summation of various
partial plans .prepared at lower levels, s : v

Secondly, an ever larser nupber of countries is actively moving

in the direction of distributing planning as well as other functions over a
wider range of administrative levels below the centre, Involving local,

. provincial, regional commnities in the planning process is expected to
generatelﬁore commitment to its outcoazes or at least to improve the level
of commnication within the system, Planning bodies responsible for
a smaller and more manageable area or part of the population are belleved
to be more closely in~touch with Teality and therefore able to produce
more realistic plans than a remote planning qnthérity in a distant capital,
In some instances, deceﬁtralized planning is meant to increase the
participation of parents, teachers and studenfs in the pladhihg process,
Specific problems, such as the complex relationship between education

and employment, can often be understood and taken into account better
at the moré manageable level of';egional planning, For these and a good
many other reasons, recent years have seen a variety of attempts to
establish or strengthen planning mechanisms at sub-national, regional or
local leVels. Their mode of operation and especiaily their degree of
autonomy vary considerably from one case to another, and it will require
more comparative information than we have at the moment to arrive at a

useful typology of the various kinds of 'micro'- planning,

ERIC - % 10
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Whatever, for the case of any specific country, the reasons for the

1 increased attention to the possibilities and problems of ‘decentralized' or 3
c "delegated' planning, there is clearly the need for speoialiats in educa-
tional planning to become moreuoyatenatioally aware of this 'new frontier'
.of educational.planning and to inquire systematically into its specific
; . . bproblems as well as into the quantitative and qualitative training needs
' which result from it, g

—~—

S __yond the design of educational plans

S o

Ever since there has been a systematic ooncern.with educational
planning, there have been different meanings of the term. Most of these
meanings, however, have focused on th ”design of plans, and have lead to
various strateglies, methods and techniques by which plans for educational .
develOpment could be desisned, covering all the steps from ascertaining
information on’'both the status quo of the educational system and.future needs
for educated manpower to the matching of target dates with target achievements,
. sIn accordance with this'émphnsis on plan design, the training of educntional
¢ planners has been directed primarily to the mastery of the various tecnhiques
involved in these steps, ~ ' ' : -
_ It probably ‘took the conspicuqus failure of 8o many seemingly well-
’ designed educational plans tn make us aware of the fact that there ‘are J
,‘ other things to educational planning than merely'the design of a plan, and
that 1t was conceivable and perhaps even more appropriate to think of
educational planning as being xoncerned‘not only with the design, b%: also
with the implementation and, indeed, evaluction of educational plans.Already at
‘& relatively abstract level, it would seem to make sense to thigk of a eontinuum k.
./ or even a cyclical process in which the design of a plan, already anticipatins
the possibilities and constraints of its implementattbn, leads to an implem-

entation phase which is in turn permeated by a continuous evaluation effort

’ . out of which new corrective or reinforcing insights would g0 into the
'design phase of yet another planning cycle. ) . ~

Obviously, the frequent reality of educational administration and .

policy-making with its compartmentalization of functions is not necessarily
conducive to translating this more holistie notion of the planning process
into operating procedures, However, the dangers qf limiting the planning
of educational development to the design of plans and of isola®ing 'planners'
from the.groblems of implementation and the insights of evaluation are
such that a serious effort has to be made to rethink the relationship, and
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interaction between those administrative units which are, reapectlvely.'in :

charge of designing, implementing and evaluating p;dha-ror educational
development and to redesign the préfileﬁor competence for those whose role
it will be to integrate these varioﬁs components more éff;dtiéely than has
been the case in the past, One ¢f the most important elements of this
profile will be the ability to see the planﬁ}né prooess'in its entirety,
and to relate special skills to this encompassing perspective of the
planning process, . ' . ’

L]

II, IMPLICATIONS FOR TRAINING .

¢ ‘In this second-pgrt, we will revien'brigﬁly how the changes.in
educational planning which have beern dlscussed in the first part are likely
to affect the roléd and the competencies required of the people who will
be in charge of educational planning in the years to come, This review
should generate a first set of suggestions for the discussion of the need
to redesign some of our iraining in edqgational plann;ng. . ' -
1. The research component in training - -

Our first thesis had been that educational planning was bound to
fall unless it was based on a thorough understanding of the complex set
of. social, political and economié factors which bear upon'the devélopment
of educational systems, Those responsiile for educational planning will
require a sysiematid and rather sophisticated knowledge of the constraints
which these factors create in order té determine the degrees of freedom
within which education can exercise 1ts lgvgrage for development and change 4
in the wider society. Enabling educational planners to cope with this role
involves a dual ‘task: First, they will have to be made aware of the important
degree to which the development of educat{onal systems is conditioned and
determined by the state of the social system asdh whole, ard of the fact
that educational development and reform is limited to what the existing
dynamics ¥ soclal struccure, political power and economic wealth permit,
Secondly, they have to acquire the skills npﬂ&bd to analyse these forces,
their strengths and interrelaiionships, and to understand the ways in

which they determine what kinds of educational developments, changes or

reforms are realistically possible,

The first task will require, as an importan% part of all tralning,'
a critical exam nation of spme of the assumptions guiding the making and
the implementation of educational policy. Even though a great deal of lip

service has been pald to the close relationship between eccnomic development

| - ¥ -
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i .and sooial and political ohungo on the one hand. and eduoattonal development .
e L on the other, it i probadly fair to Ay that. the full Qatlnt to.whioh the e
:Jﬁgﬁ”" dcvulopﬂint of ‘educational syateus is conditioned by these non-educational

