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ABSTRACT

The purpose of this study was to investigate the
characteristics of the policy making process that were
.askociatpd with different academic governance structures. The
~study examined two cases of policy'settihg at each of two
sichnical institutes in order to compare the policy
formulation processes that occurred under the stfucture of
board goan'Ehce that existed in Alberta and the structure of
prov;ncial administration that existed in Saskatchewan.

The conceptual model for the study was based on the
notion of a ”policy‘organization".utilized by Meltsner and
Bellavita (1983)." The eight organizational design elements
of structure, goélsh members, environment, resources, tasks,
decision making, and commdnications guided the initial phase

-

of data collectiBﬁ\Fhrough the use of a survey questionnaire

on each of the four policies chosen foi study. The generai
charaéteristics of institutional governance were ingestigated
through interviews with the key participants in the pe{)cy
setting process. The data were analyzed in accordange With
the policy organization model and conclusions were drawn with
respect to the nature of the policy setting process, the

nature of institutional governance, anﬂ\the applicability of

the models examined in the literature review.



It was concluded that the nature of the policy setting
process was strongly influenced by the type of academic
. » , 4
gogﬂgfance structure, primarily through the element of formal

s
strudture of the policy organization. Under board

governance, a stable structure wh ‘inteéral gq;t of

. .
the senlor levels of institute admini on exist

support of the polféy setting process. Under provingial

administration, two different policy organizations existed,

both of which were characterized as temporary in nature.
Finally, several implications f@r practitioners were

suggested and a number of hypotheses for further study were

-~

proposed.

[}
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CHAPTER 1

INTRODUCTION

United States. The resulting bod% of knowledge has both
described various academic governance structures and analyzed
shifts in the degrees of public control and institutional
independence of the different structures.

The question of how postsecondary educational
institutions are governed and manaéed has always been av
important consideration for those with a stake in
postsecondary educagion -- the public, provincial
governments, and the institutions themselves. The current
economic climate of relatively slow growth for private
businesses and fiscal restraint for publicly funded
organizations has increased the public's awareness of limits
on governmental operations, including postsecondary
education. In an environment which is increasingly sensitive
to the public costs of higher education, policy makers are
continuing to seek an appropriate balance between public
control of higher educa:TUn to ensure accountability and
institutional independence to enhance operational

effectiveness.
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SACKGROUND OF THE g'rm \t\\
. SN

During the p@tiod'from 1965 to 1973, dramatic growth
occurred in the number of non-university, postsecondary
educational institutions in western Canada. The tolati?nship
" of the encrging.institutions -- public colleges and tochnical
institutes -- to théywell established universities became a
subject for discussion and study, leading to‘thg
consideration of alternative forms of academic governancé.

Created with different institutional mandates, the
public colleges and technical instituﬁes have had varied
histories of academic governance. By the late 1960s in
Alberta the concept of colleges serving first the educational
needs of their communities had replaced the notion of junior
colleges operating under speciffc affiliation afrangements
with universities. The principlé of responsiveness to the
regional community led to ‘the establishment of community. |
collegés, each governed by its own Board of Governorg; bqarda‘
were composed largely of public representatives from the
community appointed by the provincial government.

In contrast, growth in the number of technical
institutes in western Canada was stimufated by the Technical
and Vocatiopal Iraiping g Act of 1968. The
development of a federal-provincial agreement on cost sharing
in support of secondary and postsecondary technical/vocatiop- -
al education was based on the shortage of s illed manpower to

support industrial growth. Manpower planning activity was



. [
.

[
’

carried out primarily by the federal and provincial
governments. The principle of education,and training
designed in response to lpocifié manpower demands led té t
Creation of technical institutes which were adminiltcu‘
directly by the provincial govo:nmcnt;‘

More recently, three factors have contributed to a -
reconsideration in some ptbvinces 6f(fhe governance $ructure
of technical institutes. First, the predictive value of |
manpchz planning over the long term was not goodz

?“;heréfore, the exclusive use of manpower demand 1ndicato£§ as
a basis for planning technical/vocational educat{on programs
-was ques;ionable, and the need for institutiondg which were
highly résponsive to governmcnt*identified training needs was
less urgent. Second, since their creation, thé technical
institutes have developed into large, complex organizations
that offef a range of services to the public well beyond
‘those identified by centralized government planning.\ In
responding to the exptﬁfsed social demand for technical and
vocational programs, the pringiple of responsiveness to the
general public demand for programming began to compete with
the principle of responsiveness to‘government manpower
planning. Finally, the heightened s~nsitivity of governments-
to the need for accountability to the public reinforced the
notion expressed by Worth (1972:128) "that higher education
is too important to be left to educators and students/fione,
and that it requires surveillance by the larger society." 1In

responke to these forces, the technical educational



institutions in Alberta and British Columbia were converted
from provincially.adminiltorod institutions to boa;d qovoinod
institutions.

] At the time of writing, in western Canada there was a
mixture of three structures governing the operation of the
technical institutes. In Saskatchewan, the gechnical
institutes were administered directly by.a provincial
government department. Alberta and British Columbia,,
hovever, had i-ploacntod qovotnanéc by appointed lay boards ‘
for the technical institutes. Pinally, Manitoba had just ‘
recently ;;pointcd lay boards which were advisory to the
ptovincial Department of Education in the governance of the
three technically oriented community colleges.

)

PURPOSE OF THE STUDY

The purpose of this study was to investigate the
characteristics of a key organizationai process, policy
making, that were associated with diffetent'governance
-trugfutes. The study examined two cases of policy making~at'
each of two technical institutes in order to compare the
policy formulation processes that occurred under the
structure of boardkgovernance that existed in Alberta and the
structure of provincial administration that existed in

Saskatchewan.

A



SIGNIFICANCE OF THE STUDY

The study was designed to be an investigation of ého
relationship between the governance structure of a particular
type of educatioﬁpl institution and a key organizational
process, that of policy making, within the-inltitﬁtion. This
tgpo of study touched‘on a number of current themes in higher
education research, The major theme of importance was that
"of thé balance between public control of higher education and
institutional indepandence. fhis issue has received the
continuous attention of researchers and policy makers over
the last twenty years in both Canada (see, for example,
Bosetti, 1972;/8hef£1e1d et al., 1982) and the United Stetes
(Berdahl, 1971; Millett, 1984).

A second theme was related to the nature and extent of
participation in postsecondary academic governance. Lindblom
(1980:11) observed that there are "two overriding questions
about the policy making process: how to make policies motre
effective in actually solving.social problems, and Sow to
make policy making responsive to popular control.* The latter
point has been a central topic for‘discussion by education?l
policy makers in wegtern Canada ;;r at least two decades. In
developing a rati®pale for the integration and coordination
of the Alberta postsecondary education system, both Worth
(1972) and Bosetti (1972) recommended the establishment.gf

lay governing boarjp'for each institution in the system.
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@-’rhe principles underlying tiese recommendations included:

(1) increased public participation in the governance of
higher education, (2) participation in academic governance by

the various constituent groups affected by the governing

“body's decisions, and (3) establishment of a buffering

mechanism to facilitate the development of relatively
independent institutions‘of higher education.

In the iasé eight years, the Government of Albe;ﬁa has
undertaken a program of converting, several institutions of
p;stsecondary edqcation from line operafions of government to
board governed entities. With a ;rend to establish lay

boards of governors for non-university postsecondary

institutions in Alberta, a study of the policy setting

"‘:i

processes in proyihcially administered and board governed
institutions could provide a timely comparison of th§~
characteristics of these two governéhce structures ;igh to
the nature and extent of participation in instituti&nal
governance.

A third issue was rela;eé'to chénges in the natu;e of

«a

academic governance, a topic which has received a great deal
of attention over the last fifteen years. “An early )
examination of the~subject by Baldridge (1971) was followed
by several other writings, inpluding Cohen and March (Igi4),
Corson (1975), Baldridge et al. (1977), and Millett
(1978,1984) . These studiefgave attempted to-gharactéri;e
theAnature of the governance proceés as beiné primarily

bureaucratic, collegial, politicai, or anarchical. The
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eva&i}ng_view at presenE“}s that the governance process is
not represented exclusively by ¢1e or the other of these
descriptions, but is best characte¥ized as a combination of
two or more of these models. From a prescriptive point of
view, this suggests that there ®is no single best governance
larrangepent; 5nstéaa, the governance frameworktshould be
designed on the basis of the best fit between the desired
degreé-of public control of higher education ard the desired
degree of institutional independence. This 9~u£y examined
the nature of that fit for two technical inst.r i@s in two
western provinces.
A final point was related to the mﬁthods ué\ﬁ to study
governance issues and policy issues in~educati6na1
‘organizations. The dominant approach to descriptive and
combarative studies of non-university institutions has been
that of survey research; examples include the studies by Day
.(1971) and Bosetti (1975). Research on policy formulation,
however, has utilized primarfly the case study of an
individual policy issue at a single‘institution; examples
include the studies by Long (1979), Small (1980), and Taylor

-

(1981).

The present study was designed as a two-site case study

that utilized a survey questionnaire to gather basic
comparative data, as well as documentary analysis and ia-
depth interviews to examine four cases of policy3setting:
This approach combined the strengths of survey research and

casé study research by providing both greater detail related



to’ the individual cases of policy setting than is possible
with a single Burvey questionnaire; and more general
compgrative data{than is possible frqr four separate case

AR

studies.

CONCEPTUAL FRAMEWORK
/ ¢

As noted in the previous section, several models of
academic governance have emefged from the research on higher
education. As the critical issues in higher education shift
and evolve, howevef, any particular model by itself has had
limited utility. Recently, Deegan (1985:77) has noted the
need for "a broader, more integrated, and ﬁore comprehensive
framework that can be used by decision makers to generate and
analyze issues of substance and issues of,procéss."

A general organizational model for the study of policy
setting was employed by Meltsner and Bellavita (1983:15) who
utilized the concept of a "policy Qrgazé;ation" in their case

study of an educational policy in California. They stated

~that "in a sense the policy sets in motion new activities and -

reallocates organizational resources. At that point is it not
possible to conceive that a policy has its own organization,
a policy organization?" Meltsner and Bellavita -(1983:78-82)
described eight organizational design elements that they used
in their analysis of a policy on pupil proficiency assessment

in California; the design elements were grouped in the

following way:



Preliminary boundary design elements

1. Goals

2. Members

~3. Environment

Allocation design elements

4. Structure

5. Resources
Control design elements

6. Tasks ;

7. Decision making
8. Comhunications

The preliminary boupdar;‘.esign elements were used to
delineate the boundaries of the policy organization by
identifying the goals of the policy under study, the keyn
participants-in the policy organization, and the linkages
between the policy organization and its environment. The
allocation design elements described the division of labor
and the allocation of responsibility for various activities
within the policy organizatigss, meltsner Md Bellavita
regarded the allocation desigp elements as defining the

relatively static aspects of the organization, while the

control design elements defiﬁkdfthe more dynamic
. -

characteristics of the policy organization. The three control
design elements of tasks, decision making, and cémmunications
were interrelated in that simple tasks in the policy
organjzation would lend themselves to decision-making using

e
pre-set procedures with little need for communications,



while.complex policy tasks would lead to more involved

decision making procedures -that rely on continuous

communications among the participants.

STATEMENT OF THE PROBLEM

Pl

The study described and compared the policy setting

procegses of two technical institutes which had different
\ o~

academic governance structures. The study addressed the

following specific questions:

»

1.

What is the nature of the policy organization, as

described by the following eight organizational design

elements, by which policies are set for th- flatitution?

1.1

1.2

1.3

1.4

1.5

Goals

What are the goals of the policy?

Members

What is' the nature of the membership of the policy
oréanization?

Environment | -

What is the nature of the environment of the policy
organization? |
Structure

What is the formal structure of the policy
organization? | ' °
Resources

What organizational resources are allocated )

specifically to the policy setting process?

10



S | . -
1.6 Tasks '
What is the nature of the tasks performed by the
members of the policy organization?
1.7 Decision making
What is the nature of the policy decision making
process?
1.8 Communications
- What is the nature of the communications that occOr
within the policy o;ganization?
2. How do the policy organizations compare for the two

different academic governance structures?

3. What'iq the nature of institutional governance at the two

\
technical institutes, as described by the fg}lowing three

general characteristics of governance structures and
pgpcesses?
3.1 Institutional ;:%ono Yy b
What is the nature 6f institutional autonomy?
3.2 Participation in academic governance
What is the nature and exteqt of participation
in academic governance? -
3.3 Organizational climate
What is the nature of the organizational*climéteé
4., How do the general characteristics of institutional
governance compare for the twé different academic
governance structures?

5. To what extent are the general characteristics of

institutional governance evident in the nature of the

11



policy organizations?

s " DELIMITATIONS, LIMITATIbNS, AND ASSUMPTIONS

oy |
\\);D.elimmuma

The study was delimited to include two technical
institutes,\one in Alberta and one in Saskatchewan. Further,
the study considered events related only to the setting of
specific policies in the tecent'experience of the o
institutions studied. Thus, thévinvestigation was delimited
to include'dhly the policy making process and did not aEFempt
to examine other aspects such as policy implementation 6:
policy evaluation; also, other areas of decision making were

excluded.

Limitati .

This'study was descriptive in natu;;, and it involved
comparative analysis of the policy setting processes for
specific aéééemic and administrative policies within two
technical institutesf.ln this context, the following
limitations were notable:

1. The external validity or generalizability to other types
of institutions-was limited by the choice'ofAinstitutions,
the research design, and the uniqueness of the policies.

‘2. The internal validity of the data w&s limited to the

extent that the policy setting process could behaécutately

and compzehensid%ly described by the eight organizatijnal
S

12



3.

4.

design elements chosen for data cdilection and analysis.
The validity of the data was alsg limited by the usée of
respondents' perceptions as the hajor source of data for
the Qtudy.

The study was limited by the extent to which the

institutions afforded acgess to internal doouments and key

actors.
E I : ) [ 4
The following assumptions were made in conducting the
study:
1. That policy making was an important organizational process

that had occurred with some frequency over the last three
yeafs in the institutions to studied. |
That the policy making process was a sufficiently
formalized and open process that it could be studied and
described through surveys and interviews of key actors,
and anaiysis of\poliEy documents.,

That the key actors could accurately recall and desc-'*
various aspects of\the policy making process.

That the policy documents and related materials wer.

accurate record of the policy decisions studied. . ’

That the perceptions of the researcher in analyzing ‘,

reporting the results of the study were trustworthy.

\
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DEFINITIONS
T

A numbeerf terms that are used throughout this gtudy
are defined below in order to provide a common bgsis for
understanding at the outset. Other terms will bé defiﬁed as
they are iAtroduced.

Acadenic governance structure -- "a formal arrangement
for involving various groups or constituencies of the campus;
in decision making (Millett, %978:x). The two academic
gdveznanct gtructures examined in this research were grounded
in provincial legislation. This term is used interchangeably
with "governance arrangement"” and "form of governance” in
this document.

Organizational design elements -- "a checklist of key
categories that could be used to describe the functioning of
an organization®; fa éesign element is some aspect of the
organization that can be managed" (Meltsner and Bellavita,
1983:71).

Interest articulation -- "the poljtical process is set
in motion when some group or individual makes a political
demand. This process of demand.making is called interest
articulation® (Almond and Powell, 1978:169).

Interest aggregation -- "the function of converting
demands into major policy alternatives is called interest
aggregation®™ (Almond and Powell, 1978:198).

Centralization -- "retention of decision-making

prerogatives or command® at high levels in the organization



(Luthans, 1977:128). P
(’Porcoption -- "is the means by which stimuli{ affect an
individual. A stimulus that is not perceived has no effect
on behavior? (French, Kast and Rosenzweig, 1985:147). The
mechanism of perception formation and its relation to the

research design of this study are discussed further in

Chapter 3.

ORGANIZATION OF THE THESIS

Tpis chapEer has presented an overview ofvthe context of
the study, a short description of the gonceptual framework,
and the research questions. Chapter 2 reviews the general
literature and séecific research studies related to both
academic governance and policy making. The research design
and methodology utilized to answer the research questions
effectively are described in Chapter 3.

.Chapters 4 and S prese;; the findings with respect to
policy setting at the two participating institutions. For
each institution, the organizational design elements for two
~policies are described and a general picture of the policy
organizations is developed. Chapter 6 provides a comparative
analysis of the policy organizafions described in the
previous two chapters. It also presents the findings with
respect to the general characteristics of institutional
governance. Chapter 6 concludes with a generalizing analysis

that attempts to merge the findings on institutional

15
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governance characteristics with the features of the policy
organizations to examine the relationship between governance
structure and policy setting.

The final chapter .summarizes the findings of the study
and enumerates several conclusions based on these findings.
This chapter concldﬂeanwith a discussion of the implications

of this research for practice and for further study.

+



"y CHAPTER 2
REVIEW OF RELATED LITERATURE

Three areas of the literature that are related to this
study are reviewed here: (1) the general literature on
academic governance, (2) a variety of sources dealing with
the governance of Alberta and Saskatchewan postseqondary
institutions, and (3) the geperal literature on the nature

and the role of policy making.

ACADEMIC GOVERNANCE

The term governance occurs frequently in the literature
on higher education. Corson (1975:28) defines governance as
"the process of 'deciding' and of seeing to it that the
decisions made are executed." A somewhat more detailed
definition of governance is provided by Millett (1980:495),
who states that "governance is the act of decision making
about institutional purposes (mission), about basic
policies, about program objectives, and abbut resource
allocation." Finally, Baldridge and Kemerer (1977:355)
comment that "academic govég;ance is a complex and tangled
web of decision making that translates scholarly goals and
values into collgge and university policies and action.”

All of the definitions cited here emphasize academic -
governance as a decisioh making process. This process is

carried out within a formal organizational structure in which

the authority and responsibility to make decisions is most

17



commonly vested in a governing board. Th..bOltd is usually
made up of lay members from outside the academic community
who‘lorvc)pAtt-timo. This type of public board acts as a
governing device that buffers the educational institution
from the direct influence of government on campus operations.
However, thil~|tructur0 also embeds academic governance in a
context of public utility. Board members are representatives
of society to the academic organization as well as
representatives of the institution to society. Thus, the
decisions that boards make have a social as well as an
educational aspect. ‘

The participants in the governance of academic
organizations are diverse: grustees, administrators, faculty,
staff; students, and, with increasing frequency, elements
outside the organization. It is the nature of the way in
which these groups interact in the decision process that is

considered in the next part of this r’view.

Patterns of Goverpance

Based on the definitions of govermance noted above, the
essential process of governance is one of organizational
decision making. The current literature on academic
governance presents four models of decision making: (1) the
rational or bureaucratic model, (2) the consensus or
collegial model, (3) the conflict or political model,.and
(4) th@ organized anarchy or "garbage can” model. Each model
of decision makiﬁg implies q.diffeggnt view of the structure

and processes of academic organizations,

o
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‘ Ihs xatiopal mode.,. This model provides a picture of
decision making that shows the decision makers Tarefully '
considering the widest range of tcaslbli alternatives that
address pteviously agreed upon goals. .Givcn a number of
clearly defined goals gnd agreement that theee goals should
be pursued, the alternative which is ultimately chosen as a
result of ﬁhis process is the one which achieves the
organization's goals most efficiently.

