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EDITORIAL

During the first week of June, 1995, the Comparative and International
Education Society of Canada held its annual meeting in Montreal. A new executive
board has been elected with Eva T. Krugly-Smolska at the helm. A new editor ieam
for the Canadian International Education Journai is also being formed, and the Journal
will be again heading West in the near future. Changes come but the Journal's mandate
remains the same as one of the main tool serving the comparative education populace,

Toward this goal, the present issue assembles authors of different origins and
subjects regarding various parts of the world, G. Dei stresses the importance of
African Studies in and to the Canadian public school sysiem and discusses the
challenges facing teachers and educators. Exploring the linkages hetween the diverse
concerns of Continemtal Africa and Africans in the Diaspora, he proposes some
necessary changes to improve African Swdies within the existing Canadian education
SITHCTUTES,

T. W. Mouat, E. Choldin and M. Zachariah investigate the critiques of
global education put forward by certain Christian fundamentalists and caution about
the possible effect of the fundamentalist eriticisms which are narrowing only on the
transformative perspective.

I. 0. Mankoc continues D. 7 Gamage's article in the last issue and suggests
that from the many attempits in Ghana, ensuring prassroos participation seems 1o he
the mdst < ffective solution to improve the education system, But this must be supported
by the wop administrators’ willingness to divest nower.

5. Majhanovich with L.. Majhanovich review recent trends in migration in
Europe and the accompanying problems in education placed upon ihe host countries.
Part of these problems may be resolved by applying some examples from Canada, a
naticn with much experience in the schooling of immigrant children and adults,

R.P. Asagwara points out a classic case of welifare politics using the example
of the MNigerian education policy between 1966 and 1976. Success achieved by the
military rulers benefitted the political leadership more than the population and the
political communiry.

In the book reviews, R.P. Coulter finds a thorough research with a readable
prose to expecting mothers in K. Arnup's Education for Motherhood:  Advice Jfor
Maothers in Twentieth-Century Canada. B.D. Teanyson finds reinforcement of
Asagwara's article in Bacchus's Educarion As and For Legitimacy, this tme in the
West Indian sewing. In L. Rooyen & N, Louw’s Sexwality Education, a Guide for
Educarors 1. K. Sharpes sees a good framework in which parents and educators can
work together 1o build understanding about sexuality education.
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POTENTIAL IMPACT OF STRATEGIC PLAN NING
IN DECENTRALIZING A SCHOOL SYSTEM:
THE GHANA EXPERIENCE

A Report by
Joseph O. Mankoc
Faculty of Educaiion
University of Alberia

The governance structure in Ghana has been eentralized Tor many years, with the
the government issueing pohcy decisions to the districts for implementation, Centralization
slowed development elfons, so for many years attempls have been made af reSiMUCIUTIRE.
In the main, these aempts involved the appoimiment of commitiees and commissons 1o

ecommend reforms, but their implementation was plagued with problems, including dual
allegiance of local officers W their national and regional superiors, and the imefficient
utilization of the scarce resources available.  Mosl recently a new commitice, Public
Adniinistration Restrucwring and Decentralization implementation Commillee (PARDIC),
formed n 1983, proposcd now mMeasures. [ts policies were direcied al improving
government services by ensuring grassrools participation. These propusals werc pardy
implemented 1o some  degree,  bul decentralization of educational reforms remains
anfinished. One reason may be that the government decemtralized throughout the country
at onee rather than in phases, as was suggesied by some stakeholder groups. Resources may
be madequate to support broad-bascd reforms.

Thiz paper reports findings from a study of this falering atempt at reforms. Cne
conclusion i that the school sysiem, with only some reforms effected, has experienced lew
henefits, including the intreduction of new school programs, and increased attention ko siafl
development. The system is still grappling with problems: insufficicnl resources, lack of
commitment of local communines, constraints of centrally determined rules, and tap
administrators unwilling to divest power, Thus the program implementation has nol been
effecuve.

To effect program implementation, strategic planning is necessary. Some planning
had been done, but SOme IMpOCtanl iS5Ucs need to be reassessed. The sirengths,
weaknesses, opportunities, and threats in the enlre Sysicm must be adiressed. More
importanily, strategic planning should include planning, snalvsis, implementalon,
monitoring and evaluation. Important questions need o be asked including: Where are we?




Where are we pomg? How do owe gt there? [low do we eonfrom the ohateeles thas may
he met? This mav be an effeclive descey towands achieving sscesa an sefisrmt,

Pendand pluseurs anndes, la struchore gouvermementale au Ghama 3 &od
cemdralinde O et le pouvernement qui envoyait les décions de poleiqees aux districts pour
les Fanre 2ppihquer. Ceitte centralisstnsn a ralenti les efforis de développement, ainsi penidane
phizkeurs anndes on avaif csaayd § réorpgenizer sdminisiration, Les tepadives de réfonme
en prod, contitiaient 13 création des cormibés of des commission: pour recommander [a
marche d suivre, mais be résuliad a €1 criblé de probliEmes: unc double boyaute des calres
hecaux envers bours supéricurs pahionaux amae Que sépisnans, ¢ idlsaton poo eMicace
de maipres ressaarces, Mut edgemment, um pouveaa oommutd, le Commild powur S rerlrzatia
dr la déceniraliearava 21 e b réorparizafion de [admoniitranon  pabiipue [Pabic
Admemistranion Resiructurmg and [Decentralizateon Implementatson Comimutice [PARDHO )],
forme en 1983, 3 sweperd de nouvelles meswrres. Sed polnsquez e som dirgpfes vers
Famélioration des services pravermementana avec fa pastscipation da pouple. Une pardie
de ses propossdims am I8 réalises b un comain deprd | mais 8 seslant besucanp 4 faire
avec la dicentralizabion. Ulne des raisons ¢'esf gue ke pouverpement a vouln décentralizser
tnul be pays on unc scule fois, au licu de le faire en plusiesies Glapes, comams avaicnt
suppltrt des progpes imiérersds, [exs ressouarcoes o' ddaemd =rlTisanies por des réformes 3
eramele &chelle.,

