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II. EDUCATIONAL PLAimiNS WITHIN OVER-ALL DEVELOPMENT PLAKL.ING

(Summary of lecture 6 an 7)

Objective and. Scope of Educational Planning

The Final Report of the Conference of African States on the Development
of Education in Africa held in Addis Ababa (15-25 May I96I) contains the
following definition of educational planning :

"Planning of education is concerned both with governmental and private
activities in order to have adequaste éducation by stages and within defined goals,
offering each individual a better chance to realize his potentialities and to
make his most effective contribution to the country's social and economic

development..."
"... Planning of education thus conceived should be overall :(a) to the

extent that education is a fundamental and inseparable aspect of society and
its cultural and economic activities; (b) in view of the fact that the different
levels of education should constitute a well integrated and harmonious system
capable of effectively serving the unity of the educational process; and
(c) because of the need for coordinating administration and finance in order
to insure the effectiveness and efficiency of the educational service...
In a world of limited financial resources with many competing needs education
takes its place in the general programme of social and economic development.
Consequently, educational development plans should be made for each country
according to its socio-economic realities and the goals it tries to attain".

A recent report on an Exploratory Study on the Inter-Disciplinary Team
Approach to Educational Planning contains the following statement:"Educational
planning is defined as the designing of a national education system directed to
realistic educational goals, responsive to manpower needs, geared to national
resources for educational expenditures, and fully integrated with total
national development planning".

In both definition -the second being in fact a criptic summary of the
first- we find the basic elements relating to the objectives, the content,
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and the methods of educational planning. Here are, first, the achievement of

the fundamental and general objectives of education, including the direct and
most ohvious contribution of education to economic growth; second, the
interrelations between education on the one hand and economic and social

development on the other hand; thirdly the need for coordinating administrative
and financial resources to plan educational development in a realistic manner

within the possibilities of available resources; and fourthly the need for

integrating educational development with overall national development planning.

Planning avoid an unbalanced if not incoherent development of education.
It helps to minimize the element of waste by forecasting future needs and

setting up a framework or alternative frameworks for national action to meet

those needs. By relating educational development to the overall development
programme it permits the allocation of sufficient resources to education in

terms of the overall objectives of the development plan, and it minimizes the
risks of shortage or overproduction of trained manpower.

Determination of objectives and priorities

Educational planning, like planning in any field, is governed by the
fundamental objectives which are embodied in government policy on education.
In a study on the determination of objectives in planning1^, Debeauvais remarks
thpt it is necessary first to make a distinction between the different sorts

of objectives, owing to the tendency to mix them together and to consider them
as belonging to a domain reserved for the experts. Educational planning
presents technical aspects, but it is in first place an instrument of educational

policy. The experts only translate the political choices into detailed

objectives. The educators participate also in the planning process by their
contribution in matters relating to determination of educational norms,

reform of methods, curricula, and structure of education.

.. j..

l/ Michel Debeauvais, "La Determination des objectifs dans la planification
régionale de l'Education", I.E.D.E.S., Paris, Feb.1964
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Debeauvais distinguishes three sorts of objectives in planning :

political, technical, and educational or pedagogical. All three are closely
linked together. The political choices are submitted by the planners who
indicate, together with the possible alternatives, the long terms implications
cf the proposed choices and priorities. The Ministry of Finances intervenes
at the time of the determination of the budgetary allocation for the
educational plan.

The determination of detailed objectives implies the participation of
the educators, particularly in connection with the qualitative objectives
(educational productivity, educational reforms).

The educational norms and reforms proposed by the educators should take
into account the available resources as well as the priorities decided upon
at the political level.

But their interdependent relationships should not lead one to forget
that he is dealing with separate domains s if the technicians set the

priorities themselves, the planning process might be simplified and accelerated,
but the government will not feel committed by choices which it has not made,
and the plan runs the risk of remaining a theoritical exercice without

■practical value. If the educators do not participate in setting the detailed
objectives, the technicians may only project in the future the statu quo ,

or arbitrarily chosen norms, and the educational innovations or the possibilities
of substitutions will not be envisaged.

In order to guide the planning work the options expressed ih the
educational policy statement should not consist of a simple enumeration of
all the desirable objectives, but should rather define an educe,tional

strategy, an order of priorities, that is, clear choices. When the differences

between needs and resources are very large, the necessity for such choices is
imperative.