The view of educational institutions that underlies this
model of decision making is that of acadimic bureaucracy.
Based on the work of Weber (1947), this frame of reference
begins with the concept; of work specialization afid division
of labor as the most efficient ways of achieving clear
organizational goals. This leads to the consideration of
such issues as clear lines of authority, degree of
centralization, span of control, and line-staff relationships
in the design of an appropriate formal :tructure for the
organization.

Stroup (1966) hagganalyzed‘the bureaucrafic aspects of
institutions af higher education using this approach. He has
found several charactér%stﬂcs of colleées and’universities
that fit the bureaucratic model. These characteristics
include the existence of a formal hierarchy, formal lines of
acthority and channels of communication, institutional rules
and regulations, and standard operating procedures governing

access to services and degree requirements:

The exclusive focus of the rational model on formal

\
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&tructure, however, has some limitations when applied to'
academic_o;gan§5ations (Scott, 1981):
1. It is not elways posgible for an educational organization
to enumerate its goals in a clearly defined manner;
thergforé, establishing a list of feasible alternative
ecourses of action becomes difficult.
2. An institution of higher education pursues multiple goals
| such as instructioﬁ; résearch, public service, and ’
coﬁstructive social criticism which are not always
cgpgistent with one another. ‘This-results in there being
no single best éltetnative.thai addresses all the .goals.
. 3, Academic organizations are affected by a changing social
and economic environmeshx\\The rational perspective is a
‘relatively static one that,provides41imited consideration
ofuexternal,-qnvironmenfal forces.

In'summfry, the rational model of decision making -~

Q

addresses the use of formal authority in an acadehic
institution to accomplish organizational tasks. But this
grame of reference is limited™because it ignores other
éspéﬁts of academié governance that are important for an
understanding of organizational processes in higher -

education. The next three models that are discussed in this

review -- the collegial, political, and organized anarchy
models -- emphasize the role of consensus, bargaining, and
» N\ -

chance occurrence-as key features of the governance process.

The c¢ollegial model, This approach to decision making

views the academic organization as a community of scholars
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engaged in a highly participative form of governance. Millett

(1962:235) describes decision making in-this case as being

ach;eved "not through a structuré of superordination and

-subordination of persons and groups but through a dynamic of

consensus."

This pﬂé’rspective of academic governance places a high .
value on maintaining collegiality among the organization's
members. Eonsiderat}on of the organization's goals is
influenced by, and helps to maintain, the institution's
routines and interests, and the shared values of its members.
Hére, the range of altsrnatives that is viewed as being
feasible.is‘limited by the col}egial context of the decision;
a sort of pre-selection occurs In the following ways:

1. The organization doesn't produce enough infofﬁatioﬁ about
some, possibly useful, alternatives. ’This provides a high
‘degree of uncertainty around some chdices, making Fhese
choices appear less feasiblee

2. The instjtutional members know all too well about the
consequences of some alte atives. When these
consequences are perceived to conflict with existing

L 4

organizational routines or entrenched interests, they are
.
vsiewed as less desirable, even though they may g%_a long
way towards achieving the overall goals of the college or
university. |
This model of academic governance is similar to the

organizational processes model of decision making described

by Allisén (1971). It is useful to be aware that there are



organizationally determined limits to the rational
consideration of every feasible alternative. However, the
collegial model does not provide a framework for considering
inter-group differences within an acgdemic organization. The
political model discussed next gives explicit recognition to
conflict as a factor in institutional decision making.

The political model. Baldridge (1971) characterizes
academic governance as a diffuse decision process in which
interest grougs, academic officials, individuals, and

/ v ~
organizational units raise issues. He studied a series of
events at New York University and declared ‘that rational
models "stop far short of explaining the decision dynadics of
most complex organizations;' Baldridge (1971:192) concludes
his study with the following comment: -¥g7

Thus the decision model that emerges from an

investigation of the university's political dynamics is

more open, more dependent on conflict and political
action. It is not so systematic or formalistic as most
decision theory, but it is probably closer to the truth
in many respects.

This perspective sees academic organizations_as_being

made up of various groups, each with its own view of the

t

problem and its own reaé‘hg f&r choosing a particular

alternative. The interaction between these groups and the
decision méker results in a process of bargaining to
determine which alt@rnatives will be’adopted for ag&}gn.

A model which views decision making as a bardaiﬁing
process emphasizes tﬁg‘conflicting aspects of alternatives;
under consideration. It also highlights the‘comptomise

nature of the decision process. 1In d%dér to understand why &



particular alternative is chdsen, one needs to be aware of
the various parties involved in the decision making process
and what their points of view are at the time the dec;slon.is
made.

The organized anarchy model. This apprSEEh to academic
governance suggests that.decision making occurs in a non-
rational ﬁanner: issues, soLutions,#;;d participants meet in
the decision making arena (termed a "garbage can"), and
decisions result from chance enqounterslof these factors.
Such a decision model applies in conditions of high }
organizational uncertainty. . -

The garbage can decision model arises from the work of
Cohen and March (1974) which characteri niversities and
colleges as "organized anarghies.,” The!eloped this
picture based on their discoyd&f that institutions of higher
education haqs ambiguous goals, poorly defined technology,
and diverse and shifting participation in academic issues.’
This view of educational institutions implies that governance
will be problematic in terms of the difficulty of
establishing a consistent basis for decision making. Millett
(1978:231) proposes that a more appropriate term is
"organized autonomy" when trying to describe'campus
governance. .

Review of models. The four frames of reference described
above offer different views of academic governance: (1) a

bureaucratic view (decisions by rule making), (2) a collegial

view (decisions by consensus), (3) a political view
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(decisioné by negotiation), and (4) an organized anarchy view
(decisions by chance). Since the development of these fogf
models, there have been continuing research efforts to !
determine which model or combination of models best reflects
the actual experience of academic organizations.

Millett (1978) chose thirty colleges and universities as
subjects for case studies to address this issue. This large
scale research examined both public and private educational
institutions in three categpries: (1) leading research
universities, (2) other universities, and (3) general "
baccalaureate colleges.ewniilett (1978;225) concludes that

"if there was a consensus, it was that none of the models was-

quite adequate in presenting a generalized concept of
prevailing decision making behaviour at at any given time."

In reviewing the applicability of the political model some

‘years after its development, Baldridge et al. (1977:18-19)

present a "revised political model" that emphasizes the

importance of bureaucratic aspects of academié organizations
and the prominence of environmental forces actiﬁg on colleges
and universities.v He concludes with theqfo;;owing statement:

‘

Finally, we are not substituting the political model
for the bureaucratic or collegial model of academic
decision making. 1In a sense, they each address a
separate set of problems and, taken together, they -
often yield complementary interpretations.

These later studies provide a contingency view of
academic governance in which no single approach to decision
making applies to all issues in educational institutions.

Instead, one model or another may reflect the essence of a

N——
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decision, depending on the situation.‘ For example, many
activities of academic organizations operate under well
established procedures (see for example, Blau, 1973); these
activities are best_viewed as'being governed by bureaucratic
decision making. However, as institutions of higher
education become more open to the societal environment, other
issues may arise that attract the in§olvement of a varieéy ofh
interest groups; these issues wi}l likely be resolved through
a political process model of decision ;aking. The discussion
in the literature of models of academic governance has
shifted in recent years t6 focus on the issue of Achieving
the proper balance between institutional independence and
state/provincial control of higher education. This issue has
been ,the one of central importance to the development of

Alberta's p®stsecondary education system and is reviewed

next.

DEVELOPMENT OF GOVERNANCE STRUCTURES

IN ALBERTA AND SASKATCHEWAN

‘Until the 1956s, Alberta postsecondary education had
aeveloped as a num?df of subsystems which featured a ‘
diversity of institutional gove;;ance arrangements. The
Univetsity of Alperta was administered by a Board of
Governors, which was also responsible for the Banff School of

Fine Arts. Private colleges developed specific affiliation

arrangements with the university. Initially, public junior



colleges.weré to be governed jointly by the School Act and
the nniggxaiﬁiga Act, utilizing affiliation regulations with
the university comparable to those in place for the privgie
colleges. Finally, a nﬁmber of iﬁstitutions were
administered directly by provincial government departments:
the Provincial Institute of Technology and Art (fe;;med the
Southern Albérta Insgitute of Technology in 1960) was
governed by the Department of Education, and the three
agriéultural,schools at Olds, Vermilipn, and F;irview were
under the jurisdiction of a Board of Agricultural Education
chaired by the Minister of Agriculture.

As the system expanded rapidly in the 19663,
'considetable effort was devoted to integrating and
.coordinating the roles of the several types of institutions
in the province. The issue of governance of non—university
postsecondary institutions was focused in the redesign of the
relationship of the newly emerging public colleges to the ¢}
university. 1In 1958 The Public Junior Colleges Act had
broadened the mandate of these institutions to include
general and vocational programs in additioﬂ to the university
traq'.pt function. A series of commission reports in the
: peridd 1959-65 confirmed the community college role for the
public col}eges. A stﬁdy by Stewart (1965:48) recommended
the following gbvernance arrangement:‘

The development'of non-university, post-school education

should be m&de the responsibility of District Boards;

v  except that the Institutes of Technology would contlnue
to be operated by the Department of Education. ...

There should be a Provincial Board for Post-School
Education which would include representatives of the

26
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District Boards.

In 1967 the Provincial Board of Post-Secondary Education
was established and, in June of that year, it recommended to
the Provinciai Cabinet "that the five public junior colleges,
the three agricultural colleges, and the two institutes of
technology all be placed undeg the direct administrative
control of boards of governors" (fenske, 1969:2). Only a
portion of this recommendation was approved by Cabinet;
publicly appointed boards were established only for the
public junior colleges. One year later, in June, 1968, the
Board of Post-Secondary Education drafted proposed new
leglslatlon which would eventually become The Cgllgggs Act in
1969; Dr. Kolesar, the Chairman of the Board, explained the
purpose of the new Act in this way (Kolesar, 1968:6):

The Act is to provide the ‘legislative framework for the

operation of a priovincial college system including what

are presently called public junior colleges, institutes
of technology, and agricultural and vocational colleges.

These institutions, and others serving a similar

function (excluding universities), shall for the .purpose

of the Act be considered to be members of the college
system and to be subject, unless specifically excepted,
to all provisions of the Act. The Act is to include

. suitable provisions for the transition to the new
organizational form and to the new operational pattern.

The Colleges Act also established the Colleges

Commission as an intermediary governing body between the

college system dpd both the government and the dhiversities.
Research and discussion continued on how to integrate what
was still a fggrly diverse system with no less than four
different governing agencies in the Universities Commission,

the Colleges Commission, the Department'of Education, and the
v
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Department of Agriculture.

In the early 19788 two parallel tracks of activity were
proceeding towards similar recommendations in this area. The
Planning and Research Division of the Colleges Commission
undertook a series of studies which resulted in a sequence of
Master Planning Monographs and, ultimately, Master élgn
Number One which dealt specifically with the growth,
cqordination, and integration of the Alberta system of
postsecondary, non-university education. Two recommendations
related to academic governance which were made (Bosetti,
1972) are stated below:

Recommendation 12.

That all advanced educational services currently

provided under the jurisdiction of other government

departments be brought under the aegis of the

Advanced Education portfolio. \ (p.29)

Recommendation 17. ‘

That all institutions be placed under the direct

jurisdiction of Boards of Governors. (p.30)

Also, in 1969 the Commission on Educational Planning was
established under broad terms of reference to "enguire into
current social and economic trends" and to "study the total
educational organizatioen® in Alberta. This Commission's
recommendations with respect to higher education included the
following statements (Worth, 1972:128):

Legal authority for each College, institute and

university should reside}in a predominantly lay

governing board. The idea that higher education is

too important to be left to educators and students

alone, and that it requires surveillance by the

larger society, is strongly supported by many Albertans.

Membership on each board of governors should provide for

representatives of the public-at-large, the staff and
students, and the president of the institution.



Participation of all groups affected by the board's
decisions is thereby enhanced.

|

Together public and institutional board members create

the checks and balances central to the democratic

process,

Boards of governors can also be effective buffers

against selfish or rascally pressures from specjal

interest groups within and without colleges, institutes
and universities.

Another force which was developing at this time was the
revitalization of the Progressive Conservative party
under the leadership of Peter Lougheed. Lougheed (1969) had
already stated his party's position on the development of
Alberta's postsecondary educational system; he advocated
establishment of a plan that would, among other things,

Reorganize the various Commissions and other governing

bodies into one comprehensive Post-Secondary Education

Commission to ensure improved coordination of facilities

and course contents,.allowing for the greatest possible

degree of local autonomy. (p.4)
In 1972, a new Conservative government passed the
Department of Advanced Education Act, formally
establishing a department which now had responsibility
for coordinating the entire system of postsecondary

[
education.

Based on the principles and recommendations of Worth and
'Bosetti, and on its own orientation towards institutional
autonomy, the government created boards of governors for the
three agricultural colleges and Keyano College in Fort
McMurray in 1978. The administrative process of accomplishing
the transition from provincial administration to board

governance for the four colleges has been documented by

29



Rozenhart (1980).

The question of independent boards for the institutes of
technology continued to Be the subject of discussion in the
government. A study completed by Alberta Advanced Education
and Manpower (1988) concluded that

There yould appear to be nothing inherent in the

nature of technical institutes to preclude a change

in governance structure for Alberta's technical

institutes, i.e., from that of provincially-administered

to.a more autonomous board-governed organization,
(p.10)

The Minister of Advanced Education and Manpower, in

approving a board-governed structure for Alberta's

technical institutes, could provide those institutes
with greater autonomy without forfeiting public

accountability. (p.11)
The passage of the Technical Institutes Act in 1981
established the basis for the conversion of the three
technical institutes -- NAIT, SAIT, and Westerra -- from
provincial administtation!to board governance by April, 1982.
In its "Guidelines for Boards of Governors," prepared to help
orient the new board members to their responsibilities, the
Department of Advanced Education and Manpower (1982) echoed
many of the principles developed and enunciated ten years { -
earlier by Worth (1972) and Bosetti (1972). J e

Thus, in 1985, the Alberta postsecondary education
system had achieved a balance between public control and
institutional independence through the existence of a number
of institutions administered by local boards of governors but
coordinated centrally by a single government department,

Alberta Advanced Education. After two decades of research,

discussion, and legyislative activity, the higher education
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system in Alberta represented onc’approaqh to managing the
tension between public input to hfgher educat jdon and logal

autonomy for educational institutions. ! '

Saskatchewan

Sheffield (1982:146) has noted that "although they were
created during the same decade and their geographic,
demographic and socf‘l characteristics were similar, Alberta
and Saskatchewan have pursued quite different courses in the
deQelopment of higher education.” The governance
arrangements that developed in Saskatchewan non-university
postsecondary education were different ttcmithose described
above for Alberta, and the issues that shaped the evolution
of these arrangements were somewhat different in their
emphasis. While Alberta policy makers grappled primarily
with the question of-balance between public ontrol and
institutional autonomy in the 1960s and 1970s, their
Saskatchewan counterparts maintained akstance of centralized
control over institutional 6perations while striving to
achieve the appropriate degree of comhunity participation in
acadenmic governancé. -

The growth and development of technical institutes in
Saskatchewan began in the fall of 1960 with the opening of
the Saskatchewan Technical Institute in Moose Jaw to provide
training in all apprenticeship programs as well as a growing

opened in Saskatoon in 1963 to expand the

number of technologies. A second technigal institut® was
Q\fegs?ical training

capacity of the province. Based on a manpower planning model
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of program development, these technrcal 1nstitutbs were
established as provincially administered institutions. The .
view otg{cchnical institutes as vehicles for the delivery of
provincial manpower training programs in support of primarily
government jidentified economic development initiatives has
been maintained to thérptcsent time. Thus, the provincial
administration model of governance was still in place at the
time of this study, with no effects being fe;t from the
debate on governance structure for the community colleges in
the province. .
In'Salkatchowan, as in Alberta, much of the discussion,
research, and legislative activity related to the governance
of non-univereity institutions wlg centered on the community
college sector of postsecondary education as it emerged,
grew, and developed in the late 1960s and 1970s. Based on a
principle of rural society revitalization, the Saskatchewan
community colleges were conceived and established with
emphases on community self-help, adult life long education,
and responsiveness to local needs (Dennison and qulagheﬁ‘.’
1986). As early as 1956, a Royal Commission (1956:282) had
comnented on the role of continui‘educatiion ags a factor in
the quality of rural life in Saskatchewan by noting that the
*opportunity should be provided for the stimulation of self-
study and personal growth." The Comnlssion report stimulated
the creation of the Continuing Education Branch of the
Department of Education and the establishment of an Institute

for Community Studies at the University of Saskatchewan.
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As had occurred in Alberta in the late 1960s, an
examination was undertaken in Saskatchewan of the desired
developmental directions for higher education. A report by
'Riederor (1970) recommended the establishment of junior
colleges that would provide a comprehensive range of adult
‘education programs in both rural and urban locations. This.
proposal was viewed favorably by the provincial Liberal

government of the day ch had endorsed a centrally

coordinated provincial tsecondary education system. With

the election of new rnment in 1971, however, this

proposal was subjected ro-oxaminatidn. ‘

A Minister's Advisory Comm}t;ee on Community Colleges
gathered views from across the province in 1972. ?;s
recommendations were based on a belief in a- strong coumun}ty

role in edcuational planning, as noted in the followiﬁg

-~

statement (1972:7):

The sense of community in rural Saskatchewan, built on
traditions of comgunity participation and cooperation
blended.with self-help, is among the province's most
valuable attributes.

The Community Colleges Agi of 1973 defined fourteen -

community college districts and created regional boards m;de

up of four to seven éommunity residents and the Principal of

the college. These colleges were designed as brokerage agents
for programs and courses at established institutions -- the
universities and technical ins;itutes -- with few, if any,
permanent reources of their own. Campbell (1975:57)
described the arrangement in the foilqwing way:

High priority is given, not to buildings and campuses

3]

Y
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but, rather, to extenging\through community .
organization the services of the universities, .
ingtitutes of technology, the provincial library and . -
otRer government agencies. Saskatchewan is creating ‘
a new structure that emphasizes learning arrangements,
rather than a physical plant; the structure is

concerned more with its relation to other agencies than

with the colleges as an institution per se..

A strong emphasis on communjity pérticipation in
identifying and meeting local and regional education and

v

traininy needs was built into the governance structure of the

. commynity colleges through the use of regional boards made up

of 1a§ représentatives of the community; Control over the
resources associated with full-time technical training
ngbgrams, however, was retained by the provincial government
thr%ugh its direct administration of the technical
institutes. Thus, in 1985, tﬁé non-dniversity components o
the postsecondary education system were essentially centrall
governed by the provingial government,#Qith regional boards

for theicommunity c;iiyges that planned and coordinated the

delivery of programg to meet local educational needs.