' .factors is less than adequately appreciated and understood hy those respon~

. ° .. . A
ﬁ?”- A ' While the first task has to do more with the 6onsciousness and
| perspective which educat: Jnal planners ought to have'as a frame of reference "
for their work, the second task rquires the acquisition of certain competencies
A without which the éétoational planner would be unable to obtain the knowledge

hecessary to place his task of planning the development of education into
the context.of the wider network of social, political and economic factors,
To do this kind of diagnosis well requires sound research lest the entire
planming effort should be misled -from the start. This means that a minimum
of research skills are indispensable for those who take the task of educational
... planning seriously. While it is not necessary that every planner becomes
a full-fledged researcher, he should at least be able not only to understand, . %
but also to assess and evaluate critioally the quality and significance of ‘
such research results as he may have to draw upon. This would 1nclude an
appreciation of the methodologies underlying research in the major disci- : ‘ o -
plines as well as the eprsure to exemplary pieces of research in relation
. " to the treatment of policy 1ssues‘§p which such research may be reijevant,
Wherever possible, partioipants in* éraining programmes should be encouraged
to undertake their own modest researoh projects or to pnrticipate in ongoins
" investigationz 1in order to aoquire'not bnly specific skills but the kind of
perspective that will help them understand bétter the aooial context within
. which their task is situated,
2. Distribution, disparities, equality in education
; If 1t i1s true that educational planning is called upon, as & function
of changing policy objectives, to devote more attention than in the past to
the distributive aspects of the devqlopment_of-educational systems, then
® ‘educational planners face a task for which they need to be more adequately
| prepared, It is one thing to project, on the basis of certain baseline data
land need projections, the numerical growth of the different components of an
educational system over a specified period of time, and another thing to
plan changes in the pattern with which this growth 18 to be distributed
across the various regions or social and othnio groups of a country..

.
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He~e again, an 1apor£ant diasnoatio ooaponoht is ihvolveds It is
impdsaible to plan for the reduction or elimimation of disparities in edu-
cation \unless one has a rather clear idea not only of the nature and extent'
of existing disparities but also of their underlying causes and conditions,

hIn the first_ingtange_}t ;s necessary to dﬁtermine, for example, in the case

AR

of regional disparities, why some regions enjoy a considerably better supply
of educational institutions and services than others, It is even more

difficult, however, to determine why certain regional or other groups

make mch less use of available educational services or are remarkably less
successful in benefiting from these services than other groups,

In addition to the ways and means of obtainihg these kinds of insights,
there are specific skills and methods which are partioularly relevant to a
form of educational planning which is more oriented towards providing equality
in education thah to sheer growth, In addition to various methods for
diseggregating indicators and statistics of educational development in order
to make regional, social, ethnic and other disparities transparent in more
detail, the'school map as an instrument of assessing some of the spatial
dimensions of educational development is a case in point, | L e

3. Understanding the determinants of educational outcomes

If educational planning is to move its concerns beyond the flow of

‘students through the various levels of the educational system to include the
h question of what happens to them during this process, 2 new timension is

likely to open up in the role and.ihe'training of educational planners, Most

'e&ucatioﬁal.administrationshave developed in éuch a way as to place ' educa-~

tional planning' units and those units. dealing with the contents and qualities
of the learning process at some gonsiderable organizational distance from
each other, Whéther and how this gap can be bridged in the interest of a S
closer integration of ‘'quantitative' and quaiitative educational planning
is difficult to answer in the abstract and will have to be dealt with in

the particular circumstances of each country. What seems necessary and
possible, however, is to provide educational planners with a much better
sense of the problems, constraints and possibilities involved in trying to
determine the outcomes of educational processes in more qualitative terms,
At the same time, those now responsible for the content and substance of
education, especially in terms of curriculum development, teacher training,
etc., could and should be made more conscious of the advantages which a
systematic planning approach could bring to their/fgix.