Of course, educational planning does not follow the same pattern in
every country, xoarticularly a3 regard of determination of objectives. In
some countries the educational specialists and administrators and the

advisory council on education may play a.preponderent role in the formulation

. a ! • .
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of fundamental objectives. It should be further observed that all the

planning technicians do not have to cone from outside. Sone of then are within

the Ministry of Education.

In educational planning there are degrees of choice and many possibilities
of alternatives or substitution. - 'The educational system itself of course is not

substitutable. Every society must have an educational system, Ho
civilized society is known to-day to spend less that about l°Jo of its GEP on

education and none nore that about 6/0, Between these two percentages huge
resources are involved and important possibilities of resources substitution

arise, not only as regards the size of the educational efforts as compared with
other economic and social programmes but inside the educational system itself?/

.Among the area of choice, there are major ones as regards the place of
education in social programming. Those choices concern the overall aims of

education, the distribution of the educational effort by levels and by regions,
as well as the timing of educational investment in relation to other social

objectivesAs an example, one may cite the following í Should a country
establish universal literacy and primary education first, as a sine qua non

of its development programme, even if the effort to do this would reduce
the overall level of living and delay overall development? Or should it
concentrate first on measures which raise national means in order to provide
for universal literacy end primary educa„tion at a later period when it can be
established with less sacrifice,

Approaches to educational planning

Educational planning is approached from different peints of views by
different persons or groups or countries. H.M. PhillipsMentions five
different approaches but indicates that usually combination of methods is in

operation.

One approach to educational planning is known as the "manpower approach".
It is based on the fact that the direct and obvious link of education with

economic development is through the knowledge and skills it produces in the
/• • / • •

2/ H.M. Phillips, Unesco/AD/AS/ô, 1564,
3/ Ibid...
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labour force. By this approach an attempt is nade to foresee the future

occupational structure of the economy and to plan the educational systen so as

to provide the number of personnel with the qualifications that structure demands.

However there are limitations in this approach. Two of them are inherent
in "the method itself. First manpower forecasts can seldom, be made with

reliability beyond short-term periods of five to eight years. Secondly, the
educational component of different occupations changes with technological
progress and the rise of educational standards. On the other hand the

occupational needs of the economy are not the whole of society's needs for

education, and the other objectives of education cannot be obtained as by
products of the training for occupation ,

According to an OECD study^another "approach, while more difficult to
name and to describe is actually easier to accomplish, although the
interpretation of the results is not quite so unambiguous. This for want
of a better term, may be referred to as the "cultural approach" and involves
a determination, in terms of standards that cannot be precisely defined, of how
much education it is "necessary" for the country to have without attempting
to specify whether the "necessity" is dictated by a desire to promote individual
fulfilment, good citizenship, equality of opportunity, more economic growth,
political and social stability, or any other ends for which education may be
conceived to be the means",

This method is less precise and objective than the first from the point
of view of providing a concrete frame of reference for the establishment of

quantifiable targets corresponding to employment needs and possibilities.
But it permits to take into account the qualitative needs which are sorely
needed in emerging countries, such as for instance the need in Africa for the

development of African culture, of civic and national consciousness as against
exclusive tribal loyalty, the development of personal initiative as well as

those qualities which make for innovation and are so important for economic and
social progress.

Sound educational planning must rely on both these approaches for neither
can logically be employed alone. The cultural approaches (for want of a

better term) is necessary because economic growth is not the only objective

———— • •/..
4/ OECD: Forecasting Educational needs for economic and

social development, p.15.
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of society, and no one could maintain that the sole function of. education is
to contributo to that end. On the other handr to ignore manpower requirements
would be equally unsatisfactory because irrespective of one's interpretation of

■ 5/
the social role of education, it clearly has vocational implication ' . .

Steps in dducacionnl Planning

Planning implies a process by stage. We have seen that it is governed
by the fundamental objectives embodied in government policy on education. The
formulation of the fundamental objectives as well as the various stage of the
planning process implies an assessment of the whole educational situation
bn.sed on a series of basic data which are demographic, sociological,

educational, occupational, and economic. A thorough assessment of the existing
educational system is a prerequisite. Furthermore if educational development is
to be integrated with the overall economic development it means that a long term
economic plan has been formulated or is well advanced in the process of
formulation.