LI
NATURE AND ROLE OF POLICY
4

4

The purpoéé of tjis part of the chapter is to ptovide a jtﬁ
conceptual orientation to policy and to review éome hodels of
the policy process. Initially, the definitiij?andfbhe role of
policy are considered. In the final section somebof the
literature on models of the policy setting process are

reviewed.



Definiti of Poli
Before discussing the role of poitby, it is useful to
examine the range of definitions that have been used to
describe what is meané by policy. Dror (1968:12) defines
policies as "major guidelines for action directed at the
future.” This rather succinct staﬁement imparts a forward'
looking, planning orientation to_policy. After some
discussion, Anderson (1975:3) arrives at a definition that
has more of a problem solving focus; he defines policy as 5a
purposive course of action followed by an actor or Qet of
actors in dealing with' a problem or matter of concern." Both
the problem solving and future oriented aspects of thgse
definitions are reflected in the definition of policy adopted

by_A}bgrta Advanced Education(1988); a policy developed by

 4° ﬁtbét‘Department is "a philosophically~based, goal-orientated,

ESON

probgéﬁlcentered guide to future discretionary action.”
Thompson and Sgrickland (1988:16), two writers in the
busineésﬂarea, define busipess policy as "the organizational
:mgthods,‘ptocedures, rules, and practices associated with
implemenfing and executing strategy."

Out of this series of definitions, two common features
are evideht. First, a policy is an explicit statement made
by an organization: Second, the statement may be motivated
by different organizational needs. . The two most commoh neegds

. . ,
seem to be either to solve an existing problem by offerfhé a
framéwork for ;btion, or to enunciate a philosophical stance

regarding how to deal with new forces acting on the

1

i»
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organization. »

The definitions reviewed above are not explicit about
how broad or narrow the. scope of the pollcy issue mlqﬁt be.
Paltridgé et al. (1973) examined the decision patterns of
twenty boards of trustees of’four-year colleges. They
categorized the policy decisions into three levels:

1. Level I policy, involVing the broadést ethical issues, was
termed "legislative" policy.
2. Level 1I policy, which concerned issues of control ‘and
"levels of authority within the organization, was
designated "managerial®" policy.
. 3. Level III policy, which specified rules for implementation
of a%tions, was called 'opgrationalﬁor working" policy.
Most definitiéns of public policy imply the
broad, legislative level of poiicy decision‘making by t@gir
tone. The definition of business policy included above,
hdquer, seems to, apply more to the managerial and working
levels of Rplicy aecisions; In the business area,
legislative polié& acﬁivity is often referred to as strategic
planning, empha81z1nq thg forward looking aspect of policy
dev&iq’ﬂzni d '

To&hummarlze‘thls section, one further definition of
leicy developed by House (1982:133) is cited: "policy,
reduced to its essence, is an official staiément of 'how
things are going to be done around h@ﬁa." This statement
emphasizes policy as a guide to action, now or in the '

)

future, in public or private organizations, on general or
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specific issues.

Role of Policy

From the definitions of policy reviewed above, it is

possible to inger some statements about the role of policy as

an organlzat1ona$ ‘qgcy Steers (1977) sets forth four

P a A

functions of formal organizatxonal policies; although Steers

does not talk about these functions in terms of their level,

it is possible to apply Paltridge's terminology .to the

policy functions of Steers (1977:139-40) as follows:

1. At the operational level, "policies provide guidelines \%

routine decision making by employees."
4 ‘

2. At the managerial level, " policies can improve

interdepartmental coordination.”

3. At the legislative level, " policies facilitate continuity

of action over time."

‘Finally, "“policies often reduce the chances that earlier

mistakes will be repeated."™ This statement could apply
equally well to all three levels of policy decision
making. |

On the topic of improving public policy, one common

theme among several writers is summarized by Schreiber

(1983:250) as the need for

enhanced receptivity to contemporary environmental
data, the capacity for informed experimentation, and
the usg of data from that experimentation to inform
and reform assumptions about an organization's internal
and external environments.

This statement, in addition to emphasizing the importance of

enﬁésgﬁhental sganning, adds the notion of organizational

37



|
| 38
learning to considerations of an organization's policy

seﬁting activity over a period of time. In her discussion of

how policy research is used by policy decision makers, Weis&s

(1982:301) notes that policy evaluation "represents a

mechanism for learning at the organizational level."” Thus,

in addition to the four funcﬁions of policy described by

Steers, the work of other authors indicates that two »

additional functions which should be added are:

1. Policies can‘provide a structurednapproach for _the
organization to detect and manage future issues thag
emerge from the environment. |

2. The cycle of poiiéy setting and policy evaluation
facilitaetes organizational learning over time.

With this understa;d1ng of what pol&éy is, and what roles it

plays in organizations, some.models of the policy sé€t1ng

process are now reviewed.

Models of the Policy Rrocess _

Interest in models of the policy settiné:process has
arisen in the aftermath of the large scale government funding
of social programs during the Great Society era in the United
Stﬁtes. The great expectations held for public pol1cy and
government intervention in those days of the late 19605 were
not fulfilled. However, these programs have provided fertile
ground for the study of how public policies were set and
implemented. : . .

The field of policy studies (see, for example,
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Nagel, 19868; Dunn, 1981) has been developed primarily with
two purposes in mind: (1) to study the process of public
policy setting in order to construct descriptive models of
the process, and (2) to develop improved techniques for the
full range of policy activities, from problem structuring
through development of policy alternatives, choosing policy
actions and implementing policy to eQaluabing policy
perfofmance. Oné view, offered by Bauer‘(1968:4) during the
early days of program evaluation research, is the following:

This is about where our understanding_o; the process

of policy formation stands: we have the accumulated

experience of human history, many men who have mastered

much skill and judgement, but we are merely beginning to
systematize our comprehension of what the process of
policy formation is about. '
More recently, Weiss (1982:288) has commented that "the
enterprise, in short, is meant to use the methods and
techniques of social science in the service of rational
allocation of resources and the improvement of welfare
policy."

The discussion of the policy process in tﬁis paper
provides a brief review of some models of policy making taken
from the policy stiences literapure. Various writers (Dye, h
1981; Frohock, “1979; Ané:rson et al., 1978) have described a
wide variety of models elsewhere. Of those described, the
following four are summarized here: (1) institutionalism, (2)
group theory, (3) elite theory, and (4) systems theory.

Institutionalism. This approach to undetstanding the

policy process views policy setting.as_intimateli related to

institutionalized, governmental structures. Dye (1981:28)
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étates that "public policy is authoritatively deterﬁined,
implemented, and enforced by governmental institutions." As a
way of 100kihg at the policy process, this frame of reference
focuses on how existing %tfuctures in government facilitate
some policy outcomes and impede other policy outcomes. |

Institutionalism, then, stresses the relationship
between societal structures and public policy. This '
emphasis on formal structures ig reminiscent of the
bureaucratic frame of reference in organizational theﬁﬁ}ﬂ .
One is reminded, howevef, that policy outco"L are ndt'
determined solely by institutional structures, but that other
factors such as-the partici?ants and the political
environment also influence the shape of puslic policy. Group
theory, elite theory and systems theory address these
significant aspects of the policy process.

Group theory. This model views public policy as the
outcome of bargaining, negotiating, and compromising among
groups which are competing to influence the éolicy setting
process. Public policy, tien, is the result of a ;toup
struggle pnd represents the interests of the dominant group.

{ model which sees policy setting as a bargaining
process emphasizes the conflicting nature of the policy
altérnatives under considez"son; it emphasizes the
importance of the dynamics amoung groups and their influence
on policy formation. Again, however, little attention is
paid to the role of entrenched governing officials or other

’
environmental forces. f
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Elite theory. Thie frame of reference views policy as

primarily dependent on the preferences and values of a

el

governing elite. 1In this model, the power to determine
policy valugs is concentrated in a sméll group of people,
usually drawn from the top socioeconomic strata of soq}ety.
Because of the relative homogene&ty of values among members
of the governing elite, admission td the group depends on one
holding similar political views and societal values. This
dynamic of gaining access to the elite group acts to preserve
the consensus on cugrent policy values, and leads to only'
incremental policy changes over time.

QAccording to this view, then, policy formulation is a
very different ptocesi‘tyap that envisioned by group theory.
Rather than.publio;pélléies reflecting the outcome of a
struggle among interest groups (which could result in major
"discontinuities in policy values), public policies are set by
a governing elite that shares a relatively uniform set of
values about how society should operate. This governing
elite determines poligy with little, if any, reference to the
general public. A diagrammatic fepresentation of elite
theory (see Dye, 1981:29) is shown in Figure 1.

In some respects, elitg'theory represents a cémbination
of institdtionalism and group theory. It ¥ndicates that some
groups may gain.a significant advantage in influencing, even
controlling, the policy proc;ss by occupying key positions
within the established structures of government institutions.

It is one view of how structure may mediate between interest
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group activity and policy choices.

Policy Direction '

Officialy ond
Administrators

Policy Execution '

y ' Moss

The elite model

-

Figure 1

Systems theory. Many academic disciplines use systems

theory to model the relationships among key elements, as well
as the dynamics of their interrelationship. Policy

researchers have utilized the open systems view to depict the

policy setting procéss. In systems theory, public policy is

the response of the political system to the demands arising” .
from its environment. The components of the political | -
system,oas described by Dye (1981:42), are shown in Figure\;>\/

Demands are the claims made by individuals and groubs on the
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pblitical system; support for the system occurs through
payment of taxes, compliance with laws, and acceptance of the
formal aufhority of the government. The decisions and
actions which are the outputs of the system constitute public
policy. *The feedback loop indicates that policies have an
effect on the environment and thereby a}ter future demands on

the system.
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The systems model

' Figure 2

~ The systems model broadens one's view of the policy
process by showing that policy setting is dependent on

several elements and on their relationship to one another.
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'Although this approach is not explicit about the nature of
the proccssea‘Qithin the political system, it does draw
attention to the various elements and implies several
questions that must be investigated (for example, how do
environmental inputs affect the content of public policy?) in

order to understand the system dynamics.
K]

<
Nature of the Policy Setting Process

Empirical studies of the policy setting process have
accumulated to the point that some comments about the nature
¢
of the process can be made. The most common view is that
policy formulation is a highly complex process. Lindblom
(1980:15) characterizes policy making "as an extremely
complex process without beginning or end and whose boundaries '
remain most uncertain.®" Majchrzak (1984:15) states that the
complexity of the process occurs "because it is composed of
numerous differént actors, operating at different policy R
making levels and juggling a myriaé of different policy
mechanisms.® Specifically with respect to higher education,
Taylor (1980) studied policy development on the issue of
faculty appointments, promotions, and terminations; he
concluded that
policy-making in universities can be viewed as a network
of policy-making systems, each of which is temporary in
nature and is initiatated in response to stresses in the
institution's operating environment. Each policy-making
system is itself a network of issues and actors who
function in interaction with their environment,
ptogressing in heuristic manner toward a vaguely defined

policy goal,
(p. 224)
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In view of the statements cited above, the aspects.of ’
structure (institutionalism), participants (groups and |
elites), and systems (systems theory) are all 1mportand£yb afﬂﬂ*‘!
complete understanding of the policy setting process. As fosﬂﬁ
most topics related to educational administration, the
challerge for researchers is to work towards a model of
policy sett%ng that assists those people responsible for
acadepic governance to improve their capabilities to deal '
with policy issues. This study attempted to reduce the
apparent complexity of the policy setting prccess by focusing

on the component parts of the process. The conceptual

framework that was used to do this is described below.

Conceptual Framework

The conceptual framework utilizéd in this study treated
the process of policy setting as an organization within the
larger institutional conteit. The concept of a policy
organization described by gight organizafional design
elements was adopted from Meltsner and Bellavita (1983).
Thus, to describe and compare various cases of policy
setting, it was necessary to gather data on each of the
organizational design elements, or components, of the policy
organizations.

Taylor (1980:61) empleyed a similar model in his study
of policy development at the university level; he stated that

the principal assumption underlying the conceptual model |

is that policy-makirig in an organization functions as an

open system and, therefore, possesses the ~

characteristics of opep systems that have been observed
in other settings. o
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Taylor used five components -- onvi:omnor#. processes 8 ¢
actors, issues, and outcomes -- to identify and describe what
he termed to be "a policy-making system (or PMS)." In an
. #+
analogous manner, Holtsnodpand Bellavita (1983:70) commented
We need some way to simplify the richess and complexity
of organisational theory so we can develop a working
tool for managers and analysts. One approach was to
develop a checklist of key categories that could be
used to describe the functioning of an organization.
The present bBtudy made use of eight elements -- goals,
membership, environment, structure, resources, tasks,
’ﬂécision making, and communications -- to identify, describe,
and compare the policy organizations associated with the

development of four policies. These eight elements o%;the

policy organization are described more fully below. ..

Structuge, The principles of division of d&bor.and o

~, o,
C W T ﬁa

specialization of tasks in organizatipném;iave,_lgdg, tp‘fa"‘gk z
4 ’ 8 E LE ]

variety of formal structural arrangementiz(ﬁcétb,;lpalfﬂafge .
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organizatioK;l design components, such as gpalstﬂtaskssﬁl'.‘
' decision making, and communications. THus, sérbqtu&g,:liké~

goals, is often & desirable starting po§n 6r;unde§§£addihg
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For the purposes of presenting thgqi"{l‘gainga;’; of this

and analyzing organizations.
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study, the element of structure was des gébgd first. .This

provided a framework within which the;éﬁléf?seven

organizational design elements could P« Ycussed.
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inclusion is doriv;d from Fhe }agional point of view that
organizations are social systems ct;atod to achieve certain
goals. Thus, th!_idontificit;on of organizational goals
often forms the starting point for an understanding or an
analysis of other components of the orgéniz;tion, such as
lstructure, resources, and tasks. Since goals are a
controllable variabloﬂ they are an important consideration
when initiaéing change in an organization.
For the purposes of this research, the participants were
asked to identify the goals of the individual policies
selected for study. The goals 1dentified in this way were
taken to be indicative of the goals of the policy
organization for the policy being examined. '
_ugmﬁgxg‘ The Human Réla&ﬁons school of organizatiomal
behavior (Scott, (1981:86)'h€ightened the awareness of
researchers to the importance of individuai‘gdals And
informal structures in organizations. As a result, all
models.'of organizétional dynamics include a human element; in
" the conceptual model employed here, this element is termed
members. - ) . q
The present study iden%ifieu who the members of tﬁe
policy organizations were, what the basis for their
membership was, what their role in the organizatibn was, and
what the nature of their participation was. k
Environment. The major contribﬁtion of the open systems

theorists (Lawrence agd Lorsch, 1967) was to recognize that

organizations were becoming increasingly open to external
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/{’/ﬁ{enbironmental fofces. O{ganizhtional processes odcur within

the context of an internal task environment and‘?n external
‘ e . ,

,

environment.
L

As a result of publlc fundrng of hlgher education, the
policy setting processes of the technlcal 1nSt1tutes’.
\participating in 'this study werge subject to a variety of
forces from external and internal constituents. The survey
questionnéire,was used’ to gather information on the extent of
infldencéiof external en?ironmental forces, as well as on the
degree of yniformity ané gpderstanding that existed in the
policy organiiation of internal and\external points of view.

Resources. The type of resources used and their
‘allocation withln an organization affect tH‘\nature of the
"~ processes that occus. Meltsner and Bellav1ta (1983:77) *

comment that *in each particular role, whether formal or

informal, there will also”be)a set of resources, so that the
hY
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.occupant of that ro#e can accomplish the particular task that:

-~

is assignedAto g ‘dke resources used to accomplish the
. - )

policy setting process were identified for each policy

‘organizatlon ;hrough the use of the survey questxonnalre.

A e

~ Tasks. decision mamng.-w communications. Meltsner and

Bellavita (1983 78) characterjze these three components as

p] L]

the -control design elements wpf%h *refer to the more dynamic
elements ~f organiz?tional,life.' The nature of the tasks

performed in.an org
!

>

nization is gilated to the element of

ask specialization, and to
@
1 . - .
the g}ement Qf members, in terms who carries out certain

-

structure, through the degree of

1 ’
\ -

A * - "
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Decision making is-the proce choosing among

tasks.

alternative courses of action in. order to achieve,
organizatibnal goals effectively. Because of its importance
and complexity, decigion making has been studied thoroughly
(see, for example, Allison, 1971), and Qarious models of the
procpss'have been developed. The literature cited earlier in
this chapter characterized academic governance as essentially
a decision making process. Thus, the various models of

academic governance reviewed earlier represent different
'

views of the academic decision process, including decisions
related té(pol}cy setting.

The element of communications is an organizational
process that is often cited (Steers, 1977) as an important’

component of organizational effectiveness. From a structural

i

point of view the channels of communication reflect the
pattern of information flow within the organization. From an
interpersonal point of view, communicatidh involves behavior

exchanges . In this study, the structural aspect of

]

communications within the policy organization was examined to

o

gain a more complete picture bf the policy setting process.

' SUMMARY

.
. e N ~-—

A review of the literatureﬁreiated to both the academic

i

governance and the policy ma&ing‘aspéctg,of this study was

provided in this chapter. Initially, a number of definitions

Py

- & g
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of academic governance vere examihed; four different views of
the governance process were descriped and analyzed in terms
of their applicability toﬂedgcational organizations. A
review of the four models of academic governance concluded
that no single approach provided the best understanding of
all facets of institutional governance; rather, the different
models offered complehen;ary views of the structures and

<

processes of postsecondary educational institutions.
o
The second section of this chapter described the
historical development of the non-university instituotions --

technical institutes and community colleges -- in Alberta and

_ Saskatchewan. In particular, the issues related to the

\

3
evolution of the governance structures of these institutions

“were di;cussed. This section‘identified two-central-issues’ in

the development of’institgtional governance arrangements: '
(1) the degrffnof centralized q@gfrnment control over the
goverhanc&’process, and (2) the degree of participation by
stakeholdérs in the governance process; These two—issues
formed the basis for a major part of the s%ructural.interview
phase of data collection in this study. ) \

The final section of this chapter dealt with the nature
of the p&iicy setting process. After a discussion of the
definition of policy and the role of policy in erganizatioms,
:four general models of the policy making process were
described,hA'summany of the nature of the policy setting

process led to a description of the conceptual «framework

utilized in this study to examine policy setting .in two

7



technical institutes.

This review of the related literature attehpted to
identify the general theoretical Qnd historical contexts for
the present étudy. The néxt chapter describes the specific
research design and methodology considerations that were

applied to the investigation of the research questions posed

in Chapter 1.

51



CHAPTER 3
RESEARCH DESIGN AND METHODOLOGY

This chapter is divided into three sections: (l)research
design, (2) instrﬁment development and validation, and

(3) the research methodology employed in this field study.