Cet agtecle rapporte les constatetions d'ome Ctude fake sur ceme tentative de
rifnrme mal assurbe. 1 Cne des eonchuskons st qies = sysifme scolzire n'a presgee reen
Fagnt apritx avorr #1E achd par quelijaes réformes, lelfes que Pindrodpchion s poseesne
proprammes, ef Panpmentxisnn du développemem de personnsl. Le systme dol escore
hetter comles e multmles prohiEmes: des ressoances imalfisamies, ke RELITHS d'ﬂ|g:|g-r-r|ﬂ-gn1
des commumantts trgales, fen eompeainies des rfpulabiong priset an pivean central, et le
Felad des admmitratear: supérears ad parage do potvvair. La réalssation du propramme
e el pas fire eMicace

Frapr hien réaliser vn programme, chest picessxime A avoir un plan stradépigpue,
v a ew fes planifications, il ¥ a awssi 4" avtres probiEmes importants & Evaluer. 1 Taml
premdee e cormsybirmtinm e selsdné, fa fiblesse, les oppmtunigés, ot les mecnaces
swanime en cobker. Plee impottant encare, le plen strardgupue deviail compremtes e
planming, b amaleses, [a réalmatmn, ke oontrile e 'évaluaton, Les questions imporantes
e 'om abasl se dgmander soni: (8 smmes-nous? O sommes-nout albs? Comment
potvnmoneies ¥ arrives T Comment poary ont- ot surmodier e obetacles rencominée™ e
pevit-ire pee gpatipee clfeccace pinir péiciter A cfalicer les rélprmes

Decentralization as an administrative process in Ghana has been aimed
al amproving the delivery of government policees, services and programs. The
process has meant pravisiing opportanitices to the lower level administrators as well
ns prosspeots o participate in deciding their peeds and contributing o the
development necds (Okulo-Epak, 1989}, The need for such participating arizes
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from the evidence that it is becoming increasingly problematic for L povemment
tn provide adequate social services ¥ & time when resources are declining, The
serm decentralization has been used 10 & wide Tange of conteats hence, wrilers
have nol agreed upon a common definitean. In Ghana, the policy of decen-
iralization, as currently being pursaed, refers to "an imer-organizational {ransfer
of power to geographic units of local government Iving cuuside the command
srructure of central povernment,” (Eghan and Odum, i989, p. 78). From this
perspective Ghana's effort aq decentralization policy 1% examined.

The Rationale For Decentralization in Ghana

For many years, parlicuwarly since February 196 when e first civilian
Administration was removed from office by the miliary, it has beer considered
pristent to transfer decision-making power down the administrative hierarchy o
the grassroots in Ghana. The economic constraints facing the country indicated
that the povernmen alone could not shoulder the responsibiliy of providing ali the
resources for education in Ghana, and that the communilies who are (he
heneliciarics of education, could be asked 1o contribuic Lo the cost of educalion.
11 the local eommunities are being called upon 1o provide 3 sulstantial amount of
the resources for education, then it seems plausible thal they should participaie in
educatianal decision-making in accordance with the adage: “*1e who pays the piper
sslls the tune.” In doing so it is incumbent on the planners (o avoid pitfalls by
taking lessons of success from clsewhere.  Indeed, citizen participation in
decision-making 1% consistent with the traditional system of deciding on commmunity
matters, Bonsu {197 1) pointed out that popular participation in local administralion
' ax a long history in Ghana, Even betore live British rule, the Chief in 2 Council
was reaponsible for local government in his administrative arca. By custom he had
1 eonsult the mass of the people through their chosen elders belore armiving a8
decisions which affected the welfare of (e cossumunity. This welfare, of course,
included the provision of basic education. In spite of such history of traditional
participatory  decision-making, the governance struciure in Ghana had been
centralized for decades with decisions and direclives issuing from the natkonal
capital to the regions, from the regions 1o the districts, and from the distracts Lo
the schools. In education George (1976), noted thal in Ghana's cepdralired
governmental strecture, formal education, like most matiers, was a Central
Government responsibility. The Central Government established pahicy and passed
legislation governing the organization and administralion of the formal educational
system. The Education Act of 1961, for example, prescribed a public school
ay=tem that was provided amd contredied by the Central Ministry of Education. The
sinistry at the national headquarters in Accra was responsibile for policy,
planning. curriculum resenrch and development, and other madters. §f was also
responcible for the nine (mow [en} Repional Education Offices (one 10 each
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iond BEach Regional Office was headed by a Regional Education Officer. Under
each Repron was a number of Distreer Eduemion Offices cach headed by a District
Caucation Officer, Those in charge of implementation ot the lower levels were
then expected (o implemcnt the Ministry’s decisions with fdelity. Under such
adminisirarive structuree, George (1976 ) noted tha the responsibilities of the local
povernments were those assigned to them by the Central government and were
limited to comributing some funds for public elememtary school and managing
them. The Minister of Education himsell formulated policies mostdy with the
approval of Dr. Kwame Nkrumah, Head of Siate and first President of the
Republic of Ghana. Bretion, cited in Bray (1984 p. 17), peinted to the stifling of
innovation in Ghana during the early 1960s when even minor decisions had 1o
await Numah’s personal approval. He suggested:

As a resull the learnmp and correcting capacity of ihe government  and
administration of Ghana was submerged m a welter of wrational, coniradicring,
erratc, highly emotonal perspectives concerning evens al home and abroad: the
learning capacy of Ghana was roduced o the weaching capacity of Kwiume
MEmmah,

The administrative siructure of the povernment called for change, The
rationale, s pointed oul by Salu (1971), was that in a decentralized sysiem local
mihorittes were the real decision-making agencics with a certain amoumt of
sutenommy and independence. The peneral fecling in Ghana then was that a real
devointion of decision- making power was long overdue, Centralization had slowed
dovan the development efforts of the people, The Public Administration
Resrpcturing amdd  Decentralization Implementation  Commiltee  (PARDIC)
appeoanted an 1983 e waork on the decentralization policy pointed out that “the
surest way of prolonging the developmen erises Ghana found hersell in was for
the contral government amd ity ministries to continue o usurp the right of the
poopie of Gihana to mabke therir own decstons reparding how o work themzelves

i1l of 1the crisex” (Cghan & Odum. 1989, p. 70).

Peovions Elfons at Decentralization

Asihun (1992 recounted that, from 1949 onwards, several comnutiees
arc! eamssions of mguiry were et up o review the administrative structure and
recommend reforms.  Chatstanding amaong these were the Watson Commilles
{11, Sir Coun SHEY Commiitee { PO Ear S}flﬂ'r'llf']" r"l'llii[ﬁ-l.'lll'l Commizsion (1951),
sir Frederick Boune (1955), The Greenwood Commission (1957, The Regpional
Lonstitutional Commission {1957), and The Akullo-Addo Commission {1965). All
Hrese bodics made conclusive recommendations for the transfer of decision-making
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authority from the cenire to the local levels. These recomumendalions were,
however, nol known 1o have been [ully implemenied.