In his study mentioned earlier, Phillips listed the principal points
to be taken into account in any attempt at comprehensive educational planning
in relation to overall development. Thirteen such points are listed which
correspond in fact to as many steps in the planning process.

1. Projections have to be made of the future size and demographic
composition of the population for a period of fifteen to twenty years. If
possible the school and university age groups should be shown on a year by
year basis.

2. On the basis of the data thu3 obtained (as well as of other data
mentioned earlier) a social minimum demand for education may be postulated.
This minimum may be taken as compulsory schooling for every child for a

certain period of year, or it may be in a very poor country some more modest
target. The minimum objective* whatever it may be, will need to have a target
date set to it for its achievement.

.. j. •

5/ Ibid.
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3. The next requurement is to obtain the long-tern plan or the best

possible long-torn projections of the economy by sectors and sub-sectors.

Failing detailed projections some future profile of the economy will have
to be assumed.

4. The levels of activity emerging fron point three have now to be

analysed to establish the nanpower requirements which flew from them.

5. The occupational data so obtained needs to be translated into its

educational component.

6. The foregoing analysis will have produced estimates of the derived
social minimum demand plus the occupational demand for education over the

planning period. It is now necessary to add the additional demand for
education to cover (a) demand over and above, .the social minimum and the

occupational demand to cover people who will not enter occupations but whose
education is_necessary for the objectives of the development plan (e.g. women

ir-'. r\ » ! >' \ h,n V *: ,1 ; • HQ
at home); (b) provision for switches made by students in mid-stream, end other
forms of "turnover"; (c) education in excess of demand to the extent that
education is a field in which the existence of supply creates demand; (d)
additional facilities for formal education to meet other national objectives
not already taken into account; (c) adult educational literacy campaign.

J 4 The quantitative changes required at the different educational levels
to meet the estimated demand have now to be assessed. This involves

translating the total educational demand into the outputs required from the
different levels of the educational system. These outputs have then to be
provided for by enrolment imputs, taking into account anticipated rates of
wastage and drop out, and rates of movement between educational levels. A
time period has then to be allotted to securing the necessary expansion of the
educational system. This period depends upon the logistics of the educational
process. Out of this analysis shohld emerge one or more projected pyramids
of educational expansion with the time schedule attached to them.

8. Vhile these pyramids will constitute the broad basis for the overall

planning of education in terms of numbers of pupils at the different levels,
and so indicate the number of primary, secondary and university places
needed, detailed assessment is needed of subjects of study within level

«. I« «
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and of qualitative changes required, (Many subjects of study will require special
physical equipment and varied training period), The assumptions on these issuect
will affect the subsequent cost estimate.

9, Other qualitative aspects to be assessed at this stage are : the degree
of efficiency to be expected from the educational system in the pedagogic and
social environment, whether the content of curricula and selection criteria for
the different educational levels are effective.? whether the educational system
is so organized as to exploit to then- maximum the more indirect economic
and social gains from investment in education.

10, lhe comparative cost and efficiency of alternative technologies of
teaching and teacher training methods to produce the same output has then to be
studied. The technology of teaching chosen and the number of teachers per class
Till influence the amount of teacher training required and the amount of
mechanical equipment needed. The unit costs of different, types of educational
facilities will need to he assessed. The total changes required in the
educatiônal system, both quantitative and qualitative which have emerged, had
then to be costed.

11. These costs have now to he studied in terms of the availability of

future rosouro.ee and their competition with other expenditures required for
the development plan.

12, At this point arises the most difficult problem of all, It involves
the reconciliation of the education programo with the overall development
programme, This reconciliation requires tnat s

(a) the education programme is not so high in real cost as to be
inconsistent with the achievement of other targets in the

development programme.

(b) the physical capacity of the "education industry" is such that all
the education requirements of the final overall development

programme can be met.

13, Given an adequate pattern of development on the supply side, the next

stage is to sxudy the incentives or other measures required to goide pupils
into those particular studies, and school leavers into these occupa-tions,

including questions of the wage structure and prestige of the different occupation;
Students' and parents' preference have to be foreseen and guidedfThe actual and

possible flows between the different levels and sectors havo also to be studied

having regard to pedagogical standards and selection criteria at prosent in

operation or desired.

I