RESEARCH DESIGN

ot
u ® The purpose of this study was to examine two cases of
policy setting }n each of two téchnfcal institutes in order
to describe and compare the policy organizations that
. developed in response to two different academic governance
'ﬁgstructures. | )
The study addressed the following specific questgéﬁs
i W What is the nature of the policy organization, as
described by the following eight organizational design
-elements, by wﬁich policies are set for the institution?
1.1 Goals
what are the goals of the policy?
1.2 Members‘
What is the nature of.the membership of the policy -
organizatioh?
1.3 Environment .
What is the nature of the environment of the policy

organization?

52



1.4

1.5

1.6

1.7

53
Structure
What is the formal structure of‘the policy
organization? -
Resources
What organizational resources areqallocated
specifically to the policy setting process?
Tasks
Whaz is the nature of the tasks performed by the
mgmbers of the policy organization?
Decision making '
What is the nature of the policy decision making
‘process?
Communications ’
What is the nature of the communications that occur

within the policy organization?

2. How do the policy organizations compare for the two

different academic governance structures?

3. What

is the nature of institutional governance at the two

technical institutes, as described by the following three

general characteristics of governance structures and

v
processes?

3.1

3.2

Institutional autonomy ' LT
What is the nature of institutional autonomy?

Participation ' in academic governance

What is the nature g‘l;oxteka
in academic governange? . -}
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3. rganizational climate
What is the nature of the organizational climate?
4. Aow do the general characteristics of institutional.
governance compare for the two di{ferent acadenic
governance structures?
5. To what exﬁent\are the general characteristics of
institutional governance evident in the nature of the

policy organizations?

Nature of the stidy

This research was a two-site study in which the field
work was- carried out in three phases. fhe first phase
involved the identification and choice of specific policies
for detailed examination. The second phase involved the
collection of basic descriptive data, using a sutvey
questionnaire, that could be used to compare.the policy
setting proceééés for the two acadamic govetnance
arrangements being studied. The finalophase of the field work
involved the collection of qualitative'data related to the
general charactefistics -~ the structures and processes -- oé\\\
institutional governance for the two academic governance -
struc:urqs being investigated; fhis phase of the research

employed structureq};nterviews. .Throughout these three

stages of activity, documents related to both the spe-v

policies'studied andhthe general features of 1nst'
% k.

governance were identified and acquxﬂ@d as generq& §

e o |

background, information. ; Yy
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to combine the strengths of survey research and case study
research. The dopinant approach to descriptive and
comparative studies of non-university institutions in Aiberta
haggséen that of survey research; examples include the
studies by Day (1971it’nd Bosetti (1975). Research on policy
formulation, however, has utilized p}imarily the case study -
of an individual policy issue at a single institution;

examples include'ﬁhe studies by Long (1979), Small (1989),

and Taylor (1988).

Both survey research and case study research have
strengths and weaknesses associated with them. Warwick nS
Lininger (1975:9) define three conditions in which the sample
survey is an appropriate means of'gaghering data:

when the goals of the research é%ll for quantitative

data, when the information sought is reasonably specific

and familiar to the respondents, and when the researcher

himself has considerable prior knowledge of particular
problems and Fhe range of responses likely to occur.
The®’ case study approach, however, is more appropriate when
the'reséaréh concerns an examination of complex relationships
on subtle patterns of interaction. Merriqm;(l985:206)
characterizes case study research as foilows:
| Rather than surveying a few variables across many

cases, the case study intensively examines the interplav

of all variables in order to provide .as complete an

understanding of the phenomenon as possible.

A second contrasting feature of theséﬁtwo research
techniques is the ability to captugé the dynamic nature of
events. A su:Vey reports individual responses at a point in
time; a time series of éurveys is necessaiy to track changes

.

over a period of time. The case study methodology allows for

-
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the examination of ongoing processes. Heclo (1972:94)

comments that

by relating events to antecedent contexts, the case

study technique ctan identify novelty and in this

sense deal with tranformations rather than simply

motions of policy making.

One of the key advantages of the survey is that the data
obtained may be easily classified and manipulatéd in
standardized ways. The complexity of the data obtained in
case studies allows for flexibility of analysis; however, thé
. lack of standardized formats for manipulating case study data
- is one shortcoming of the state of case study research noted

by Merriam (1985) and Heclo (1972). °
Finally, the two techniques differ in the degree of
- a
generalizability that is possible. Warwick and Lininger
(1975:11) put it very clearly:
The greatelg single advantage of a well-designed sample
survey is that its results can be generalized to a
lgrger population within known limits of error. The

greatest weakness of most observational studies {? that™
the limits of generality are unknown. ,5“u‘ v

In sumhary, each method is useful‘f9r some purposes and
inappropriate for other purposes. The present study was
designed as a two-ﬁ}te case study that util{?ed a survey
questionnaire to gather basic comparative 8&%?, as well as
in-depth interviews to examine four separé;i%cases of policy

fsetting.\ In this way, it was possible.gogérovide both
>, ‘greater detail related to the individu?} cases of policy
‘fvsetting than would have been possible wigh a survey

: . . o
questionnaire alone, and more comparative data on specific

points than would have been possible from four separate case

56



studies.

Selection of the Sites

Two technical institutes in western Canada were selected
for participation in this'st"4v. The two organizations
chosen were the Northetn Alberta Institute of Technology
(NAI;s a board governed institution in Edmonton, and Kelsey
Institute of Applied Arts and Sciences, a provincially
administered institution in Saskatoon.

The selection of these institutions was made on the
basis of three considerations. First, because the nature of
governance arrangements for technical/vocational institutions
in western Canada was changing, this study was designed to
examine the effgcts of different governance structures on the
operation of two technical institutes. As noted ip Chapter 2,
the goiernance arrangements for technical training
institutions in western Canada had been the subject of
research and debate since the late 19605. In 1974, a period
of change in the governance structurss of technically
oriented institutions began when the British Columbia
Institute of Technology (BCiT) was converted from
provincially administered to board govérned status. This was
followed by a similar change in governance structure for four
agricultural/vocational institutions in Alberta in 1978, and
for the three technical institutes in Alberta in 1982. Most
Eecently, in 1985, the Government of Manitoba took a step
towards institutional autonomy for its three provincially

administered technical institutions by creating advisory
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boards as part of the institutional governance structure.

A ]

Thus, in January of 1985, when the selection of sites
for this study was made, the population of technical
institutes in western Canada consisted of three provincially
administered technical community colleges in Manitoba, three
p;ovinéially administered technical institutes in
Saskatchewan, three board governed technical}institutgs in
Alberta, and one board governed tespnical ingtitute in
British Columbia. From this group of ten, it was decided
to choose two institutions, one which was‘prgvincially
administered and ome which was board-governed.

Second, comparability was sought.with respect to the
environmental context of the institutes to be studied. Both
institutions chosen werelariginally created in the early
1960s in response to the Technical and yggaxignal.Ixaining
Assistance Act, began Eheir existence as provincially
administered institugions, were located in major centres of
population in their respéctive provinces, and delivered a
similar range and type of technical training programs.

A final consideration in the choice Bf the sites was to
select institutions which were experiencing a‘relatively
stable internal environment at the time df the gtudy so that
the policy setting structures and processes would reflect the
normal response of the institutions to policy issues in their
environments. A number of the technical institutes were
unéergoing major internal changes at the time this sample was

selected. Both NAIT and Kelsey Institute, however, were
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experiencing a high degree of stability with respect to their
institutional structures, processes, and personnel at senior

levels.

Selection of the Policies

Two policies at each institution were selected for
detailed study. At NAIT, the policies were those on
performance appraisal and internationalleducation; at Kelsey,
the policies on competency based learning and student
counselling and discipline were chosen.

The selection of these policies was made on the basis of
five-criteria. First, one academic policy and one
administrative policy were chosen at each institution.
Secénd, the policies selected must have been set within the
last two years; that is, they must have received final
approval since January, 1983.' Third, the sample was limited
to policies that dealt with broad institutﬁonal issues; that
is, the policies were, in Paltridge's (1973) terms, at the
legislative level. Fourth, policies were selected wpich had
a pervasive influence on the institution because they
affected a large number of people in the organization.
Finally, where possible, policies which were comparable
between the t!d_institutions would be selected.

At NAIT, eleven policies had bsen approved in the period
between January, 1983 and January, 1985. Of these, however,
several were of an operational nature, and only three were
judged to be legislative in nature -- two personnel policies

and .one academic policy. The policy on international
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cducwqtion was selected at this point as the academic péi'i"cv; g

it did not meet either of the additional criteria of o

pervasiveness and comparability. Of the two personnel

policies, the performance appraisal policy was judged to be

1]

the more porvasivg, affecting all sgaff in the Institute, and -
was selected as the administrative policy.
At Kelsey, six policies had been approved since January,
19834 of these, only two policies were of a legislative
nature, Thus, the policy on competency based learning and
the policy on student counselling and discipline were
selected early in the sequence of criteria as the academic
and administrative policiés respectively. These two policies

also met the criterion of pervasiveness, but not the

criterion of comparability.

Structure of the Study

The overall structure of the study is shown below in
Table 1. This table’summarizes the components of the study.
At one level, four individual cases of policy setting were
examined. At the next level, a general picture of the policy
organizatign for each institution was developed. At'the most
geﬁfral level, the characteristics of the two academic
governance structures were investigated and linked to the

features of the policy organizations,

hd
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® o Table 1 .
$ Components of the Study
--.----..---..-.------------------------..----.--‘.--.-.--I--
Academic
Govefpance
Policies studied Institutions Structures
* ’
Policy 1 - Performance .
appraisal Northern Board
Alberta Institute - Governance
Policy 2 - International of Technology ~~
education -
Policy 3 - Competency ,
O based léarning Kelsey Institute Provincial
of Applied Arts & Adnministra-
Poliqy ¢ -'Student Sciences tion
' «<ounselling &
discipline

L.“),‘ (R . N

%

v ."”8’."'.."..‘88’2‘8‘l:..l-.lI:’l‘g::z-:.--ﬂtzI-I-‘IS‘.‘II-
’

! ’ é ‘INSTRUMBNT SELECTION AND DEVELOPMENT

‘Two instru;enta were developed in order to gather data

Y 0n,;he respOndents' perceptions of some specific aspects of
;thg policy sgttxng process pmd of fome<genera1

,jéharacterisffcs of institufional governance. In order to
measuge the views of all study participants on the features
of the policy setﬁing‘process, a survey questionnaire was
designed that would provide a basis for comparison between
the policies within each institution as well as between éhe
two institutions. Structured interviews.were used tos both
gather information on the general characteristics.-

N N\
of the two different academic governance structures and |
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®nrich the survey data on the in8ividual cases of policy
~ getting. & - ,

‘ g . . & R

The development of the survey questionnaire was based oz//'
the use of the eight organ1zat10nal design elements defined
Y

earlier as part of the conceptual framework for this study.
‘These elements had been used by Meltsmer and Bellavita (1983)
as a‘gﬁ?de for producing open-ended igterview questions in
thetr case study ‘of the California State ﬁEpartment of o
. Eduoationfsrpolicy~on pupil' proficiency assessment. A search

of the literature revealed that no similar approach hadsbeen

used to produce a validated closed responsg questionnaire.,

Thus, the design of a new instrument was required.

| \ g

hl

The structured interview questions were prepared after
aly51s of the questionnaire data was completed.‘ The
questﬂons were designed to ampiffy ?t clarify the data from

the questionnaire, In addltlon, a number of questlons re;\ted

)

to -the nature of institutional governance at the two (/

- technica;“institutes were used. o

Y

*2£1££DIAQD Egzmatzgn
~ ~This study utlllzed the perceptloﬂ% of the respondents .

-

.'"as the pr1nc1pal source/of data.\ It‘was noted in Chapter 1
oot _thpt the gathering of perdeptual data through survey = _ .
‘questlohngares and structured interv1ews represented a
limitat1on on the validlty oﬁ.the data, ThlS limitation is
,\relaQed to ﬁhe facﬂ’that 1nd1v1dual perceptlons are,pased.i6

one's perceptual aet and are thus subject to bias or -

N

! .
N distort;on. * The Qoncept/oquet refers to the readiness of /
o ,—?"1 . ‘ N g e

ab . . - C
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a person to make a particular response; a perceptual set is a
readiness for a particular organization of stimuli.v
Perception was defined in Chapter~l as "the means by
which stimuli affect an individral' (French, Kast,‘and
Rosenzweig, 1985:147). The process of percept1on format1on
occurs in the context of an mdwxduays patf::rn of’ 0,

»

activities. Stlmull are organlzed net only to flty’Eth”one

L 4

‘another but also to fit the reQuirements of, the perceiver's
-9

on901ng act1v1ty —what one is thinking, fee11ng, or tryxng
. to do. Thus, the perceiver has the readlness and -

'ejpectations that helg to govern the way he.wil} perceive the

~stimuli in his environment. For example, on hearing the

words 'pork and", one is ready to hedr "beans" even when the -
' [ 4

wor 8 actuﬁlly“spokv Eﬂfreens. . '; Y ' >

The d&ramlcs of perceptlon formatiqn, then,‘under11e the
process of gathering data in this study. Notwithstanding the -
potential for perceptual bias on the pgit of the respoddent54

" it was assumed that the key,actors could accurately recall
gpd'dessribe the vanious aspects of the policy making

&
process. ' ' g

i . & - RN 2
The survey questlonnalrp was designed to gather data in

5 Y
e

response to questions 1.1 to 1.8 based.bn the eight

7organ;zational design elements identlfled in-the qonqg‘

v

- i N
framework. Closed response items were used to Yacilit cfr nt

»the comparative analysis required to addrbss questlon 2..

v

An initial draft of the‘instrument wag prepared by the

-
N .
3
. . ]
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' researcher. This.questionnaire was subjected to a pilot

study to check the content validity of the instrument. A

-panel of six people in p051tions similar to those of the

&'

participants in the actual study was used to validate the
questionnaire items, and to ¢btain general comments and

constructive criticism on the design of the ingtrument. A

list of the panel members and their positions is provided in
Appendix A. o - }l ; T

The panel members were asked to carry out the’ following

]
activities: , \
‘ -
1. Complete the gquestionnaire as though it was being used to

~

’

"collect information for a particular policy{at" their
. : .

1nst1tution. ' ﬂ

-

2, Note the length of time redquired to complete the

questionnaire. o . . y

3. Complete a modified form of the quéstionnaire which

A"

provided space to rate each itenm with respect to its
~ * . L4
clarjty and appropriateness. Comments were also

“ solioitedaregarding the overall approach to each

g organ;iational element and the format of the" 5 N
questiohnaire as a whole.

A number of questionnaire items were.revised on the‘basisvof

the ratings and comments made by the evaéuators. The four. -

final versions of the questionnaire, one for each‘.olicy to"

be studied, were then prepared. An example'of the/;lnal fﬂ

questionnaire and transmittal letter to study pagtigipants

is shown in Agpendix B. ) ’ ‘ﬁgzﬁ . \l

'Y
i

T ' /., .&@)
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Interview Guide

As noted earler in this chapter, the purpose of the -
interview phase of the study was twofold:
1. To supplement the survey queétionnaire data on the

se}ting of specific policies, and
4 .
2. To gather data on the general characteristics of
1

institutional governance structures and processes.

Following the wanalysie of the questionnaire dgta}‘it,was'

L,

evident that furthet clarification and amplificaﬁon of ' »
3

elements of struc vand deciston makihg‘were necessary.

\

ries of questions was degigned to \
“\4//, ‘

providq;a pq:z/detailed picture of the dynamics of the policy
% . ,

setting process by probing more deeply on how the formal

P -

structure of policy setting actually worked. A seé@nd short

series of éuestions w@s designed to co;firm some aspects\of
~policy decisionstSipg that seemed to'emergeAfrom the
questionnaire responses. . . e
Thg‘series of questions related to the nature of the
institutional governance structurés was.based on issues
gaiséd in ghe lite{ature that eQamined the characteristics of
differegt academi overnance arrangemeﬁts. Much of this -

literature was reviewed in Chapter 2. For the purposes of - X
Athis.study, the following three issues were selecfed
;nitié;ﬁfhas the focus 6f thé interview questions: (1) the
nature énd extent of public input to postsecondary

_ Eechnical/voéational education, (2) the natdr@ of

institutional autonomy and (3) the nature of the

-



66

. ® . ~
administrative relationships between ‘the institutions and the

department of government responsible for higher education.
A fourth issue, that of organizational climate, was
identified after the completion of the intervxews with the
study participants at NAIT. During the discussion of the
issues enumerated above, several of the interv1ewees
commented explic1t1y on how the.attitudes towards their
Tu) rols at NAIY had changed as a result of the change in -
‘.governﬂce str)a tuce. These\comments were considered by the
. Pesearcher to forh fourth major category relatedgo thd
characteristics ofyinptitutional governance. Thus, a:
explicit questioh on the nathxe o( organizational climate wg;

added to the interview scheddge for *the Ketﬁ'y Ins::tute .'

study. The finalized lists of 1nterv1ew questions for both "
NAIT and Kelsey“are provided in Appendix C. ' »
. } K
y RESEARCH METHODOLOGY - : @.
< b ~
Permission to Conduct Reselrch
o ‘Peymission to undertake the study at the selected
institutions was. sought by contacting the appropriate \\

institutional personnel. At NAIT, the Divisién ?f Research
and Acddemic Development was respongible for rev1ew1ng the
proposed research and recommending a co{?ge of action to
Executive Coﬁmittee, comprised of ‘the Prei}dent andytﬂg three

Vice-Presidents,of the Institute. Approval to conduct the(

. 3 ”‘
proposed research at NAIT was granted, subject to the \ -
following two conditions: (1) that no financial support would

< . ‘ sl L

. ’ o, !
- L4
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be providgo by NAIT, and (2) that NAIT personnel would have

- the opportunity to review the research instruments before -

. & . ’ -
'they were used on study participants. Appendix D contains a

copy of the letter«granting permission to conduct the NAIT
portion of the study.

To gain acce38~€o Kelsey Instituggy ,
coqtactedgfhe Pgincipal, Mr. G. BrownfiREctlMuce the
areseaq“er and the,.nature of the propoﬁ:\”

contact was followed Yter from the ré\eatcher

proyiding a one pag rof the research proposal In

feSponSe to this lett ormal approval to proceed with the

*

}elsey portion of the study was granted by Mr. G. Brown;

Appendix D contains a copy of the letter of approval.

) _ ‘ ' '

Collection of the Data . , i
mmﬁmmmhwﬁm i

ga;;;g;pﬁntq‘ The‘initiaL‘ptep of entry into the institutions

to be studied was accomplished through an interview with the

.‘

- chif pxecutive officer or his designate of each technical

institate, The initial interview was designed to do three
thiogs: (1) }eviewdthe range of recent policy setting
activity withimethe institution and sclect two recent
policies —Pne academic and one administtative - for furthet
detailedf:’Edy, (2) identify the key partiodpapts in the
policy makihg p:ocess for the policies chosen, and (3) obtain
a general description Qf the formal policy setting process.