While several past commutiees and commissions Mwde recommendalions
towards the implementation of a decentralhization policy, Key coniributions were
made by the Mills- Odoi Commission which was appoinied in 1968 10 review the
strciure and remuneration of public services in Ghana, The Commission found
the government of Ghana highly centralized in Accra (Eghan amd Odum, 193%).
The Mills Odot Report thereflore recommended that

. . . mm arder 1o improve efficsency and o provide a machinery of govemmend
bemer desigwed w0 acomnplish programs for rapsd social and  economic
developmenl, there should be radical decentralization of many of the funclions
undertaken by the central gaveramenl.

Administrative contool was to be transferred o local adminisirators who
would decide on their own prierities and implement them, of course with financial
assistanee from the central govermment. The implememation of the Mills-Odos
proposals was, however, opposed by conservative eclements within the Civil
Service on the prounds that they werne 100 radical and unfamiliar. Top civil
servants therefore pleaded for a complete rejection of the proposals. Instead of
decenralization, the top officiais favOured. the delegaion of powers o the
fRegional and District Authorities. Some heads of depariments did not Fike te idea
of decentralization because they fell it would weaken their grip on their regional
sl district  subordinates (N, 1975y, Such  sdministrators  perceived
decentralization as partial loss of power and privileges. For the decentralization
1 work a the lower levels, the co-operation of (0P civil servanis was noocssary.
Thus, as Asibuo (1992} pointed out, from the period of the Tirst military rale in
Ghana amnd even before that period, the policy has Been considered by successive
povernments. Then in 1971 the government, aficr a critical assessment of the
administrative machinery, posed a major question o the people on whether the
relationship  (including control  measures) belween the central and  local
povernments was salisfactory. The answer was an overwhelming “MNo”™ (Bonsu,
1971). The idea of selling up commiiices 0 re-examine Lhe governance sinciure
wis revisited when committees such as the Oko Commission was appointed in
1976. The Oko Commission formulmed an operational framework for the
decentralization exercise, and recommended comprebensive planming so that the
decentralized programs could be expanded later (Eghan and Odum (i%8%). The
Commission’s work had some impact in the sense that it led o a Rural
Developmenl Project with the assistance of the United States Agency for
Intermational Development (USAID). The decentralization policy had, however,
not taken off completely. Later, other Committees were appainted (o examine the
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ixgipe arel mnke farther recommendations, Among these committiees were the Kakn
Kytvma Committes amd (he Sackey Committer, hath on the Restructuring of
L imizteriaz] Orpanizations, the Koffuor Committee and the Asamnah Commitlee,
bouh on the eceniralization of Matiopal Administration sl Orpanizational
Structures, andd the Sowu Committee on the Formlation of the Coment of
Soci=-Feomymic  Devclopment Programs for  Decentralioed  Mational
Admimisrearion, Most of these Committees were formed in 19R2, The Sown
Committes, Tor example, wennified the poals of Ghama's decentralization as
fnllpaies:

power should be truly reverfed o the people;

ns many people as possible should take part in decision-making process

ot affect their lives;
there should be meobilization for production and distribution:
Iwere shauld be accountabilify,

However, il scemed that the position of the top civil servants from whom
power would he iransferred (o the people at the local jevels remained virtually
nnchanecd . Further attempis a3t the implementation of the policy Ffasled partly duoe
by the Enck of sapport feom the top civil servanes, and partly dee o oilher canzes
as well, Felon amd Cufum (1989, p. 120, tsied the ather catses Tor the failure o
implement the policy in Ghana as follows:

f. the sloal zllepiance of district deparimental offscers o thew repional and
eficonal heads on the one hand, amd o the District Chisfl Execwlive and the
Nreepsct Conncibs on the other:

2 peror channels of communicasinn betwcen il disdrict Jepartmental heads and
the Dimtricl Chiel Executive, whech agrained their relaponships;

3, the peneral unwillinpness on the part of most of the districd deparimental bheads
to pooperde wilh the Distraed Chiel Executive, largely because most of the
district heads were of higher status than the Disirict Chiel Executive himsedf:
4. lack of well-traimed ard experienced deparimental stall (o work ar the desersc
bewel;

5 imadeguate ofMice amnd rendential sccommosdatoon 3 the ditrict bevel 10 atract
mare officers of the right calibre;

. half-hearied commitmem on the part of governments o see through the
implemesniation of che decemralizaion proe ram.

Crirrert Efforts af Decentralizelion

The cansex for the fatling in deceniralization atfempis suggest that there
was one basic missing facror -- the lack of comprehensive planning that wauld
sericasly seek ingmat from thess wwho would be regquired to implement the policy.
Such wputs would have 1o be sought Irom the national top ofTecials and those at
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the local levels -- district departmental feads and stalf and community leaders,
Indecd, as Eghan and Odum (1989, p. 249) drawing an example from the
temperate world, contended:

It is inconceivable w see how without planninag and the admassion af medvsduaal
citizens 1o their primary responsibility to themselves for the well being, people
wh live in the harsher parts of the world in the lemperate rones would survive
winters during which no food could be grown,

The current efforts at restructuring the povernance structure in Ghana are
based largely on the proposals made by the Public Administration Restructuring
and Implementation Committee (PARDIC) which was appoinied in 1983,

The Public Administration Restructuring and Implementation Cemmittee

When a new government, the Provisional MNatonal Delence Council
(PNDC) assumed office in Decenaber 1981, fresh attempts at deceniralization were
made. One major effort made by this povernment was the establishment of the
Public Administration Restructuring and Implementation Committee (PARDIC]),
mentboned earlier, in September 1983 (0 make fresh attemgs an restructuring
public administrstion. The goal of the PNDC Govemment, bike the previous
povernments, wat o involve as many people as possible in decision-making in
matters affecting thern (Eghan & Odum, 1989). Accordingly. the PARDIC was
charged with (a) working cut modalities for naionwide implementation of the
ministerial restructuring and decentralization program, (b) assisting in the
implementation of the program, and {c) arranging public educalion back-up for the
program, among other things. The work of this committee culrmnated n the
decentralization of 22 government depariments including the Ghana Education
Service (GES) in 1987 (PNDC Law 107).