14
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In order to make educational planners more aware of the dimension
of qualitative outcomes of the educational process, it is most important ' g
to engage them in the ongoing discussion of how educational factors interact |
with non-educational factors (such as socio-economic background) in producing
certain learning effects, whatever oonclusions can be drawn frem existing

£
v
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research on the determinants of educational outcomes should be an integral
part of the training of educational planners, as should be the main
arguments in the controversy over the relative importance. of hereditary
versus environmental factors in learning,

At a more technical level,~educational planners should become familiar
with the process whereby general educational objectives are translated
into conient specifications and learning goals for purposes of curriculum
developitent, and should be familiar with both the substantive and the
methodological aspects of evaluating whether or not a certain set of
learning conditions has achieved the results it was designed to achieve,

4,  * Training for regional and local planning

The growing importance of planning at sub-national levels is changing
and enlarging the frame of reference within which we have been accustomed
to see the role an& professional identity of the educational planner. By
and large, our training has been geared to the planning tasks at the
central level, and even though many of the skills required at that level

e

would be Just as relevant to planning tasks at the level of provinceées or
lecal communities, planning on a more reduced scale and in closer proximity
to the reality of the educational system 1is likely to call for a somewhat i
different training concept, The specific nature of such a congept would _ "
be a.function of Just what level and kind ef planning is involved, If, as
some argue, planning at the regional or provincial level is likely to be of

a more integrated nature, the educational planner at that level will need

to underétand the development and planning problems in such related sectors
as health, agricultural production, housing, infrastructure development,

ete, Similarly, 1if planning, especially at the level of the local community,
1s to involve the active participation of the members of the communiti, a
rather thorough understanding of the social and political fabric of the
community i{s needed in order to maximize the benefits of such participation

for the p{anning process,



| Unlike the planner at the national level, regional and local planning
psraonnel have reference points for their actions both below and above in the .
structure of the administrative hierarchy, It is necessary ;o understand

these reference points and their function in the overall administrative

~network so as to bring ‘to an .optimum mntch the speocific interests and

e needs~of~th¢ area for which the planner s responsible and the broader

considerations and priorities in natlonal policies,

One of the strongest arguments in favour of more 'micro'-planning
in.education is the possibility of closer contact with the developmental
reality of a region of the country., In order to bring the benefit of this
clogeness to bear on the results of the planning process, the planner at |
the regional level has to make a special effort, and has to possess the
necessary skills, to understand and be ‘in tune' with the problems
and possibilities of his region or commnity, Here again, a major diagnostic
effort is required in order to make sure that whatever plan is developed
is optimally responsive to the particular needs of a given area,

Se Implementing and evaluating educational plans

In the attempt to arrive at a more comprehensive notion of educational
planning that would 1ink the design of the educational plan with its implem-
entation and evaluation in 2 continuing cycle, we face once again considerable
obstacles in the arrangement of ¢xisting administrative structures where the
responsibilities for designing plans and for their oxecution are often far

removel from eash other. Nevertheless, the need to overcome the 1noregsin‘

isolation of the plan designer is so imperative that, pending the revision of
some over-compartamentulized struoturés. an effort must already be made to
hava this notion of the design-implementation-evaluation continuum reflected
in tﬁe training of educational planners, At the very least, the design of
educational plans stands to gain a great deal in realism and feasibility
from a better understanding on the part of the designer of the problems of

‘1mplementing plans and of the criteria and methods for evaluating their success.

Since implementing plans for educational development is at the very
heart of educational administrations, we are opening a wide field indeed
for potential elements in the training of educational planaing personnel,
While no attempt should be made at this point to unduly limit this fielid,
1t is clear that the mechanisms of resource allocation (pudget planning and
control, ete.), the identification and implementation of specific projects
and the arrangements for the monitoring, inspection and evaluation of educa- ‘
tional developmerit are particularly important from the point of view of
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extend‘ns the perupective of the educational planner into the area of imple-

mentation and evaluation, P R
From this point of view, the dtatinction beiween plannins and

'admingstration' becomes more and more tenuous both from the point of view

of administrative organisation and of personnel training and reoruitment,

*  There may be virtue in ddopting the more. .encompassing notion of managins

the development of educational systems' which would 1nc1ude the

prognostic and design phase of educational planning.as e used to know it

as well as the various activities designed to assure not only the 1nplanentation_6r
the plan, btut its continuous adjustment in the lisht.of ongoing monitoring

and evaluation,

CONCLUSION
If the.concept and practice of educational planning is changins, it
becomes imperative to reconsider the preparation o. those who are to assume
major responsibilities in planning educational development, This paper has
attempted to indicate some of the directions which this reconsidération
might take; its particular assertions are subject to discussion, disagreement,
and modification as we gain a better understanding of how the process and
outcome of educational planning can be further iqproved~and better related
to the complex reality of soclal, political, and economic life. There
will und.ubtedly be new elements in the future training of educational
planning personnel, but there will also be the need to retain many of the
basic skills of the craft of forecastihs, without which the planning process :
may well rema'n so abstract as to loose its utillty for the decision-maker, |
Whatever the final outcome of this renonsideration, however, it 1is
clear that the scope of preparing people for planning the development of
education is likely to increase substantially:.more and more diverse skills
are needed to cope with a wider array of tasks and problems, This impiies
also a further differentiation of roles in the area of educational planning:
It is becoming more and more cifficult for any one individual to be sufficiently
competent in all the various tasks required in Planning educational development,
and a division of labor among specialists becomes indispensable, To 149ntify
the 'competence profile' for each of these specialisations and to translate
them into suitable training or retraining programmes will be one of the most
important responsibilities of national as well as international institutions
concerned with educational planning.
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