At NAIT, the “initial policy interview was held with -the

President. All of the objectives of the inté&view were °‘ - Q?
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»

ecCGMplished, except for the final eelection o% the two

ite
policies to be studied. The range of appropriate: policies

f

Fa
was narrowed to include approximately four out of thef(otal

.
‘

of,twenty NAIT policies set since the conversion to board * vy~

\d

governance. A follow-‘ interview with the Vice-President | 4@
4 o)

for Educational Support Services approximately one weeﬁwlater'

1ed’to'the final selection of pol ies and the confirmatioh

of ®he principal contributors toAbe:setting of those A

policies, this information is arized in, Appendix E.

At Kelgey Institute, the intt‘al interview wag held with
the Assistant Principal for Administration. Again, all of
» : e
the objectives of the interview were achiev% except for the

| {
selection of the two policies to be stydied. WA follow-=up
, :

telephone interviewttwo weeks,later with the Principal of

il S, .
Kelsey Institute led to the final selectiorn of policies and
A ’ i

the identification of the key participants in<‘,e process of

developing those policies;‘this information is\summarized in
N /\ .
Appendix E.

" had Had substantial involvement of members of the Department

-of Advanced Education and Manpower. Thus, am initial

£
telephone 1nterview with the Assistant Deputy Minister ofathe~,

Advanced Education Division was carried out to abtain -
approval to involve Departmental stagf f% the study. This
approval was readily granted, allawing-the researcher to
pr8ceed to the second phase of the field work, the

administration of the survey questionnaires. -
A%

S
&

One of the policxes chosen for study af/;;lsey Institute 4

3
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participants within NAIT, Kelsey, and S?skatcheya. Advanced -
h

system,'with'a transmittal memo from the Director of the

'ReseArch and Academic Development.Division. The

) - R 69

o .
During this initial phase of tﬂ!nggybgch pzoject,

documentaxy material related to the study:was gathered. 1In
particular, copies of the policy statements %or the policies
chos;hh(or detailed exqmithion uere obtd&ned. .,

' . ion of the Quﬁliinnnlixﬁﬂl The second phase

a‘ fielf work occurred during June, 1985, During that month,

“"0‘

'the sur@ey questionnaires were distributed to the study

Education and Manpgyer.' In,all cases, the questipnnaires ‘

o

¥ s ~
were accompanied by a coa.king memo\{rom the appropriate ..

institutional"epresentative summarizing the nature of the

. study ‘he basis for the organization's partici‘p'ationp and
t

indica the organization's endorsement of the research

project. >

At NAIT, the questionnaires for senior administrators

were distributed through the Institute's internal mail

?

-

-
Ld

»questiqnnaires for members of the Board of vernors were *

forwﬂrded by courier to their places of work A total of

twenty one questaonngires were sent out to thirteen study

partiﬁt ‘ Because of their involvement in the v
develophent of both polic}es being studied, eight of the

. ﬁ;rticipants received questionnaires on both the performance

appraisal policy and the internatﬁonal education policy .
Approxim‘tely two weeks after the distribution of the

instrument, the first round of follow-up calls was Agde to -

-

/ o.A
P&
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those who had not returned their completed questionnaires. A

second and final round of foll®w-up calls was made two weeks ‘l
after the first round. Eighteen of the fwenty-one .

que'tjonnaixes were returned and were’ included in the
“!lehuent data gnalysis; this reptesented a response rate of
. 'l‘ ‘ .
86 ‘p¥ycent. _— , . ' "
W Kelsey‘ the questionnaires were distributed through

theﬁinstitute 8 internal mail system, with a covering memo

[

Principal. A total of thirteen questionnaires.mere

"'Agntj'EUel were involved in the development of both polic1es /
z,&hg studied. No follow-up calls were made by the

"a AL resaarcher,‘and within three weeks of distribution all of the
e . -

questionn’te were received in Edmonton.
!b$ a In the Department of Advanced Education and Manpower,

' thé‘qpestfbnnair s were also distributed through the internal
mail system, ‘with a covering memo from the Assistaq‘ Dep
Minister ‘of the Advanced Education Division, 'The

~ .distribution of the’ instrument was preceded by a brief
i ’

meeting between the researcher and four of the study

.
1 . B

N

participants in Regina to discuss the nature of the research
and the fole of the participants in the study. Five |
questionnaires were sent to five study participants. No
'follow-up calls were made by the reseaxcher, and within three
.weeks ofvdistfibution eil of the completed questionnaires
" were received in Edmonton. Thus. all of the eighteen .

questionnaires sent out in the Saskatchewan portibn of the
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study were returnedr*r a response rate of 100 pétcent.
canduct of th interviews. The final phase of the field
\da.ta 'colle’ctli"on occurred durir’xg Apgust and the first week of
éeptember, 1985. ﬁuring that period, stru¢5ur§d interviews
were conducted u££h all but one of tHe twenty-nine study \
partisipants. The interview schedules shown in Appendix C
were used, resulting in interview sessions that varied in
length from approximately 30 mihutes to over 90 minytes in-
one case. {n ;11 but three cases, the interviews were tape
reporded in ord:r to facilitate detailed analysis at a-future
date. 1In addition,’the researcher made notes‘during the
interviews. Of the'thrée interviews that were not tapg'
recorded, one was conducted by telephone, and two were
,condudted in person on an abbreviated scale due t;'schedul1ng
problems. One study participant at Kelsey Institute could
not be contacted during the ¢on-site v1sit; no att*t at
fgllow-up :as made by the reseazcher since this paxticipant«
was a member of a committed whosg other four members had all
. been 1nterv1éwed . ) L
During the on®site visits to conduct interviews, furthef

» salient documentary material was gathered. A list of the

mate’rials by source i,._provided in Appendix F.
N - - w
Anil!ﬁiﬁ of r.hs Dan '
Treatment of the gnss.u.qnmx_e data. Data gathered-on
the survey questionnaires were compiled to obtain the

frequenﬁés for each response and the mean response for' each

item. These descriptive stabisti& were determined
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separately for each of the four policies studied.

Ponwgae organizational design element of structure, an
open é!!gons‘ approach was used. The responses to this item
were consolidated inté an internally consistent sequence of
activities for each policy. Further clarification of“his
sequence was sought during the subsequent interview phase of

data collection. i
‘A further level of analysis was carried out by comparing
the mean responses on each it!p for the two policies studied

within each institution. From this analysis, similaritieg in

the elements for both policies were ied and developed

]

into a general dgscriptiop of the polioy organization fpr
1 ® s

each institqgion. The presentation and dxscussion of these
. -".&'. wh P gy i

r““»

two levels of analysis are provided in Chapter 4 for NAIT and
inyChapter 5 for Kelsey Institute. . N
A final level of analysis was carried out by comparing R
the general features of the policy organizations for NAIT and
“ Kelsey. This discussion is presented in the first section of
Chapter 6 of the dissertation. ¢
‘ - ' . ' .
< N\ Ireatpent of the interview data. The analysis of the

¢antetview ‘data began with a review of the researcher's

ritten rfites from the twenty-eight int}erv1ews conducted. .

(

* The data ga;hered-on the questions rqlated to specific
policies and the general processes of policy .setting were

-

incorporated into the discussions of the p??icy organizations

1

at the two institutions.

For the purposes of presentation and discussion of the

-
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characteristics of institutional govotnanci. the interview
questions were groubed into th; following three major ' “!?
caéegoriesz (1) inﬁtitutional autonomy, (2) participation in
institutional govérnaﬁce. and (3) organizational climate.

The analysis of the interview data was carried out separately

for each institution under these.three categories. First,

the comments of each inter@ieree were transcribed in summary

form and grouped under egch OF the three maigt,issues. The .
summary comments were augmentgd at this poidﬁfby further . .
notes made from a detat&pa reyiew of the intﬁrview tape
recordings. The summagy comm&nts for each issue were then

sorted into themes on that issue for each institution. The
identificaﬁion of these thémes fdfmed the basis for the
presentation of the interview data in the middle sections

of Chapter 6. . ‘
g . /
-A second level of analysis was cond Bted by comparihg

the tﬁemes,‘whichgwete identified in the manner described’ -

-

above, for the two governance’structqres represented in the .

étudy. A fiQal, generalizing analysis was carried ouf by
. Y Y .
attempting to apply the themes from the three mgjor.aspects,

of institutional ggvernance to the eight organizat{ona;

design, elements of the policy organizations fo“éachﬁérﬁf;f¢'  S
: “. ; , ‘mﬂ o -‘!;’:

of academic governance. This discussion is presented atyhily

k-

. end of Chapter-6 6f this thesis. -
Throughout the various phases of data collection and

-
analysis, the researcher tried to ensure the vaiidiyy of the

data in a number of /ways.- Patterns that emi;:sgr;;om the
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survey questioanaire rouﬁonuca wctcvvntiticd during the

interviews. Also, characteristics of inltitutipnglf

¢

governance !that were jdentified during the interviews
compared to the available documentary material. Fina)if®

study pazticipénts were asked to clarify 1nformat1‘on‘
iy

inconsistencies or questions arose.
. . .

. * SUMMARY

A

e this chapter described the general rcsearch design of
thl lfudy, the specific steps taken to develop the research
insttuments, and the actual procedures used. in cartying out

the eollection of the data in gshe field and its subseqUent

¥ analysis,.® Throughout this discussion, the underlying
., A

ratippgle fﬁr_choosin‘ﬁh particula; céurse of gction was made
explicit thtpugh reference to0 the research literature, otper
studjes, orithe exigeﬂéies gf this ﬁarticular study that
emerged as the ' research design was ymp{emegted{

The overall research design, including ihe'selection of

the institutions and the policies to be studied, was dutlined

in the first section of the’chapter. The components of the

study were summarized. 1n Table 1 at’xhe end of this section.

) to d@velop the “twa, ze;earch 1nstruments used ~- a survey

" questionpaire and guides for structured interviews. A pilot
study was c;nauéted to validate the questionnaire content a;d
format; the procedures used to cafr§ out this pilot study
vere described.

. : b N
gty :
‘) / ?‘b

" The second pawqhtms chapter’ ’dgtailed the steps -tiaken
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Th‘ finalﬂqﬂbtion of thil hapter described the detailed

activitiec associated with the fieldRollection of data and

7/ [ ]
the subsequent analyses of the data. Throughout the chapter,

reference was made to supportinq documentation provided in

the appendices' of this dissertation.



.CHAPTER 4

A

_ DESCRIPTION AND ANALYSIS OF DATA FOR THE
NORTHERN ALBERTA INSTITUTE OF TECHNOLOGY

This chapterldescribes End analyzes the d;ta gathered’by
' qoestionnatreS‘and interviews on the development of'tﬁo
policies at the Northern Albertp Institute of Technology
(NAIT) . The chapter is divided into three sections. The
first section provxdes a brief historical.oescription of" .
NAIT, 1ts governance, and its policy making. The next

3

“section describes the eight organizational design elements
for the twolceges of policy setting studied at NAIT. The last
section develops a general description of the policy
organization at NAIT, based on the data descriggg in the o

second section. : . /
: : ;

DESCRIPTIVE BACKGROUND FOR NAIT

In response to the Technical and Vocational Training
Aasisggﬁﬁg Act of 1960, planning for a technical institute in
Edmonton was completed. Construction of NAIT began in
January, 1962.' Apprenticeship classes were offered
comnencing in October, 1962; full-time certificate and
diploma programe began operation in Septenber, 1963. Today,
NAIT's programs are delivered\by four in8tructional

: /\/ﬁoivisions- (1) Engin®ering Technology, (2) Business arnd
// Applied Arts, (3) Apprenticeship, and (4) Continuing

/ Education. In 1984/85, the acadeﬁic year in which the data
Lo ) - L ” .
N ,

7&\ T



[ 1

‘\\' e . i 77

were collected, there wer/”; 941 stud@nts enrolled in 63
full- time programayl In addition, 6,192 apprenticeship
studente were served in 23 desidnated trade areas. . ‘ -
Created as.a provincially administered instit“i‘pn, NAIT
continued under the direct administration of the Government
of Alberta uhtil March 11, 1982 ' The Igghnical lnatitutgs
Agt, proclaimed in 1981, provided for the establishment of
'Boards of Goyetnors for each of Alberta s three technical
“ institytes, effective Aé}il 1, 1982. The composition of the
' boatﬁs was prescribed b& the Act to include ten public

e

members appointed by the Lieﬁtenant Governor in Council, the;
President of the Institute, twouacademic staff members, one
non- academic staff member, and two students..

The use of-existing policies and the development of’new
policies were important in managing the transition from one
form of academic governance'to another. House (1982:133)
definéd‘policy as "an official statement of'how things are
going to be done around here." Recognizing that it would
f',take a period of time to make the organizational adjustments
necessary to aqcommodate ‘a.new governance stru%ture! NAIT
adopted the metapolicy that all existing policieg at the time
oftfhe change in governince would remain'in force until new
policies vere developed. The .institution tould keep the
framework of government policies, guidelines, and regulations
/in place until it could develop its own, made-in-NAIT
policiesl’This provided important continuity for tge conduct

of day-to-day business during and after the transition. Even

A
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today, some of NAIT's policies and procedures are tied . - .-
~directly to those of the Government of*alberta. ‘ f, ! o
'NAIT did not'bndertake a comprehensive review of all ._’:&

policies affe;ting its operation; instead policy issues were
reviewed as they emerged as items needing qttention or f“ K
adjustment. This stance was athatural consequence of the . =t
metapolicy described above; it allowed the orgenitation t0"
concentrate its energies in €the short term on the issues that.
ﬂeeded immediate attention. The first part of the néxt: |
'section of this chapter de;:ribes the origin of the two *

-~
As_the'process of policy review ahd development

policy issdes éxamined in this study. r

commenced,‘senior management was confronted by a confused
scenevof existing policy and'pseudo-policy stetements in a
'va;iety‘of,docnments. There was a well defined set of
Academic Regulations, a compendium of Institute Positions and
Practices, and a set 6; Government of Alberta Personnel
nanuils. It was clear that an effort would<have to be made to
differentia'te between’ 1n¢itdtional policies and
institutional practices. In 1984 NAIT adopted &ne definitio"
of policy then in use by the‘Dep&Ttment of idvanced Education
(see Appendix G). This one-page document itself is-a’
metapolicy statement, as it provides the framework within
which policy, making will be conducted ‘at NAIT. |

The NAIT context may be summarized by the foilowing
statement'from the Institute's 1983-84 Annual Report(198427):

.

The Institute's last Annual Report was entitled
"Continuity and Change,” reflecting maintenance of
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a tradition of excellence in career t¥iining in the
face of major revisions of operating policies and
procedures resuiting from conversion to board -
governance. -This report . . . might appropriately be
titled "Consolidatiof and Adaptation® to indicate two
parallel sets of priorities. On the one hand, there
was an emphasis on refinement and consolidation of
administrative changes -initiated during the months

. immediately following conversion; on the other hand,
attention was given to adjustment and adaptation to
assure program and instructional eﬂ;bci;vcness in the
‘cQntext of a recessionary econdyic environment.

DHE FINDINGS - R

" As indicated earlier, the two policies chosen for °
oiamination ag NAIT w;re those on perform;nce apbtaisal and
1nt9rnationél education. The method of selection of these |
policies was describgd in detailyin Chapter 3. The initial
‘part.Of each interviewwith the study participants prébed fpi
-the forces that gave rise to‘each of the policy issues. 1In
'4thé case of both policies studied at NAIT, there were several
forces that combined to articulate the need for new
institutional-pé}icies. For each éolicy. these.forces are
described ftﬁst, followed by a detailed discussion of the
eight organilitigaal design'élements used to describe the

policy organization. .

Origin of the Performance Appraisal Policy

As a provincially'administefed institution, NAIT was
subject to the Govetnﬁegt of Alberta personhel policies and
regulations. Interviews with the NAIT pékgkcipants indicated
that this system was not fulfilling the needs.of the ,

~‘Inst6tuté before the génve:sion to baard governance. There
. : ~ ®
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was also a concern within the NAIT éerlonnol'o:fic. that the

quality of performance appraisals being done vas not -
satisfactory. | ’ |

| At the time of‘cbnversionf NAIT begnn‘a process of bgth
reviewing efistiﬂg government policies under which it had
operated, and ‘t@1ishing new‘policies'heceﬁéary to guiée
the operation of\the institution as an autonomous entit§.
Through this process, together with the‘cond{tiogé noted
above, varfous adminisfrators iden}ified the need for a
formal NAIT poligy onvpérIOtmanco appraisal. This need was
teinforced.by eveﬁts which accurred early in NAIT!s existence
under board governance. 'During the negotiation of the first
collective b&tgaining dgreemént between the new NAIT Board of
Governors and the NAIT Academic Staff Association TNASAxg |
dissatisfaction with'the’berforﬁance appraisal system was
expressed by the academic staff reptéseﬁtatives.' Also, in "~
the fall of 1982, a review of the management compensation
scheme revealed the need to establish more 6bjective méah; of
defining and measuring different levels of job performanée;
Finally, th the board ltevel-therﬁ was bqth& an interestﬁ among
- some members in the issue of performance appraisal and the
view that an organization's fey assets are its human
resources.'*These diversenforces\united to produce a sequence
of event; leading to the development of a-policy on
performance appraisgl which'was apbroved by the President in

March, 1984.. | & -

.

4
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. ‘The research findings related to-tpl“eight
organizational design elemenwifare presented. The discussion
in this sectipn is based prima ily-on data gathered”using

survey questionnaires. Interview data were incorporated to

‘support or cllrify the issues where appropriate.

s:xng;nxg‘ The purpose of gathering information on this
element was tg answer the question, "What is the formal
structure of the policy organization ?" Meltgner and
Bellavita (1983:76) note that 'organizatidnai'structure is a
ya to divide up the work, specify the.roles that members

will play, and allocate responsibilities for getting tbings

\ done." The results 6btained for the performance appraisal

'policy are presented in Table 2 and represent a composite

picture based on both the descriptions obtained from the

questionnaires and from further clarifying conments provxded

. during the interviews. .

The Vice-President of Educational Support Services had

4

e

policy was developed. He served as Executive Secretary for

both the Senior Officials group and Executive Committee; as

'such, he was responsible for developing the agenda for Spese

committees to consider, as well as producing the minutes of
the meetings. He was also the overall coordinator for
assembling policies into the Manual of Policies, Guidelines,

and Procedures. This responsibility required him to exercise

-

8l
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A= Table 2

"~ f

Rolpondontc' ‘Perceptions of the
. Pormal Stricture of thc Policy Otganization’

Task/Activity

Person(s) Responsible

—\'--- ----------------------------- --'------—-- -----.---- ..... )

23

1.