Decentralization of the General Government Siructure

The recommended restructuring made by PARDIC, of course, stll
depended on the goodwill of the political and administrative officials working
hand-in-hand with educational planners., Most of these recommendations towards
decentralization were accepied by the governmeni, The PNDC began by
establishing District Assemblies in all the 110 political districts in 1987, The
Assemblics were new  administrative  struciures  created o support  the
decentralization of government machinery at the district leveis, The process was
intended 1o embrace the prople a1 the local level through allocating specific
functions to: (1) Town/Arca Organizatiens, (2) District Organizatbons, (3}
Repional Organizations, (4) Ministierial Organizations amd (5} National
Coordinating Organizations. As a result of these recommendations, the structure
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of Govermmicnt Machinery and District Development, as noted by Anvesicy,

Lye, Awep-Boateng, and Dotse (1OHD, p. 44) was made up of (1) (Hece of the
FETHC ) Mamsteral Oirpaneeation, (3] Regional Administraion, and (43 [hsirice
% e lEisiint &t {0

The (e of the PRI was the highest polincal, adonnistrative and
e dmive bewdy i Ghana, This office was divided in Iwo main partg: (1) the
ERIDC Secretariat which seeved the PNDC members, and {2) the Secreiariad of the
PR Member and Chairman of the Commitice of Secretaries which served as
Ife cofined secretaniat of the povernment. Al this level inpaits from the subordinate
prenms of the povernmen were concrelioed inte policies. The policies were then
commnicared and dnerpreted 1o other institulions, The necessary instindional
paocedures were then prepared for their implementation and enforecnwen

The PARIMO, among its recommend st ions, stated that all Miniciries were
I be decemralized with rhe exception of Defence, Internal ATairs, Foreign
Affadrs and Justice (Cphan & Cdum, 1989). Today each Ministry lias four main
thivisions)  Policy Planning, Progeamming awf Budegsting, Morioring  and
Eealuation, Hesearch, Seatistics and Manpower Dewclopment;  Information
Mannzement and Public Relations: and Generad Adiminisiration,

The restpuciuning of the Ministerial Qrganizations was extended o the
Repiondd Adminisirsion, The reason was (o give meaning 1o is rale as a buffer
berween the Central government and the Districis and in promoting development
o the lewal level, Each Repional Administration has pwo diviseons: Administeation
and Development Programs, cach bheaded by a Director. Umder the Diserict
Administration cach disiricl has the District Assembly, the highest political amnd
midminisieive body im the district. The objective of coenting these assemblies was
e extend the restmectering exercise beyomd the Repional Administration 1o the
I3serict level, Each Asscmdy has an Excoutive Commiitee with five sub-
eamnrnittees for (1) Economie Development, {2) Social Services, (3) Technical ancd
Infrasimecrure, (4} Justice amd Security, amd (5) Finance amd Administration,
FEducational matters peculiar 10 the District are presended first o the Social
Services Suh-Commites which submits them 1o the Assembly lor debate and for
a decision 10 be taken. BEducation matters, for example, are not supposed (o be
referred 1o the regional or the national headquarters any loager, Wih the coming
into exislence of the 1992 Constitution that ushered in the Fourth Republican
powvernment of Mational Democtatic Congress (NDIC), decenralizatbon i being
implemented under the NDC administratson,

A nambee of problems have developed as a3 result of the dual hierarchy
oof adeinisirafion — the central povernment aid the local (disireet) adminestration
iLocal Government, 1994, pp.3-4). A few years after undesniaking the rescruciuring
creicise il has been obasrved that:
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I, The condral powernmmicnl agercuss are encroaching upon e nighis aml
respomsitaliiees of the weaker bocal governmenl bislees. Hesources have been
-|:|-|_|p|1-:-;||i:d betvween lpcal government agencies and central goveconment hogdses | are
il fully usilized, and have been parfially wasied.

2. Tha varksis sdmamistiative bodies do nol have sufficient comsultations with
cach other. The limied resources available 1 each are therefive desipated
without the reguired impact expecied by reason of the e of the upal =&
personsel and marerial resources.

1. The shaep distingieon between central amd local govermniend agen<ies has only
served 1o ercate & poor and dotoned image of local governmend as a carmupt,
ineMicicmt and worthless relatwon of the central governmend. This developmend
has oot incubcabed i the Citizens the Cvee relatsnshp which woulld enable tBem
e sew thomsclves 35 part of the whole system of government and admenestration.
4. The karge number and small sizes of the local cosncils have made it &ffeculy
for the local government hodies 1o ralse enough revenue 10 finance local services
delivery including education.

As a result of these and other problems that have confrontcd they sysiem,
Advwol (1992, p. %), the Secretary (Minister) of Local Government observed:

. . no effeciive decentralization has taken place yel. The I so-called
decentralization depariments conbinug B repact 10 Accra (e nalesins] capmial]
through the regions, Theer staff are appointed, promated, ped, and disciplomed
from Acera. Thekr enabling laws and mstruments retam theer haghly centralized
characeer. And the sialT atdend meeetings of the District Adsembly mooe ol of
fear or respect than oul of any legal obligation. So thal s onc of the majd
unfinshed businesses of decentralralmn.

Addressing this problem of unfinished business requires mare cffective
plamning. The multiplicity of commiltess appoinled by previous governmenls Lo
deliberate on the decenralization, and the lack of success al decentralization
supgest that planning may be part of the solution. The failure of the palicy has of
course affectad education as one of the 22 depanments supposed o have been
decentralized.

Decentralization in Education

The Restructuring Commatltee (PARDIC) proposed the struciure of a
minisiry (o include