2,

Articulation of policy issue

Put item on agenda of Senior
Offdcials group for discussion

Sub-committee established to
review and address the issues

e

Review existing practices and

procedures;’ a collection on
va;ious systeéms from other:
organizations

Draft‘polipy-and procedure
statements

Discyssions, revisions, and
redrafts of policies and
guidelines statements

Agenda item -- review of policy
proposals by Senior Officials

group e

Review of proposed policy
with. 1ine managers

Revisions on the basis of

- feedback .

108.

11.

12.

Agenda item -- review of
revised policy and guidelines
by Senior Officials and
Executive Committee

Endorsement of policy state-

-ment; recommendation for

approval to the President

Approval of policy ptatementv'

Various; described in
previous section

“vice-Pieaident of

Educational ‘Support

Serviges (VP/ESS)

VP/ESS; Director of
Personnel; sub-

,committee members

Director of Pérsonnel:
Minager, Employment &
Compensation

a

Director of Personnel;
Manager, Employment &
Compensation

Performance appraisal
gub-committee

VP/ESS; Senior
Officials

Deans; Directors
Director of Perso*%e

VP/ESS; Director Q£-
Personnel

" Senior Officials;

Executive Committee

\

Pregident



Table 3 (continued)

~ ‘Respondents' Perceptions of the S
Pormal Structure of the Policy Qrganization

EESEEBRBY (2 3 1 3 1 1 11 7] .----.--.-ﬁ-..------i----.--------..-.--
Qgilk/mtivi:; Person(s) Responsible
- ands arve

13. Agenda f{tem -- presentation,
-teview,-and approval of policy
by tho‘bo:nonnel Commjittee Tf
:the Board /

-,

14. Distribute approved policy to VP/ESS
line managers for placement in '
policy manual Y

eSS SN S SRS SRS SSEEASESESENES NS ESEENESEEESEREENEEERRE
A
L 4

' his judgment with regspect to whether an issue was truly a
pblicy issue or simply an operational or procedurai issue;_
Appendix G~referred to earlier attempts to differentiate
among pplicies, guidelines and procedureg. Once policies were
approved, the Vice-President of Educational Sup;ort Services
was responBible for distributing the policy statement to line
managers as an update to the Manugl of Policies, Guidelines, 
andJqucedu;es. This Vice-President, then, was a key person
vho coordinated many of tk activities necessary to
facilitate the effectf%e pé};tion of the policy
organization.

The data in Table 2 show that the formal structure of
the policy organization was made ﬁp of several groups that -
were involved in the policy setting process. Once the policy
issue was articulated, the first step in the interest

aggregation process occurred through the group kn$>n as

Senior Officials. This was a group of senior NAIT managers

( [ 4
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-which included the Pr sident, three Vice-Presidents, the
Deans of the four académic divisions, the Dean of Student
Services, ‘the Directors of the six ;dministtativo divisions,
yhe Information bfficc:; Anqutwo Executive Assistants t%’tho
President. fhil'groﬁp met bi;woekly to copsidor
1nltitutionii-ip|uol of an operational or policy,nature. ,
In the case of the pgrformanco appraisal issue, a sub-
committee of Senior Officials was formed to do the following:
(1) review exisfing practiéés, (2) research and explore 5
alteznative procedures, and (3) formulate initial policy and
pro¢gdures statements, The sub-committee membership was
‘compr ised ;niiially of the Vice-President of ;ducational
Support Servié;s, the Director of Petsonnel, an academic
Dean, and an administrative Director. The sub-committee was
later expanded tp spcluée a Chaiyman of an academic

Department.

As a primary actor on the gub ittee, the Director 6f
Perso?nel took ﬁhe lead i? dollg;ting tatements of policy,
guidelines, and procedures from other organizations. Thg
Director, together with other membgts of the Personne;
Services Division, compared and reviewed these,etatemgnts in N
terms of their applicability to the NAIT environment. From
this analysis, an initial draft of a performance appraisal -
policy was developed; in additfoﬁ, a proposed set of
guidelines for the imp mentatién of the policy was'/written.
This initial drafft of the p011cy and procedures wds then

reviewed and modified py the sub-committee prior to
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pzo-ontntion to the Senior otticihls group by the Director of
\Porlonnol. rolléb‘nq an nxuaination by Senior Officials,. tk
draft polfcy was distributed th:qqqh the Ddans and Directors:
ot# line ianagorl'tor'gncit:guqqoléionlAand recommendations A\
with respict to the opora}ionhl ;npact of the policy. Furthor\ :
adjustments to the policy and procedures statements wvere \\
bnlfg on fegdback from line managers. ‘Tho ?olicy then went .\
back to Senior Officials for a final review and \
recommendation for approval by thg Prelidont. | \\

" The Seniot Officials toco-lcddltlon lat lpptoval vas
carried forward to, the Ptosidonp through E;bcuttvc‘Committee,
which is tho_géoup‘ot three Viég-Ptel;dbnii meeting regdiarly
with the Prénidcnt. The Prbq}deﬂt'g ?drmalappfoval of the
policy was granted by.his signing th? polic& document on
March 12, 1984. ’{ B

In general, policies receive final review and _

endorsemont by either the approptiate standlng committee of

Y

the board or the full Boatd of Governbrs. nhe main criteridn
for determining which level of teview\¥s apptopriate is the
:aoqroe to whi¢ch the policy represents a significant change\
from current Institute practices. This judgment is ‘hade
) ptinpipally by the President. , /s

Following approval by the President, the perfo;madcé'
appraisal policy was presented”to the Personnel Committee of
‘the ‘Board for rovieﬁ and endorsement by the committee

nombori. The Personne]l Committee was made up of seval

mnbeu: (1) four public members of the Boatd of Go@ors,



(2) the Director of Personnel (now entitled Human Resource '
‘Services), (3) the Prémident (ex<officio), and (4) the
Chairman of the Board of Governors (ex-officio). In
addition, other officerd of the Institute may participate on
the committee, where ;pp:opriito. This committee endorsed
the porfornanc? appraisal poliéy statement, with substantial
discussion on thoﬂssaatcd guidelines. The approved policy
and guidelines were communicated to 1150 otticoti,and vere
placed into NAIT's Manual of Policies, Guidelines, and
Proceduzes. At present, further work by the performance

appraisal sub-committee of Senior Officials is continuing

86

with the thc purposq-of establishing the detailed guidelines

and procedures for the 1mploncnta;ion of‘the policy:

This description indicates that there was a well
developed hierarchical structure within NAIT for the
development of the performance appraisal policy. Much of the
pOligy settin& activity related to the performance appraisal
isau; occur:eé within three groups®-- the Senior Officials
group, Executive Committee, and the Personnel Conmitteo of
the Board -- that are part of NAIT's line decilion making
structure. Policx setting was not the only function of these
’groups, although it was an important one.

The fqtmal structure of tpe policy organization, then,
was conptiséd iargqu of formal structural elements of
general 1ns§itute-ggpinisttatiog.‘ This feature of the formal
structure would be expected to provide 3ome degree of

stability to other elements of the policy organization, such
. \ - ’
g
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as members, tasks, and communications, vbich.lro ducuuo'd .
“  lager in this Chapter. In the case of the .policy on
p)!or'lncc ;ppulul, additional qr’ouﬁa vere lllg involved.
Aa ad hoc syb-committee of Sentvr Officials vas established
to carry out “c background work on portornnco appraisal
systems. Also, conlultation with line lanaqiil took place
prior to the final review of the: policy by Senior ?/51c1.1..
Gﬂlil; The purpose for gathering information ‘on thilv
element' vas to answer the sub-problem question of "What are
the goals of the policy?* _ ' '
The regults obtained for thciuAIT pélicy on performance
sppraisal are presented in Tiblq 3. These results indicate -
that the prinéipal ;oal of the performance appraisal policy
was to facilitate the achievement of institutional long term
goals. Pour other statements were rated-as describing the
goals o{ the policy to a moderate extent: these were éo —~
(l)torpalizc institutional commitment éo past practices aqg////’
' procedures, (2) update an ea{sting policy, (3) facilitate the
achievemept of specific institutional short term goals, and
(4) set ‘f:.' direction for NAIT. Addressing an initiative
taken by t specific interest group receiv;a the lowest
average rdting #ns the goal of the policy. In adiftion. the
purpose of tne policy was viewed to a relatively small extent
to be either to 'address an issue emerging from NAIT's
external environment, or to solve a specific organizational

problem. ) - ‘ -

The goals of the policy seemed to be consistent vith the
B
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Table 3

chﬁohdbnt" Pe

N ’ ’ Goals of

It.'I

v

- -------------------ﬁ-.-.-m-.d‘—--..---.-.-b-- ssea

rtoquoncy *
{ ‘ s

tcoptions of the
Policy

Mean

Indicate Yhe extent to \
whi¢h the following {

statements describe the

goal of the policy.

1.

8.

Set a new aitoction for
NAIT that is perceived

. to be of strategiq

importance to the
institution

Address an issue emerging
from thé environment \
outside of NAIT

. Address an initiative.

taken by a‘ specific
interest group

Pacilitate the achievement
of specific institutional
long term goals

Pacilitate the achievement
of specific institutional
short term goals

Solve a specific
organizational problem

by establishing new guide-
lines and procedures

FPormalize institutional
commitment to past
practices and procedures

ppdate an existing policy

T 1

8>

10

10

10

19

10

10

10

10 .

3.0

2.2

2.1

3.4

3.1

2.2

3.2

3.2

L

BESESEESEESSEEBENEEBES .-.------.--.-.--‘.----,---------.----.---.-.
* The scale used for these items was : 1 = not at all; 2 & to
" a small extent; 3 = to a moderate extent; 4 = to a great

-

extent; 5 = to a very great. extent



‘- ‘ . . -
"‘forces described.earlier which initiated the consideration of
" the performance appraisal issue. The need for more effective
Amanagement of NAfT's human resources over the long ferm was
expressed by several respondentf as a factor in'iden%ifying
performance appraisal an area for policy makiné. While it

was linked to long~term Jnstxtutional goals, the new NAIT

policy was an update of the Government of A‘bllra policies

-, andguidélines on performance appraisal. Also, there waé a

feeling among ] some respondéents that the new policx was‘in
important step to take in order to reconffrm NAIT's
commitment to a valid and reliable performance appraisal
process as a method of evaluatlng the performance of its
personnel. |

Even the three goal statements -- numbers two, three,
and six -- that were.rafed relativeiy low as goals of this
poliéy can be related to factors which were the anteéedents o
of the policy setting process. Performance appraisal was an
area in which procedures were prescribed for NAIT by
governmfnt operations external to the 1nst1tution. Also, a
specific interest group, the NAIT -Academic Staff Assocxatlon,
through the collective bargaining process, had expressed the
desire to seek ways to improve the manner in which |
performance appraisals were carried out. Finally, respondents
indicated during the interviews that the quality of
' performamce appraisals was felt fo be a specific problem

within NAIT prior to setting the new policy. .

There was some degree of correspondence, then, between

#
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the f;;des idemtified as initiaéing consideg;tion of the
policy issue and the=goals of the policy oncelit was
established. 1In this case, the survey questionnaire data
indicate that the development of the NAIT performance
appraisal §olicy Qas related principally to the goal of .
achievement of institutional ;ong term‘goals.

‘ngnb_e;s_L .?he purpose for gathering informaiion_on this /
elemenEtwas to answer the sﬁb-prdblem guestion of "What is \\/’
the nature of the membership of ghe policy organization?“

The results obtained for the NAIT"polic& on performance °
appraisal are presented in Table 4. These results show that,
to a great extent, involvement in the policy setting process
occurred as a result of an individual's memberéhip in a §roup
that was part.of the(fo;mal structure of policy sett;hé ‘Q; *
NAIT. Inclusion in policy setting on the basis of pﬁe's
membership in an interest group affected by the policy
gpcurred to a moderate extent{ while knowiedge’and expertise
in the subject matter related to the policy iséue was the
basis for invoivement to the smallest extent.

The role of those involved-in setfing the performance
appraisal policy was, to a moderate extent, that of offering
concerns and ideas on the policy as it was developed. - Other
roles performed to a small extent were those.of preparing the
initial policy statement, or grantihg final approval to the
policy. | .

N ¥
The remainﬁer of the results in Table 4 indicate that

-~

several features of wnember behavior -- employing specific



Table 4

Respondentsi Perceptions of the Nature of the
Members of the Policy Organization

¥

----..----------.---.---------‘d------.---‘--.'-SISIBI.-'---I

Frequency *
Item- 1 2 3 4 5 N Mean

-Indicate the extent to

which the fgllowing

statemenég/gre true

regarding your role in the \\\\
policy making process.

1. I was involved in the
policy development
. process because of: o
- a) my knowledge and 2 1, 5 2-6- . )10 2.7
expertise in the ' S
subject matter related
to the policy

b) my membership in an 2 1 2 4~N1 18 3.1
erest group ‘ .
affected by the policy

c) my membership in-a 1 1 1 2 5 10 3.9
group that is part of
the formal structure
of policy setting
at NART

. L4 ¢
2, My role in the policy ."
process was that of:
a) a person who prepared 5 4 8 1 -0 19 1.7
‘the initial policy ‘
statement v

b) a person being 2 8 2 5 1 10 3.3
consulted regarding _ .
my concerns and ideas

on the policy - ‘ ‘\;)

c) a person granting 4 2 1{ 2 1 10 2.4
final approval of ‘
the polcy -

3. I employed specific ’ 2 2 4 1 0 9 3.2
~ actions in an attempt

to influence the course

of the policy process "



Table 4 (continued)

. Respondents' Perceptions of the Nature of the
Nembers of the Policy Organization

Freguency * o
Item 1 2 3 4 5 N ( Mean

- — - — — —

4. The final policy - 2 2 1.4 1 10 3.0
incorporated my , -
preferehces for the
wording of the policy
statement = -

S. My involvement was 2 2 2 3 1 10 2.9
continuous throughout
~the c¢onsideration of
the policy

6. The other: primary 2 1 2 5 @ 10 3.0
participants involved )
., remained the same
- throughout the policy .
setting process

.

=B===BB=88:888‘8'8:8“8:88’8‘8.8."'8‘.'.‘8888‘8888"8‘8".8‘:-/

* The scale used for these items was : 1 = not at all; 2 = ;6
a small extent; 3 = to a moderate extent; 4 = to a great /
~extent; 5 = to a very great extent

0

92

*



. . . "o ’ )
} . . . »

ectione to influence policy making, feeling ;hat their
preferences were 1nco:porated into th pollcy statement, end
maintaining continuous involvement --.eia.pcéurred to a
moderate ngree.’

The high degree of impOttence of formal structure in
| determining the members of the policy organizetion suggests
the;, to some extent, the model of policy making described in
Chapter 2 es_insefﬁutionai;sm was appliceble in this case. .
The somevhat lower importance of membership.in an interest
group and individual knowledé:rand expertise refited to the
policy issue impli that both the group thequ model and the
rational model grozﬁde less accurate descripﬁionl of the
policy setting process for performance pppraisal.

The respondents' perceptions of their relés~in the
policy making proeess varied with their position in‘ﬁhe_‘
organiiatiénL' The eenior administration felt they were‘
codsulted to a great thQQEL’ghi}e the board membeis:felt.
they were not consulted at all. This is explained by the
-fact that thte performance appraisal policy was developed
cg}efly by senior ficials, approved by the President, and
endorsed by the Pers nnel‘CommiFtee of the Board. 1In this
cadé, the policy thd to be( sufficiently similar to
past practice at NAIT that.it was not referred to the full
board for review.

The resui;s‘on tﬁe’final four items do not, by ‘
themselves, reflect anything distinctive about the actions of

members in setting the performance appraisal policy. The
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fact that specific actions were employed, that mcﬁporshtplt
their preferences were stated 15 the policy, and that
involvement was continuous and stable -- all to a moderate
extent -- will be distssed later in rdlation to the findings
for the other policies studied.

Environment. The purpose for gathering information on
this elemeiit was to answer the question 'What is the nature
of the environment of the: policy organization?'~ )

The results obtained for thq~yAIT policy on performance
appraisal are presented in Table 5. These results show that,'
to a great extent, the direction df the policy setting
process was determined primarily by people within NAIT,
External envitonmentgl forces‘here.felt to be acting on‘%ﬂIT
to initiate this policy to less than a moderate extent. The
envikanment outside of NAIT was viewed to be moherately vell
“"known, but to be made up of viewpoints that were uniform to r

"only a small extent. The organizational envi%onment witﬁin‘
NAIT was characterized as having points of view that were ‘
-Loth better known and more uniform than those of thé external
environment; however, the extent of knowledge and uniformity
were moderate and small, respect{vely.' The policy oa ‘
performance appraisal was considered, to a relatively’gregt

gxtent, to have connections with many other issues” at Nk1T.

It is consistent fér an 1nstitution°which has its own

board and is setting a policy to achieve institutional long

term goals that the policy settiﬁé process be primarily

"internally directed, with a moderate degree of influencé from

& -
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' .k (- Table S ‘
Relpondentl' ﬂerceptionl of the Nature of the
Environment of the Policy Organization |
---;-------.-.-----.--“.---.------.------‘--.------‘-.-----;
_ !tequency '
Item i 1 2 3 4.5 "N ‘Mean

Indicate the extent to

which the following

statements are true of the '
conditions associated :

with the development of -

the policy.

’

1. There were few, if any, 1 41 2 @ 9 2.8,
forces acting on NAIT .
from cutside to initiate
consideration of the

policy V! o Ja

2. The direction of the 0 ‘ﬁ 1 4 4 9 4.3
policy setting process
was determified'primarily . -

@

by pepple within NAIT .

3. The environment outllde 2 1 2 4-9 9 , 2.9
of NAIT was charactd&ized .
by known points of view ¢

4. The envirenment outside 3 5 86 1 @ 9 1.9
of NAIT was characterized ‘
by uniform points of view

5. The environment inside g 1 3 5 o 9 3.4
of NAIT was characterized ‘
by known points of view ‘o

6. The environment inside ° 3 3 2 1 @ 9 2.1

of NAIT was characterized
by uniform points of view

7. The policy on performance e 1 2 4 2 9 3.8
appraisal had konnections
with many othqr issues
and policies within NAIT -« -

v . ' (5
;.-.-----..-?'-.--.-------.---'----.-...8.---.---8.I--IBIBIBG
* The scale used for these items was“: 1 = not at all; 2 = to

a-small extent; 3 = to a moderate extent; 4= to a great
extent; S = to a very great extent .

[ ]
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jorces in the external environment. The structure of board
gové:nance has the dual purposes of increasing institutional
self-direction and also 1nc:g§sing public ‘input to
govefnance. Where the secoﬁd pu}pose is addressed, at least
a moderate d‘gree of knowledge of the external environment
would be expected; this was the case for the NAIT performance
appraisal policy. - | o | \

The extené of uniformity of gfrceptions in ;he external
and organizational environments is something that might be
: eipected to vary considerably‘for eéch.policy, depending dpon
the nature of the issue and the range of people with a stake
1n'the issue. Performance apﬁraisal in Eyn-profit
" organizations has proven to bé a qomplex topic due to thc}
subjective nature of the evaluation criteria.‘ Also,
performance appraisal is a subject that involves all members
of the organization.‘ From the interviews, it was evident
--that the members of thfypolicy organization differed not on
the form of the policy statement, but'oﬁ‘the details of the
guide}ines and procedures for implementing the policy.

The relatively strong connection between the performance
appraisal policy and other issues and policies within'NAIT
reflects the complexity of performance appraisal and the
potential effect that the policy may have on other issues and
policies at NAIT. P
. Resources, The purpose of gathering information on this
element was to answer thf question, "What organizational

resources are allocated specifically to the policy setting
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process?”

The results oﬁiaincd for the resource element of the
performance apprai;hl policy are presented in Table 6. These
resblts show éhat in the policy :ot;lnq process the most
commonly used resources were position power and in-depth

‘knowledgo of the policy issue; personal ability to persuade
and knowledge of the poiicy process itself were used’
moderately but less extensively. LegalvinQOtmation was the
least usca toloqféo by members of the ﬁolicy organization.’ln
setting the performance appraisgl poelicy, some other
organizational regsources were u;;a} tncluding knowledge of
practices in the Governmeht of'Alberta and other colleges,

.and the perseverance of a small group of volunteers'who

worked on a committee in support of the development of the
policy. Although various resources were used in settiné the
policy, the explicii allocgtion of resources for policy
developmeni occurred only to a small extent.

The perception that resources for policy setting were
explicitly allocated to oniy a small extent is consistent
with the type of resources used most extensively. Position
power, in-depth knowledge of the issues, personal ability to
persuade, and knowledge of the policy process are all
- resources that members bring with them to the policy

organization: these resources are allocated implicitly
th:ougﬁ the formal structure of the policy organization,

which determines to a great extent who wili be involved in

the policy setting process. One respondent indicated that
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Table 6

- Respondents' Perceptions of the i
Resources of the Policy Organization

\, S

------------“q------------------ﬂ---------.---5 ‘, --.-.-i.---
-~ Frequency *
Item 1 2 3 4 5 Mean
Indicate the extent to
which the following
statements are true of the
resources used to set the
policy. . --
1. The resources used to . 1
accomplish the process
were:
a) in-depth knowledge 0 3 4 1 9 3.6
related to the policy
issue ' ; .
, ,
b) personal ability to /0 8 6 2 1° 9 3.4
persuade ,
c) knowledge of the 8 1 3 5 @ 9 3.4
policy setting process
d) power derigwed from . e 8 4 4 1 9 3.7
position in the
organization
e) legal information @ 4 4 1 @ 9 2.7
f) information gathered g 4 1 4 0 9 3.8
through research
g) other organizational 1 8 0 2 1 4 3.5
resources
2. Resources to accomplish 4 1 2 2 8 9 - 2.2

the setting of the

policy were explicitly
allocated to participants
in the policy making

process | L

Lttt 2 f it 33t 1 2 P P33 3 3 R X P E i PP R P T P I F P R T T T T S T YR T 3 S YT TCFCYTTITIDL
* The scale used for these items was : 1 = not at ally; 2 = to
a small extent; 3 = to a moderate extent; 4 = to a great

extent; 5 = to a very great extent
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another orqanilotional sescdurce, namely the dedication and
perseverance of a small group of ;&luntoorl, was used 5&
very great extent. ®he volunteers referred to were the A
members of an ad hoc committee on performance appraisal which
had worked for more than a year on developing ideas related

: \
to the policy and its implementation.

»

Tasks. The purpose of gathering information on this

—‘;lomqnt was to answer the question, "What is the naturg of

the tasks porforﬁcd by the hciborl of the policy

organization?*
.;hc results obtained are present;d in Table 7. These
results show. that the tasks of policy setting were id’ntified
moderately clearly, and that those respdnsible for th; tasks
were moderately well acquainted with the poliéy setting
process and its requirements., For the ﬁerformance appraisal
policy, the four tasks of identifying the problem, developing
policy alternatives, debating the alternatives, and deciding
on the policy statement all occurred to a relatively moderate
extent; accepting a policy that was determined outside oE
NAIT occurred to a small extent.

Although these tasks were not viewed to occur as a
highly routine sequence of evéh:;; they wete considered to a
relatively great extent to be the same tasks as those for
setting other NAIT policies. ‘ t ‘

The features of the task ?t,nents described above were
congruent with the picture of the formal struagure of the

policy organization developed earlier in this chapter. The



Table 3 _

Respondents' Perceptions of the ™Nature of the
Tasks Performed in the ‘Policy Organisation

Frequency *
Item 1 2 3 4 5 N

10

3

Indicate the extent to
which the following
statements are true of the

tasks of setting the . C

policy.

l. The tasks were clearly 1 3 3 2 0 9'
identified :

2. Those responsible for 1 3 1 2 2 9

various tasks were well
acquainted with the policy

process
3. The specific tasks were: _ ,
a) identifying the 1 1«3 4 ¢ S
problem ' !
b) developing alternative * 1 3 3 1 1 9
policy positions .
c) debating the relative 1 3 3 1 1 9
merit of the policy
alternatives \
d) deciding on the most 4 1 2 2 2 2 9
appropriate policy . )
statement '
e) accepting a policy .5 2 1 1 @ 9

that was determined
outside of NAIT

4. The tasks occurred as 1 3 3 2 @ 9
a routine sequence of
events

S. The tasks were the same 6 0 4 5 @ 9

as for other policies

o

2.7

3.1

3.1

2.8

2.8

3.2

* The scale used for these items was : 1 = not at all;
a small extent; 3 = to a moderate extent; 4 = to a g
extent; 5 = to a very great extent

2 = to
reat
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!ou: tootiffiz’zgélod here as occurring to a moderate extent

were each 1ncludod in the descriptiong obtained on the
qqo-tionnaitol undor the element of structure. With much of
the formal structure ot’tho policy organization being made up
of formal structures of the Institute as a whole, a moderate
degree of points one, two, and four vould be cgrocttd: that
is, that tasks would be modorat;ly clearly identified, that
members would be moderately well acquaintcd‘with the process,
and that there would be a moderate dbgree of routineness to
the events of policy -ctting. The great extent of similarity
of'falkc from one policy setting exercise to anéther waa»,lso
compatible with the relatively stable structure of the policy
o;giaization. _
) g.gi;ign paking. The purpose of gathetiaq information on
this element was to answer the question *What is the nature
of the policy decision making process?®

The results obtained fdr the performance appraisal
policy are presented in Table 8. These iesults,show that
policy decision making with respeqgt to performance appraisal
was characterized to a relatively great extent by control of
the process by a smali number of people and reference to
known facts about the policy issue; pre%set procedures were
applied to a rolativély moderate extent.

Broad participation in policy decision making occurred
" to a moderate extent, while negotiation and bargaining among
various gfoupd took place to a small extent. Chance

1nte§act16n between people and issues within NAIT was viewed
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Rolpondohta' Perceptions of the Nature of the
Policy Decision Making Process

It.l'

Table 8

i

- !toqucncy *

1

2

3

S

Indicate the extent to
vhich the following

statements a&re true of

the decision process.

1. The policy d0¢18101\

.was made by:
a) applying pre-set
" procedures

b) negotiation and
bargaining among
various groups

c) reference to the facts @
which were khown

d) a smfll number of
people who controlled

the policy process

(-}

between varipus people

e) the chance q§teraction

and various

ssues

2. Policy decision making was 1

an open process tha

t

3

allowed for participaﬁion\\—~’
by a broad range of people

3. The policy statement was
granted final approval by:
a) an institute commjttee

b) the President

2
1
c) the Board of Governors 1
7

d) the Department o

Advanced Education

£

0
1
1

0/)—

e -~ @ v

7

5
0

® w oo o™

-—-— - e

3.4

2.2

3.6

1.3

2.9

3.1
4.5
3.9
1.1
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ge items was : 1 = not at all; 2 = to
0 a moderate extent; 4 = to a great

* The scale used for t
a small extent; 3 =

extent; 5 = to a very great extent

*
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to have Qirtually ﬁo part in policy decision making for the
perwance appraisal policy. Finafl approval of the policy
statement was perceived to have been granted to a great

" extent by the President and the Bo;{d of Governors, to a
mode:atq_extentjby an Institute confittee or council, and to
no extent by the Department of Advanced Education.

. The pOrtrayalqu policy decision making as a process.
controlled by a reLatively smal)l number of people but
allowing for a moder,te degree of participation by a broad A
range of people withifi NAIT was confirmed,as an accurate
picture during the intgtviews. The NAIT study ‘participants
»were explicit about the need to achieve a balance between
management's prerogative‘to set policies and stakeholaers'
needs to be consulgsd about the effects of new policies. R

The moderate use of pre-set procedures was consistent
with the vigw, noted earlier, that the tasks of policy o
setting were, to a large extent,'the same for all policies;wﬁd
this may élso'be related to the stability of the formal
structure of the policy- process described earlier in this
chapter. The small extent of negotiaéfbn andwbargain;ng,
‘together with the great eizent of réference to facts as -
features of policy deéision making indicated that the nature
of consul;gtion during the progess was more one of a rational _
review of issues and less of political‘bargaining among
interest groups. The almbst complete.absence of chance

interactions between peoplﬁ4‘hd issues as a feature af

decision making often applied to edhcationél organiiations,‘



’he 'garbage can" model, was nq*mevident in the case of the
etting of NAIT's performance apprhisal policy.

. The question of final approval ‘of the policy statement
was less clear than one might e;gect, Oncé signed by the
President, NAIT policies were endorsed either by the |
appropriate standing committee of the board o:.by the full
board,sdepending on the degree of divergence between the new
poligy p081tion and the current-institute practice. For the
vperf&émance appraisal policy, a considerable amount of workv
was done by an ad hoc committee; prior to discussiom 5; Re

Senior Officials group, Deansvand Directors perceived qlbc

final apprdvgl of the policy was given to a great extent by
~

an' Institute committee. ?’

Anothér view was evident among Executive~Committee
members; they viewed approval as coming from an institute
committee to a moderate extent, and from the Board of
Governors to a great extent. Finally, board hembers
perceived that final approval was given to a very great
extent by the Board of Governors, and to no extent by other

groups. Discussion of this point during the interviews

indicated that the performance appraisal was endorsed by the

104

Personnel Committee of the Board, but was not reviewed by the

full board since the policy did not represent a great

departure from established NAIT practiceéf' Given the

K

potential involvement of the President, board committees, and

the full board in the final review and approvalsstages of the

policy setting process,-{t was not surprising that



perceptions varied to some degree on the issue of the actual

-

agent of‘final policy approval.

c_mmnmu_.g‘n_t,1._Qns_t The purpose of gathering information'on
thZNelement wes\to answer the quedﬁion, 'what>is the nature
of communicatidns,that'occur within the policy organization?”

The results obtained for the performance appraisal
policy are presented in Table 9. These results show that
both verbal and written communxcat%ons were used to a .
relatively great extent. However, information related to the
performance appraisal policy was discussed by groups
throughout NAIT to only a small extent. A Vice—President was,
to a great extent, the person who provided information
related ro.this policy;. the President supplied information to
a moderate,ertent, The Board of Governors and the Department
of Advanced Education were not sources of information
regarding the performance appraisai policy. The information
that was communicated was highly accurate and moderately
'timely. Discussion was stimulated to a moderate extent by
the distribution of a policy review paper.

The result that verbal and written information was
shared to a high degree indicated that members of the policy
organization felt that they were relatively well informed
during the policy setting process. The small deéree of
discussion of the policy throughout NAIT was‘reviewed in the
interview phase of the study.:Senior administrators stated

that they relied chiefly on normal lines cf communicaticn

through the various levels.of the organization to stimulate

105



Table 9

Réspdhdents' Perceptions of the Nature of the
Communications in the Policy Organization

Item

1

4 5

N

Frequency *
3

Mean

Indicate the extent to
which the following
statements are true of
the communications in the

policy setting processﬁﬁj

1.

s
Information was shared
through written
"communications B
Information was shared
through verbal
communications

Information was actively
discussed by groups
throughout NAIT

Information was provided
§¥=the President

b) a Vice-Président

c) the Board of Governors

d) the Department of
Advanced Education

The information that was
communicated was timely

The information that was
communicated -was accurate

Discussion was stimulated
by the distribution of a
policy review paper

o

- W

3.6
3.7

2.3

3.3
3.8

3.4
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* The scale used for these items was
a small egtént: 3 = td a poderate extent; 4 = to a great

extent; 5= to a very grea

extent

1l = not at all; 2 = to
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discussion and to collect feedback on policy issues. It was
felt by members of the policy organization that serious

.review and input to policy making did not extend much paat

the Chairman level, which is the first level of management at
NAIT. Further, there was general agreement that it was not
appropriate or feasible for all groups within the institute f}
to have a say in all policy issues. This was consistent‘uith

the finding discussed earlier that, to a great extent, policy
tdecision making was carried out by a small number of people

who controlled the policy setting process. ’

The information tﬁat was communicated was viewed to be
more accurate than timely. In generai, large organizations
may be better at providing accurate information than t‘ry aréA
at providing information at ‘the right time. This point will
be discussed further as the results from the Qﬁﬁ;r three
policies are desacribed. ‘

A poiicy review paper on performance appraisdl was
_\prepared by the Director of Personnel at the time the
discussion of a performance appraisal policy began. From
further discussion in the interviews, it becdme e#ident that
policy review papers were developed in approximately twenty

~to thirty percent of'the'cases of policy setting at‘NAIT;

mnmmmlmmmm

-;—

‘«hx Throughout its existence, NAIT has been involved in

various international education projects. The degree of
" involvement has ranged from provision of individual

instructional Qr,administrative staff to comprehensive
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)on the design of facilities and programs for

consulting
technical education in developing ;ountties. As all

“ provincially administered institution, NAIT involvement in
1n€;rnational education was controlled by Albert; Advanced
Education and Manpower. AT the time of conversion to board
governance, a number of factors'combined to cause the
development of a new policy in international edudatiqn.

First, there was the desire on the,paré of members of
NAIT's Executive Committée, particularly thg'Vice7Pres;denfs
of Instruction and Educational Support Services, to continue
the . 1nternationa1 education activities which had been managed
in an ad hoc way under the éovernment At the time of
conversfon, there was an opportunity to undertake educa§iona1
projects in developing countries independent bf'Alberta
. Advanced Education. Second, this opportunity came at a time
wh&h NAIT was‘receiving an inéteasing number of requests
related to international e@ucation.' Also, other board
governed institﬁtions in Alberta were expanding theit
initiatives in this area. In light of the government's desire
to look to international markets for econoﬁic development
opportunities, it was important for NAIT to compete on an
equal basis with other institutions in international .
educational development.

Overali, then, there was a need'ﬁot only to maintain
NAIT's involvement.in international education but also to

establish a rationale for the range of activities that the

Institute might effectively undertake. By M#}ch, 1983, a new

¢
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policy on international education was approved.

International Education Policy

The research fin#ings for the eight organizational
de{E}Q elements are presented for the second policy studied
at NAIT. |

Structure. The results obtained—for the international
education policy are shown in Table 10. | | |

As fof the performance appraisal policy, several groups
vere involved in the policy setting process. Once the policy
issue was identified, the first step in aggregating the
interest of those people concerned with }nternational'
"education occurred through the Executive ngmittee. This
group of three Viceibresidénts and the President endorééd’the
need to develop a NAIT policy on international education and
directed.the Vice-Presidents of Instructio; and Educational
Support Services to collaborate on drafting an initial policy
statement. )

The Vice-President of Instruction reviewed the
Institute's previous positions, practices, and experiences
with respect to international education. This review was
accomplisqsd, in part, thrpugh discussions with the four

academic Deans.

Based on the review of past activities, an initial draft
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Respondents' Perceptions of the
Formal Structure of the Policy Organization

Task/Activity

Person(s) Responsible

4.
5.

10.

11.

Articulation of policy
issue

Put item on agenda'of
Executive Committee for
d;scussion

Review of previous positions,
practices, and experiences
Draft policy and guidelines
Agenda item - preliminary
review of draft by Executive
Committee .
Review of draft in several
forums B

Revisions on the basis of

feedback

Agééda item = review of
revised policy and guidelines

by Executive Committee;

recommendation for approval to
the President

Approval of policy statement

Agenda item - presentation,
review, and approval of policy
by the Board of Governors

Distribute approved policy to
line' managers for placement in
policy manual

Various; described in
previous section

Vice-President of

Educational Suppoxt

Services (VP/ESS)
,\4\-

Vice-President of

Instruction (VP/I1);
Deans

VP/ESS; VP/1
VP/ESS; Executive
Committee members

Line managers; Deans;
Chairmen; Senior

Officials group

VP/ESS
VP/ESS; Executive

Committee members

Presiéent

President Board of
Governors - -

VP/ESS

!

[ 4
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of a policy on international education was developed by the
two Vicc-Pro:i@cnts. This document was then ;eviewed by
Exccuti#o‘Committoe prior to being discussed more widely
among Senior Officials and other line managers. The policy
and guideline statements were adjusted to incorporate the
feedback received from these didcussions.
The revised policy and guidelines wetevthen reviewed for
a final time by Exeéutive Committee; this group recommeﬁded
approval to the President. The President's formal approval
of the policy oﬁ‘international Eduéatibn occurred on March 8,
1983. Because there was no appropriate standing committee of
- the Board to deal with the issue of international education
activities, the policy was presented to the full Board of
Governors for discussion and approval. The Board of Govetnors
endorsed the international education policy. The approved
policy and guidelines were distributéd to line managers for

;placement in the Manual of Policies; Guidelines, and

wy
‘(,r

Procedures.

This descfiption reveals an identifiab%e hierarchical
structure for the policy organization. Much of the policy
gsetting activit related to international education occurred
within three ngups -~ the Senior Officials group, Executive
Committee, and the Board of Governors -- that are part of
NAIT's line decision makiﬁé structure. As in the case of the
ﬁerformance appraisai policy, the formal structure of the
policy organization was m&de up largely of formal structuzal

elements for the general administration of the Institute.
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Although the formal structure for setting the policy on
international education involved some of the same groups as
did the performance appraisal policy, the extent of '
involvement of tvg various groups varied for the two
bolicies. For example, the process of setting the policy on
international education originated within the Executive
Committee and seemed to centre more on that group than on the -
Senior Officials group. The performance appraisal policy, on
the other h;nd, received its first consideration by Senior
Officials and was largely é;veloped by a sub-committee of
that group. In both cases, the process of consultation with
line managess was carried out. However, from the interview
comments, it was evideﬁt that this process\;as much less
concerted in the case of the international education policy
than in the case of the performance appraisal policy. .

Firally, the policy on international education was reviewed
and endorsed by the full Board of Gove:nors, rather than by a
standing committee of the board. This occurred. for three
reasons: (1) there was no appropriate standing committee of
the board to deal with the international education issue, (2)
tﬁe policy represented a significant, new initiative at the
institutional level, and (3) the hature of international
educational activities had a high profile both educationally
and politically.