(a} a comprehensive local government sysiem

(b) a new structure of a four-ticr sysicm, and

(c) District Councils a2 basic administrative uniis,
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The district was the basie decision-making unit. In edueation a maior innovation
was the appointment of Directors of Education to head each of the |10 educalion
cistricis in the coumry. These direciors were desmed 0 be experienced
educntional adminisirators whao could make quality decisions irﬁ:r_‘!ing educntion
in their districts, Prior o these Appointments, school districes were hemded by
asststant direcrors. Distriey Directors' decisions were, however, subject to the
nppraval of the Services Committees of the Districe Azzemblics. Within ihe prhblic
school structure, another reform was the introduction of 3 new junior secondary
mel A senior secondary school system 1o replace the old schon) syslem,
Communities which had foa fow sudents and henoe low schoal enrallments were
b prill resources topether in form one secomdary school for efficiens utilization of
resourees. In any case, by their lacations, no COMMURNity was o be farther ihan
five kilometres from (he nearest secondary school. Junior Stcomdary School
Implementation Commitiees were et up ot the towntvillage and districy levels,
Their mole was 10 menitor the operation of the new schaols, Headmasters with the
requsite qualifcations amd EXPErience were recruited o head the schoaols,
rarticularly at the junior and senins secondary levels. Shont seminars aimed &l
npidating fheir adminisrrative skills were organized for them Crash programs werp
e moumnied for reachers ra upRrade their teaching skills, Emphases were placed
i pracrecal snhjeers inchoding CATPERITY, matonry, tailoring, auro mechanic,
technical deawing ang conkery. With theee preparations the new sehaal system
Foak off mationwsde in Seprember 1987, These preparations mast he appreciated.
Pricr tes these refor s, eonsultations were made hetween the Ministry of Edueation
wml the genernl public including edvcarional policy makers and adminisirators,
Cihana Narional Assacintion of Teachers (GNAT), commun:ty leaders and the
reretal public. Afier an Assessmenl of the projected edyeatinnal

idiviehrals  gned

suecess of the e

of resonrees 1o roughoul the couniry since the
communities were expected 1o contribure substantally to eduearion, Edicators
realized thar givan the CCONOMIC eonsiraints facing the coumtry, there would
ressibly oot be adequate resodrees (o implement the reforms nationwide, The
Eavernment, as the initator of the reforms, wat therefore advized 1o implement
the reforms in phases. Tn fact, according 1o Ephan and Odum (1989, p. 57), the
Asmmaah Commitiee appointed in August 1982 in its firse recommendation stated-

That im wiew ol searcity of financial, human and maierial resources as well as
Infra-structural facilities and Iogistszal suppon, decentralization should not be
earried ot in one hig fump ha should be in phases 1o epsre smanth amd orderly

replermenation,
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Government leaders, however, assured the nation (hat rlequate assistance in e
form of loans and grants would be obtained from forcign donors 1o support the
system. As it turned out, although some foreign assistance was obtained, i was
inadequate. The reliability and commitment of exicrnal donors o provide
substantial resources had their limitations.

It had been proposed that the implementation of the policy would be a
primary responsibility of the people at the community level. However, the people
did not seem ready to embrace and implement the new sysicm because not enough
education towards community -swarencss had been provided them. Ghana had
eperated a centralized system for decades during which the governmen! seemed
te provide most social services to the people. And, as Eghan and Odum {19R9)
pointed out, for many years Ghanaians as individuals, and as members of society,
had simply leamed to be taken care of by the central government. The
communities were not used o making significant contributions to education, For
this reasom, any new sysiem that sought 10 effec changes would require
community education by the policy initiators. Such cducation, however, appeared
to have been relegated 1o the background.

The communities were required to provide a minimum of resources such
as helping to ercct workshops (structures cquipped with wooden benches and fools
10 assist students in learmning practical skills). Yet it was not clear 0 what extent
the people had been prepared to confront problems of the reforms in terms of

providing psycholopical and material suppori. The Implementation Committees
charged with monitoring school operations did not survive for long. Thus under
the reforms it was not clear what mechanism had been put in place 1o continuously
the tackle problems thar might emerge, Thus aithough some preparations had e
made towards the implementation of the policy, their adequacy needs 10 be
weighed against the success of the implementation.

Evalwation of Progress

Four years alter the policy take-off. Mankoe (1992) in a study conducied
in Ghana, sought 1o determine from the percepiions of stakcholders (educational
administrators, school principals, teachers, parents, and community leaders) the
extent of their participation in educational decis; on-making amd the extent to which
the new policy had dealt with other pressing issues in education, parficularly in the
provision of educational infrastructure and teaching manters.

A. Devolution of Decision Making

On  decision-making, responses  indicated  discrepancies  between
stakcholders” actual level of participation and the level at which they would have
wished to panicipate in educational decision-making. Although such discrepancies
were found with respect to many decision-making areas, they were greater with
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pepect for issemes relied o edecational resources than with pedagopical issues. [
weas gtil wclear wlhich decrsions were to be made at the national, regional, distnc
antd schowsd levels. The wide discrepancies penaining o resource isswes may mm
be ton hand to understanad 1 it is Bome in wind that the quality of cducation
provided in the classroom was larpely contingent upon the adequacy of resources
preoveclod

Ip et alse abserved that sehool-based pdmsinistrators continued o receive
Jdirccrives from the headquarters through the district directors, Under the
decentralized system, a5 envisaged by the policy makers, the school with its
mlvisnry comneil composed of the i!l’iliL'lFl[ll., F"..:]'.Ir':'ﬁll:ﬂlﬂi:'lu'tﬁ of weachers, suppor
1o, parents and students {in the case of senior school) was supposed 1o be the
primary decisien making pnit, Experience. according (o the school admimstiraors
! tenctierse, showed that this was not the situation in the edecational system, The
Twea]l connmunnies, led by the district assemblies, were still looking up 1o the
central povernment for most of the resources [or the schaols,
. tenelns Achieved

Stakehalders acknowledged that a number of benelits had so far been
derived from the new educational reforms. Some of the benefits auributed o
decentrlization included: the introduction of new skills in special arcas for
studenis, cmerpence of new programs to match studemis’ choices, increased
capacity of educational administrators to monitor educmional service, and greater
atention 1o stalf development. For example, one educational administrator
nhse e

Myere 15 an alerness of teachers o duty amnd conscious effors by them to upgrade
ar tmprove thieir skills, There are frantic efforts by studems o acquire practical
Skalls. Hath bavs and girls mow do not shy away from snwdying sulyects formerly
pestpicted B a partcilar sex, o.p. carpeatry, bome economics and Jife skills.

i~ Piekleems

A number of problems were also identified. School diztrict administrators,
headmasters, amd teachers identified one major problem as the unfavourable
conditions under which the system was initialed. Other problems noted by
stakeholders include (2} insufficiem allocation of resources to schools, (L)
wtinaate incentives for educational leaders to play leading role, (<) insufficient
lowiil gesources o tap, () lack of commiunent of local community members, (€)
consiemnts of :_'I;_'“r[ﬂ":r' determined mules, and (D top admimisteaors unwitling to
divest power

A cormmunity leader also ohserved:
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There i5 a big problem with e consiruction of workrhaps. Although
communitics are desirous o cpdertake these projects, they lack linancial
resources: the result is that many workshop structures thal started off briskly
about 2 year oF two ago are stil ui the foundation level. it is strongly suggested
that the povernment provides funds for their completion if the wica of wvocational
oi technical bizs inherem in the new sysiem 15 [0 have any neaning.

Tt waz dilficalt to reconcile this sitvalion with the government's inttial assurances
regarding adequacy of resources to impiement the reform policy. Inadequate
planning might have contributed to the setbacks observed in the system.

Conclusions

The new reforms are beset with obstacles. The anticipated benefiis
associated with decentralization in Ghana, nameiy the expectation that the
eommunity would be able o0 make educational decisions and 10 make elfective
resource contribution 1o education, have not been realized. Tt was expecied thal
education would emphasize the pupil acquisition of practical skiils so thal school
graduates would not all look up to the central government as a major empleyer.
This expectation has also not been realized because of lack of adeguate resources.
Come headmasters and teachers also noted that because the reforms started at the
middle of the school system, rather than from primary one, results of the final
examinations of both the new junior and senior school systems had so far been
poor (Mankoe, 1992). Yedu (1993, p. 13) has aobserved thai the more education
is reformed in Ghana, the more problematic it becomes. He remarked:

The introduction of the junior and senior secondary school concept was di umied
up as the panacea to educational ills. Examination resulils o far do not sugpest
any answer 1o the problem. Aller this expendiiure running e bikhons of cedis
with foreign exchange component and a huge Workd Dank ioan, ... there is a
need for another boul of expenditure in the name of reforming the same
“reformed” educanhion,

Moreover, it has been difficult to monitor the system, determing (he
negative impact and the necessary solutions, These unanticipated resulis may be
largely anributed to lack of effective planming that would iap inpus [rom the
policy initiators themselves, educational planners and experis, (op civil servants,
cchoal district and school-based administrators, teachers, parents and COMIMURNILY
leaders including chiels.

After many years of attempts, the goals of decentralization, particulariy
as it relates to education, have not been realized. One of the issues 1o seriously
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aldress to gel decentralization well under way may he institutional strategic
planning,

Strieeic Planning - Theory
Its Mature

Planning means choice of assumptions aboul the future, proceeding (o set
objectives, formulating immediate goals, defining aclion proprams, implementing
programs, evaluating these programs, and providing feedback ta reset the planning
process, Sirateric planning, on the other hand, seeks to define what might or could
happen and to present allermative courses of action under different scenarios
(RBenveniste, 1989). Benveniste suggests that to understand sirategic planning, we
need to ask broad questions:

I. What stage of development are we in?
2. What should we do il this even happens<?
3. How can we cope with this prohfem?

4. What are our goals?

Process

Strategic planning should include planners, amalysts, implementors,
monitors and evaluators. As O'Connor, cited in Benveniste (1989) noted, planners
should ask: What impact wounld this event have? How probable is it? How will we
know if it happens? What consequences will it have? What will we do next?
Strategic planning does not assume that it can achieve comprehensivencss nor does
it assume that there exist best solutions. The process should involve the
identification of whatever strengths and weaknesses as well as opportunities and
threats that may exist in the organization; planning should procesd from there.

To achieve the goal of strategic planning, i is impoeriant to emphasize the
role that analysis, implementation, monitoring and cvaluation play to carry a plan
through, Policy analysis carry out research amd other actions needed for the
elaboration of a complex set of decizions designed to achieve the goals of an
preanization, of a set of arganizations or of all citizens in a region, nation, or the
waorld., Implementers are the individvals or groups within or ouiside the
prganization who would carry out the policy or plan. Monitoring is concemed with
the production of designative claims and 15 therefore primarily concerned with
establishing factual premises about public policies. Evaluation, by conirast, is a
policy-analvtic procedure used to produce information about the performance of
policics gn satisfying necds, values, or opportunitics that constitute a “prablem.®
Monitoring answers the guestion: “What happened, how and why?® Evaluation
asks the qrestion: What difference does it make? (Dunn, 1981, p. 339), The
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success of any innovation in education, therefore, depends on the extent to which
government leaders address these policy 1ssucs.

The adoption of this policy is not, however, as straightforward as it may
scemn. Decentralization must be planned well for it to produce the intended
benefits. Cook (1990,p. 154) acknowledged that decentralizing decision-making
15 a viable option as an organization grows and becomes more complex. He
pointed out

As an organization grows it becomes more difficult to make all the important
decisions in one centralized location. As an organization beconies more complex,
it becomes more diflicult for a few key leaders to be the most knowledgeable
experts in all phases of the operation. Te cope with growth and complexity,
decisions have w be shared with a arger pool of people and the pressure Lo
decentralize mounts.

Planners have a major task 1o perform in this crucial moment. Hence
Dyckman (1986, p. 20) charged planners in a moment of adversity to discover and
enrich the content of planning by including physical planning which is indivisible
from the social, economic conlent. He charged planners to locate this content in
a true political context. The society and the state must be seen for what they are,
especially the society which 1s primary.

According to Dyckman, strategic planning should include

The politicization of bureaucratic and market decisions and demystification of
technologies; the image, utopian or not, of how community power might be
enerciscd; and the new scenarios of the post-industrial seciety, with its
implications for the definition of work, the redefinition of secial usclfulpess, and
the support of payments needed 10 smooth the ransiton. They might also include
the support and guwdance o mobalize communities foward the deal of
sell-povernance in a complex society, explication of the responsibilitics of the
exercise of contributions to the revival of interest in, and ideas about, the
alternative social forms « 5 the-good life. (p. 21)

This is an urgent call for close collaboration between governments,
planners, civil servants and citizens in deciding on the crucial national questions

and the means to address them as a stralegy for adapting to changing
circumstances. This call implies decentralization which has been touted as an

appropriate stratcgy for educational service delivery.

Challenges
Government leaders in Ghana, like leaders in many other developing
countrics, face scrious challenges now and in the years ahcad. Their cavironments
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have changed dramatically in the past decades as a result of economic crises, tax
nroblems, demographic shifis, value changes, budget cuts, and the devolution of
s quln.:.,_ih'!]i[:iq;'; to Joeal areas {1 VRO, Freeman & Roerine, 1986). Although these
smuthors  were referring (0 spciocconnamic  developments  elsewhere, their
ahservations are true to conditions in many developing countries including Ghana,
As the amhors pointed o, these developments have led to a now familiar
dilemma, On the one hand, traditional sources of revenue for most governments
often are unstable, unpredictable, or declining. On the other hand, demands for
povernment services have not slackened.

While these realities pertain to all sectors of the povernment machinery,
ey seem even more cmocial in the educaiion sector since in many countries
ediscation s among the most expensive services 1o provide, In Ghana, for
example, education consumes not less than 30 percent of the annual national
budeet (Education Rudget Estimates, 1994). Consequently, it is necessary for
povernments to strenuously search for cost effective ways of providing education.
Strategic planning is one possible way of delivering educational services more
efficiently and effectively. This notion was supported by Knapp, Ginige,
Lamichhane, and Thapa (1990 wlhicn they affirmed that

Universally, educators are faced with the task of doirng more with less. There are
increasing and changing demands being placed on the educational system while
al the same time the requisie resources have become increasingly scarce
Foducational administrators are being pressured o operate sy<teins that are both
effective and efficiem. Tn response to this mrbulent environmentsl condition,
many educational administrators are turning to sicategic planning n the hope that
spluttons 0 their dilemmas may be found. (p, 1)

Most contralized governments have realized that educational services can
no lonper be provided from the central government sources alone, and that the
lime is now ripe, even overdue, Lo ask the beneficiaries to help plan for education.,
Some beneficiaries can indeed pay, and pethaps are prepared to do so provided
the invitatign to help plan is sccompanied by penuvine efforts (o foster community
mvnreness of the value of education. This has sometimes meamt adopting the policy
A decentealived educational decision-making,

A critical assessment of the povernance of educational systems in many
devetoped and  developing countries indicates a shift from centralized 1o
decentralized governance, particularly within the past three decades and, with the
ever increasing emergent societal problems, this iz not surprising. While mamy
writers helicve that some important benefits can be derived from decentralization,
other writers think there is fittle reason to believe that the benefits and advantages
o widely associated with decentralized administration are likely to accrue. Chau
(1955, p. 97), for example, argued that there may be a pseudo-form of
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decentralization which does not, in fact, imply any change in the distribution of
power between the centre and the region. He, however, admitted that by giving
more initiaiive to the regions, the administrolive process may be accelerared and
hopefully lead to a more efficient use of resources while power basically lies with
the centre. Referring to the need for appropriaie decision-making, Hurst (19835}
envisioned a more holistic perspective when he said:

A great deal depends on the calibre of the people making the decisions. Nol only
must local decision makers be capable of making sound choices, they must also
be able to engage their colleagues in effective and efficient implementation of the
chozen course of action. If goud leadership is not purely a matier of ingrained
personality or genetic endowmeni and can in some measure be aught, then a
considerable traiming effort would be necessary o ensure that decentralization
schemes do not simply result in placing administrative burdens on the shoulders
of people unable to support them. (p. gl)

Weiler (1990, p. 435) noted that conclusions drawn from the
decentralization debate lead to the search for alternarive perspeciives ihat could
provide a better account of the political dynamics surrounding decentralization
policies.

Conyers ( 1982) also observed thal most of the objectives which
decentralization is intended to achieve such as improvement in the management of

rurel development cannot be achieved by decentralization alone. The implication
is that a country needs to analyze its own particular situation in order to draw an
appropriate line between what to centralize and what to decentralize, For example,
appropriate strategies are needed 0 einbure- thal resources - both human and
financial -- are efficiently and effectively directed so that the future scen ario which
develops is as close as possible to the desired goal. Without appropriate planning
techniques, such resource allocation can 2 subjective and can even act againsi
goal attainment {(Unesco, 1982).

These observations affirm the need for sirategic considerations 1o be
seriously addressed in the process of decentralizing administration to solve a
country’s educational problems. They do not necessarily negate the effors ai
decentralization. Indeed, many writers, including Dessier (1976), Bray {1985},
Caldwell, Smilanich and Spinks (1988), Yannakopulos (1980}, Bacchus (1990),
Brown (1920} and Glickman (1991) have wrilten extensively in favour of
decentralization in educational governance. McLean and Lauglo (1985, p. 16)
ctressed that different social theorics underlying ideological rationales for
educational decentralization suggest that educational decentralization may be
introduced relatively successfully in some situations and less so in others. A lot
depends on the appropriateness of the strategies adopted. Major questions related
1o the shift from centralization to decentralization policy include: What arc the
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inherent prospects for a developing country that may arise from this policy
chanpe? What are the pitfalls to guard apainst? Why do some policy makers
econtinue o favour centralization?

Whatever the arguments, many countries see the need to involve those at
the fraseronts in making decizions about education. Among these developing
countrics are Ghana, Miperia, Tanzania, Indonesia, Mepal, Brazil, Cosia Rica and
Papua New Guinea (Yannaknrnlos, 1980; Conyers, 1983; & Bray, 1984), The
involvement of these at the prassroots requires effective planning for successful
implementation of planned programs. It is important to note what impact strategic
planning may have on the formulation of a policy such as decentralizalion,

The Impact of Strategic Planning on Ghana's Deceniralized System

The purpose of strategic planning is (o ensure a proper balance between
long-range poals and objectives and short-range exigencics. It also investigates
alternative decisions ahead of time to ensure that they are not made unconsciously,
haphazardly, and in a fashion that pre-empts other decisions (Knapp et al., | PO
Without this balance, real decentralization will not occur, and the policy may only
qETIORLEIN {6y [T e el et ve Ways of :!n'rng the old thi.ﬂf_."'r- For EIIII'I"I'IJ!E‘ under the
new system, Ghanaian schools seemed to focus on learning theoretical subjects
more effectively rather than emphasizing practical skills since adequate learning
tocls were not be available for the learning of practical skills. Drucker, cited in
Tavler (1982, p. 12) declared that a socicty whose maturing consists simply of
acaquiring more frmly established ways of doing things is headed for the graveyard

- even if it learns to do these things with greater skilll In an ever-renewing
society what matures is a system or framework within which continuous
immovation, renewal and rebirth can occur, Within the policy of decentralization,
planning objectives must be set by giving sufficient thought to the limited
resources available as well as the cultural, social, and political factors m the
environment. Benvenizic (1989, p. 55) noted that effective planning 15 an an of
creating bottom-up consensus about the future -- a consensus that happens to be
uselul because, once the plan is implemented, it produces desirable, enduring, and
even harmonious outcomes.

Resolving these issues may not simply be a matter of determining what
educational goals and objectives should be and what the ends should be. [t may not
he a matter implementing a committee’s recommendations, since Ghanaian
cxperience has shown that 1o be inadequate. Hence Kaufman and Herman (1991,
p. 191) have urged planners to undertake these activities:

1. analyze these supports (strengths) that are available 1o implement the strategies
anel 1actics -- nof selected now, bul useful later when actually developing the
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stratepic action plan -- which ultimately will achieve the vision of "What should
be:”

2 identify those weaknesses which should be correcied in achieving the desired
vision;

1. identify the opportunities that exist in the environment which have not been
previously utilized; and

4. discover threats that exist in the environment which can be avowded, or lor
which strategies can be developed to diminish consequent negative impact,

Bryson, Freeman, and Roering (1986, p. 63) pointed oul that sirategic
planning, a process that assists governmenis in dealing with grave national
problems, is "a disciplined effort to produce fundamental decisions shaping the
nature and direction of governmental activities within constitutional bounds.” They
suggest that strategic planning should focus specifically on a govermment
corporation of agency and on what it can do 1o improve its performance. This
focus ensures a high degree of probability that the present and future resources at
the disposal of the management would be allocated only 1o activities within the
rramework of the organizational mission, and that the resources so allocated would
yield acceptable resulis within a stated lime frame. Feor this reason, 1t was
incumbent on the Ghanaian policy makers to spell out alternative action plans from
which planners could choose the most promising one. Such a choice couid he
made after a careful analysis of supporting and restraininig factors, as they relate
to cach alternative, is considered. In doing this, it is essential to consult with the
heneficiaries and integrate them. Unesco (1982, p. 7) caprured the idea suceinetly
when it recommended that long range educational planning must take place within
the context of a given society if it is to ensure that desired social structures are
being recognized and attained, and that values desirable arc being respected and
further developed. The process of planning or policy analysis is inlegrative,
Consultations with implementers and beneficiaries provide an opportunity to
exchange information, reach agreements, and present package deals (Benveniste,
1989, p. 12).

A conclusion that can be drawn from these observations is that the
successful design and implementation of a decentralization policy must be
combined with strategic planning. This calls for a close collaboration at all stages
of the policy among top politicians, policy makers, planners, educational
administrators and even more importantly those whose role will be to implement
those policy decisions. All available types ol expertise must be tapped. These
observations have important implications for policy-makers in combining siratcgic
planning with policy decisions.
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Impelicationy for Seatepie Pelicy Making

ooy indeed be too early at this stage 10 make a [air assessment of
Ghana’s decentralized  system. Some benefits have accrued, but there are
formidable constraints a5 well. It is beneficial to foeus on the constraines identified
at any period of the operation through, for exampls, periodic appraisals. It must
be acknowledued that some planning had been done prior w the mnplementation
of the new sysiern, How successful the system was after four years of operation
15, however, open o guestion.

In determining the needs of an educational sysicm, Witkin (1991, p. 253)
askeds Do neods assessments take into consideration the concemns and wishes of
stiwdenns, parents, and teachers? Don't the decision-makers often do what they
want o, anyway? Harrison (1991, p. 224) cautioned that when an organization
ks stakeholders about their perceptions and expectations of the agency, it had
better Bisten to what they have o say, including representatives of local schools,
musiness,  inidustry  and  legislators.  Any  conflicling process may be
tounter-productive, hence Quinn (1987, p, 19) advised policy makers and planners
o umprove strategic decisions by (a) systemaiically involving those with most
specifie knowledpe, (h) abtaining pariicipation of those who must carry ot
decisions, and (¢} avording premature closiere that could lead the decision in
undesirable directions.

As Wilkinson (1986) pointed out, in strategic planning commitment is
csszmtial in the pre-planning phase, and that without the visible and enthusiastie
support of the planners and members of the Iocal cominunities, any planning
process is doomed to fail, Miller and Buttram (1991) suggested that collaborative
process in planning should begin when the decision to initiae school improvement
activities is first made. Effective stralegy must be techn ically workable, politically
Acceptable to key stakeholders, tn accord with the organization's mission and core
values, and must be ethical, moral and legal, This requires leadership siyles that
invelve an analytical understanding of the whole organization and its environmeni,
skills in identifying strategic izsuves, coordinating strategic decision process, and
organizing and implementing plans and strategies (Patterson, 1984),

('Brien (1991, p. 165) recounted that all organizations have a budget to
manage, stalf and cliems to organize, resources to allocate, funding sources to
develop, expenditures 1o control, and decisions to make, in all these areas that will
alfect as future, As already noted, Implementation Committess were establizshed
at the onset of the decentralization policy in Ghana. These committees WEIS 10
monitor the adeguate and prompt supply of inputs and their effective wilization in
the system. They were also charged with the evaluation of the operation of the
cotire svstem. The comumittees were, however, short-lived becavse, they did not
old any legal suthority with which to perform their functions. These committees
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necded the requisite legal authority and incentives with which they would faithfully
perform their national assignment. This necd was lacking,

True, there were [ailures i the Ghanaian sysiem. But as Brady (19 - 4)
counselled, the key 1o sound evaluation is CONVINCING Participants fhay Sutlnre ro
achieve certain goals or obfectives will not be taken as g negarive reflection in
their performance. This must be accepted and adhered o by top managers,
particularly a1 the iniijal slages of Irying to implemen: siratlegic management, It
was not clear what mechanism had been formulated to evaluate the system whether
summative or formative. That the school system was stil] crappling with problems
15 not the distressing factor, It was noi certain what efforts were being made 1o
address those problems. Makridakis (1990) has assured us that

» Unanticipated

nditions, new

5, unpredicted resistance (o implementing the plans, and

many other factors can affect implementation and cayse deviations beiween plans
and reality (p. 127).

Thus the policy required an in-buil self-checking system tha could
constantly appraise ongoing performances and provide the necessary missin g links.
This link scemed to be the single most crucial missing factor in Ghana's attemps
at educational reforms. This is an urgent call for policy makers o reappraisc the
policy and its effects, identify wha sirategic plans may help to achieve the

' or which the policy was designed and implemented.

A Concluding Commeny
Decentralization must achieve its intended poals and objeciives. Towards
this end, the first strategic decision 1o make is the determination of the mission or
one who basically makes this
ho ean help provide solutions,
ents always proceed from the ouiside in (McConkey,
cited in Ensign & Adler, 1985). Developing countries wil] continue 1o grappic
with educational problems in their search for effective means of
educational services, Solutions 1o such problems cannot be
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