Goals. The results obtained for the NAIT policy on

international educatiom are presented in Table 11,

These results indicate that the policy on international
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Table 11

Respondents' Perceptions of the
) Goals of the Policy

--------.-------“.--*------.-----.--------.-------.-.----.-

Prequency *
Item \ 1 2 3 4 5 N Mean

—

Indicate the extent to '
which the following
statements describe the
goal of the policy.
1. Set a new direction for ¢ 0 1 4 3 8 4.3
NAIT that is perceived
to be of strategic
importance to the
institution

2. Address an issue emerging g 2 1 4 1 8 3.5
from the environment, ) :

outside of NAIT e
3. Address an initiative 1 3 3 1 o 8 2.5
taken by a specific .

interest group

4. Pacilitate the achievement ¢ © 1 5 2 8 4.1
of specific institutional
long term goals

S. Faciljitate the achievement 8 0 2 6 0 8 3.8
/ of specific institutional
short term goals

6. Solve a specific 3 3 2 0 @ 8 1.9
organizational problem
by establishing new guide-
. lines and procedures

7. Pormalize institutional # 1 5 2 @ 8 3.1
commitment to past
practices and procedures

8. Update an existing policy l1 3 3 1 o 8 2.5

BN S S S S S E P E S S E R S R E R R EEEEE EEEREREEREERER
®* The scale used for these items was : 1 = not at all; 2 = to
a small extent; 3 = to a moderate extent; 4 = to a great

- extent; 5 = to a very great extent
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education had two principal goals: (1) to set a new direction
. ]

‘ 114
(o:‘iAIT that was perceived $0 be of strategic importance,
and (2) to facilitate the achievement of specific long term
institutional goals. Two other statements were rated as
describing the goals of the policy to a relatively great
extent; these were to facilitate the achievement of specific
institutional short term goals, and to address an issue from
the environment o;tnlde of NAIT. Addressing an initiative
-~ taken by a specific interest g£oup, fagmalizing an
institutional commitment to past practices and procedures,
and updating an existing policy were all viewed to be the
goal of the policy to a moderate extent. ‘SOIvfng a specifié
organizational problem received the lowest average rating as
the goal of the policy.

The goals of the policy as perceived by the respondents
were compatible with the forces described as initiating the
doveiopment of a‘policy on international education. With the
Government of Alberta undertaking some international economic
development initiatives, and with other postsecondary
institutions actively seeking new projects in international
education, continued NAIT 1nvolJ;hent in this area was of
strategic importange to the Institute in both the long term
. and the short term, The strategic importance of addressing
this issue which emerged from NAIT's external environment was
kgreater ;han the importance of updating an existing poilcy, ,
‘formalizing commitment to pagt practices or gddtessing o

‘interest group initiatives, three goals with a primarily
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internal orientation. PFinally, no specific-organizational
piobxo-'vnc identified with respect to NAIT's international
cducatipn actigitiol; thcrotoro, this item received the
lovest fating as a goal of the policy.

For the international education policy, it was evident
that there was a doq:cp of correspondence between the forces
identified as initiating the consideration of the policy
1|sup and the goals of the policy oncé it was established. In
this case, the strategic importance of involvement in
international education activities in order to achieve long
and short term institutional goals was viewed to be the
primary goal of the policy.

Mambars. The results for this element of the
1nternatioﬁa1 education policy ar; shown in Table 12.

As for the other policy studied at NAIT, these results
show that, to a great extent, involvement in the policy
setting process occurred as a result of an‘individuAi's
membership in a group that was part ot the formal structure
of poliéy setting at NAIT. Knov%gdge and expertise in the
policy subject matter as well as membership in an interest
group affected by the policy were rated almost equally, to a
moderate extent, as the basis for membership in the policy
organization.

The role of those involved in ;etting the policy on
international education was, to a great extent, that of
offering concerns and ideas with respect to the draft policy.

Members of the policy orgqnizatiQn sav themselves as drafting
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’ Table 12

ReSpoadents' Perceptions of the Rature of the
. mbers of the Policy Organization

. : Frequency *
Item 1 2 3 4 5 N Mean

Indicate the extent to
vhich the following *
statements are true

ugardinq your role in thek
policy nn#ipg process. _J/’
T I was involved in the
policy development
process because of: :
a) my knowledge and 2 8 2 4 o 8 3.0
expertise in the .
subject matter related -
to the policy ‘ *

b) my membership in an l1 2 2 3 o 8 2.9
interest group
affected by the policy

c) my membership in a 1 8 1 3 3 8 3.9
group that is part of
the formal structure
of policy setting
at NAIT

2. My role in the policy
process was that of:

a) a person who prepared 4 2 0 2 9 8 2.0
the initial pqlicy
statement ’
. '4
b) a person being » 81 5 1 8 3.6

consulted regarding ¢
my concerns and ideas
on the policy

c) a‘p rson granting 1 8 2 4 1 8 3.5
fina oval of

the polcy

3. 1 employed specific 2 9 4 2 @ 8 2.8
actions in an attempt y
to influence the course
of the policy process
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Table 12 (continued)

Respondents' Perceptions of the Nature of the
Members of the Policy Organization

--.-‘!E‘-‘:.88_8.8---38g--SBBBESBSES'BS'ES=====================

Frequency *
Item ;1 2 3 4 5 N Mean

i o
e

o
v

4. The final policy 1 1 3 3 @ 8 3.0
. incorporated my
preferences for the
wording of the policy , : A\
statement '

S. My involvement was 2 8 2 4 0 8 3.0
- continuous throughout _
the consideration of -
the policy ' f’
3

6. The,othen primary 1 1.2 4 0 8
participants involved )
remained the same .
throughout the policy
setting process

-.8“-88-8-g=8===8==‘8;=================
* The scale used for these items was :
« a small extent; 3 = smo a moderate extd
_extent; 5 = to a very great extent
14

|

= ot at all; 2 = to
nt; 4 = to a great

fDHll

-



Erle initial policy statement to a small extent but granting
Einal approval to the policy to a relatively great extent.

The remainder of thevrésults in Table 12 indicate that
several features of member behavior -- employing specific
actions to influence policy making, feeling that their
preferences qé;e incorpotated into the policy statement, and
mainta‘ir}ing céntinuous involvement in the policy process -- .
all occﬁrred‘to a moderate degree.

The great’ importance of formal structure in determining
membership in the policy organization inaicated that those
people who were part of the senior decision making gréups
comprising the formai structure within NAIT -- Senior
Officials group, Exeéut1ve Commlﬁtee, and the Board of
Governors -- were also members of\the policy organlzatlon
To only a moderate extent did knowledge and expertise with
respect to the policy issue or hembership in an interest
" group provide the basis for mémbership in’the policy
organization. *

Almost all members of the nolicy organization felt that
they were being consulted to au least a moderate extent.
However, to an almost equal extent, members felt that they
were involved in granting final approval of the policy. The
somewhat greater igvolvement of the Executive Committee _
relative to Senior Officials in the development of the policy
on international education may have led to this high rating

on figal approval of the pollcy. with most of the review and

drafting of the policy occurring at the Executive Committee
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level, those involved other.than the Preeident and the board
members may have felt that they contributed substentially to
the final approval of the policy. '

As in the ease of the performance appreisal policy, thev
final four points in Table 12 indicated shat these features
of‘member.behavior all occurred to a moderate extent. These
results showed that in generel the people involved attempted
to actively influence the course of the policy process and
that they were moderately successful as reflected by the
incorporationgbf their preferences for the wording d% the
policy statement. Also, the membership of the policy
organization was moderetely stable as shown by the continuous
involvement of oneself and others throughout the policy )
setting process. ) -

Enxigﬁnmgn;‘ The results for ﬁhis organiiﬁ%’pnal design
element are presented in Table 13. :

These resulte show that, to a great‘extent, the

direction of the policy setting process was determined

primarily by people within NAIT. External environmental

forces were felt to be acting on NAIT;to a small extent.

NAIT's external efivironment ' viewed to be relatively well

’ T PR} .
known and to be made up of viewpoints that were moderately

uniform. The organizational environment within NAIT was

characterized as hav1ng§points of view that were . less well

" known and about equal in uniformity to those of the external

environment. The extent of knowledge and the degree of

uniformity of points of view within the NAIT internal

¥
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Table 13

Respondents' Perceptions of the Nature of the
Environment of the Policy Organization

Frequency *
Item 1 2 3 4 5 N Mean

'Indicate the extent to
which the following
statements are true of the
conditions associated
with the development of
the policy.

1. There were few, if any, - 2 4 1 1 0 8 2.1
forces acting on NAIT . '
from outside to initiate , .
congideration of the . R

policy

2. The direction of the 2 6 1 6 1 8 - 4.0
policy setting process \\\

was determined primarily cT
by people within NAIT ' '
3. The environment outside o

of NAIT was characterized
by known points of view

ar

4. The environment®outside P 4 2 2 @ '8 2.8.
of NAIT was characterized ‘
by uniform points of view

5. The énvironment inside @ 3 2 3 0 8 3.0
of NAIT was characterized
by known points of view

6. The environment inside @ 3 3 2 @ - 8 2.9
of NAIT was characterized _ . _

; by uniform points of view o ‘

7. The policy on international @ @ 6 2 8 8 3.3

education had connections
with many other issues
and policies within NAIT

8888888.8888#88:8:88‘:88‘88:I888-BSISSSII'-BIIS-S--I-------‘-

* The scale used for these items was : 1 = not at:all; 2 = to
a small exteénht; 3 = to a moderate extent; 4 = to a great
extent; 5 = to a very great extent
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envirq@ment.dere both moderate. The international education
policywwas considered to have a moderate degree of conhection
with other issues at NAIT. ¢
‘-_‘~ It could be expected that an autonomous institutionj
é?gwhich is setting a policy perceived to be of strategic
* importance, wouid control the policy setting process itself.
In this case, only a small degree of influence froﬁ forces in
the extérnal environment was experiénced) even éﬁough the
goal'of the policy was,'to a great extent, to aédregs an
issue emerging from the énvironment outside of NAIT.
The relatively greit extent to which the ‘external Q
environment was known. reflected an explicit Government of .
Alberta priority on international_ecdnomic development. the

'
moderate degree of uniformity of points of view both

i;ternally and externally on the issue of international
education indicated an absgnce of greatly divergent views on
the issue.: |

The moderate.extent of connection'pergéived between the
international education policy and other iééues gnd policies
within NAIT was consistent with the state of development of
international activities at NAIT. Up until the conversion to
‘board governance, projects came to NAIT through the
Department of Advanced Education and Manpower and were
handled as individual initiatives by the institute using
whatever resources were then available. With the

establishment of the policy on international education, NAIT

began to build a more systematic set of support services to

Se— P
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facilitate the management of new projects. By September,
1983, a position of Director of International Education was
approved and in May, 1985, this role was exg}nded to include
technology transfer activities. But at the time that the
policy waé approved in March, 1983, international education
' was not an explicit priority for NAIT ard therefore was not
1nter£wined\to a great extent with other priorities and ;j
issues within the Institute.

Resources,. The results obtain;é for the resource _
eigment'of the inté;national education policy are presented
in Table 14.

These results show that there were two cluéters of
resources, one of which was used to a greaf extent, and the
other to small extent. The first éluster included the
following'four specific resources that where ﬁsed to a
relatively greathxtent: (1) position power, (2) knowledge of
the pslicy process,'(3) personal ability to persuade, and
(4) in-depth knowledge of the policy issué. In the second
droup there were three specific resources which were used to
a smail extent} they wére: (1) legal information,
k2)'rqseatch information, and (3) other organizational.
resources. The other organizatiopal resources which were
cited included #gformation from agencies outside of. NAIT --
the‘Canadian International Development Agency (CIDA), other
éducational institutions and the Association of Canadian .

Community Colleges (ACCC). The explicit allocation of

resources for policy development occurred to a moderate

\
\
\



Table 14

Respondents' Perceptions of the
Resources of the Policy Organization

123

»
.----"--‘----.. ---.-------'--...-.'------“--..I..--I-.----II-

Item

1

Frequency * ~

2

3 4 5

N

Mean

.

Indicaie the extent to

which the following
gtatements are true of the
resources used to set the
policy.

1. The resources used to
accomplish the process
were:

a)

b)
c)

d)

e)

£)

q)

2. Resour

in-depth knowledge
related to the policy
issue

personal ability to
persuade

knowledge of the
policy setting process

power derived from
position in the
organization

legal information

information gathered
through research

other organizational
resources

to accomplish

the s ng of the

policy were explicitly
allocated to participants
in the policy making
process ‘

-

3.6

3.9
3.9
4.1
243
2.4
2.0

2.5

* The scale used for these items was : 1 = not at all;

2 = to

a small extent; 3 = to a moderate extent; 4 = to a great

extent; 5 = to a very great extent
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extent.

In both cases of policy setting studied at NAIT,
position power was the resource uséa to_the greatest extent.
In aodition, for both policies, in-depth knowledgé of the
policy issue was used to an equal and relatively great
extent. Peréonal«ability to perssade and knowledge of the
policy process were used to a great’extent in aetting the
international education pollcy,‘but to a more moderate extent
in setting the performance appraisal policy. In connection
with this observation, results cited earlief showed that, for
both policies, the members of the. policy o:ganlzation
employed specific actions to influence the COuree of the
policy process to a moderate extent. B

Tasks. The results obtained for the tasks element of
the policy on international education are shown in Table 15,

These results show-thatithe tasks of policy setting were
identified moderately clearly and that those responsible for
the tasks were acquainted with the policy setting process and
its requirements to a great extent For the international
education policy, the two tasks of identifying the problem
and deciding on the most appropriate policy statement both
occurred to a relatively great extent. Developing alternative
policy positions and ofbating the relative merit of the
policy alternatives ocourred to a moderate extent. Finally,
accepting a policy tpat was determined outside of NAIT
occurred to a small’ extent.

The tasks of the policy setting process were viewed to a

L 4
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Table 15

Respondents' Perceptions of the Nature of the
Tasks Performed in the Policy Organization

) Frequency *
Item : 1 2 3 4 5 N Mean

Indicate the extent to

which the following

statements are true of the’ .a
tasks of setting the

policy. » \

l. The tasks were clearly g 3 2 2 0 7 2.9
identified

2. Those responsible for 4 8 3 3 1 7 3.7
various tasks were well
acquainted with the policy
process

3. The specific tasks were: -
a) identifying the 8 0 2 5 0 7 3.7
problem -

b) developing alternative g1 5 1 0 7 3.0
policy positions

c) debating the relative g 1 4 2 8© 7 3.1
merit of the policy .
alternatives
d) deciding on the most g6 8 3 3 1 7 3.7
- appropriate policy
" statement
e) accepting a policy 2 4 1 0 0 7 1.9
that was determined
outside of NAIT

4. The tasks occurred as ' 6 2 2 2 1 7 3.3
a routine sequence of
events

S. The tasks were the same> @ 2 2 3 @ 7 3.1

as for other policies

* The scale used for these items was : 1 = not at all; 2 = to
a small extent; 3 = to a moderate extent; 4 = to a great
extent; 5 = to a very great extent
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moderate extent to take place as a routine sequence of
events. They were also considered to be moderately similar
to the tasks for setting other policies aE NAIT.

The degree to which the tasks of policy setting were
clearly identified was the same for both policies studied at
NAIT, moderately. Howevgr,_for the policy on international
education, the réspondentslfelt that those responsible for
various policy tasks were acquaintéd to a great extent with
the policy prodgss comparedlto only a moderate extent in the
case of the performance appraisal policy. This may have been
due to the greater involvement of Executive Committee members
in setting the international education policy; the more
senior members of administration could be expected to be more
familiar with the policy process. '

The brimary tasks of deéelbping the policy on
international education were to identify the problem and to
prepare an appropriate policy sﬁatement. These tasks were

? onsistent with the ggals of the policy, which were to set a
?ew direction of strategic impoét_ance and to facilitate the
achievementfof long apd short term institutional goals. 1In
the absence of any specific organizational problem or any
previous policy or established procedures, the definition of
the policy problem would be a highly important task. The
moderate extent to which developing policy alternatives and
debating their relative me;its took place was 2180 consistent
with the results“discussed earlier which showed a moderate

degree of uniformity of views on this issue‘TB both the



internal and external environments of NAIT.

The moderate degree of routineness and similarity to the
tasks of setting other policies may.hnvo Soqn related to the
relative stability of the formal structure of the policy
organization.

n.gigign making. The resuylts on decision making obtained
for the 1ntefnationa1 education policy are presented in Table
16. - ,

| 'The results in Table 16 show that policy deciéion making
with respect to internationgl education was characterized to .
a great extent by control of the process by a small number of
people and reference to known f;cts about the policy issue,
Pre-set procedu;es were applied to a moderate extent. »

While negotiation and bargaining among various groups
took place to only a small extent, broad participathﬁ“iﬁ :
policy decision making occurréd to a moderate extent. Chance
interaction between people and issues within NAIT was viewed
to have a small part in policy decision making for the
international education policy. Final approval of the policy
statement was perceived to have been granted to a great
extent by the President and the Board of Covérnors, to a
moderate extent by an institute committee or council, and to
no extent by the Department of Advanced Education.

It is notable that the patterns 6f mean.responses for
the items on the element of decision making were very similar
for the two policies studied at NAIT. This suggests that the

decision making process was essentially the same for both
L ]
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Table 16

Respondents' Perceptions of the Nature of the
Policy Decision Making Process

128

Frequency -*
3 4 5

Item

1

2

Mean

Indicate the extent to
which the fol)owing

statements
the decision process.

1.

e true of |,

The policy decision

was made by:

a) applying pre-set
procedures

b) negotiation and
bargaining among
various groups

c) reference to the facts
which were known

d) a small number of
people who controlled
the policy process

e) the chance interaction
between various people
and various issues

Policy decision making was
an open process that

allowed for participation
by a broad range of people

The policy statement was
granted final approval by:
a) an institute committee
h) the President

c) the Board of Governors.

d) the Department of
Advanced Education

1
6

1

2

1
0

® 8 =~ O

* The scale used for these items was : 1

6

5
)

8
8

2.3

3.8

1.6

2.6

at all; 2 = to

a small extent; 3 = to a moderate extent; 4 = to a great

extent; 5 = to a very great extent
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policies. The analytical commentg on the results for the
international education policy are the same as for the -
performance S‘pratncl policy and are not restated here.

Communicatiops. The results obtained for the
compunications element of the international education policy
are presented 1n Ttple 17.

These results show that both verbal and written
communications were used to a moderate extent. Ipformation
related to the international education policx was actively
discussed by groups throughout NAIT to a small to woderate
extent. 5.13.. the case for the pottotmanco appraisal
policy, a Vice-President was the principal source of
information, with the President being-q;ﬁhcoﬁdary source of
information. The Board of Governors and the Department of
Advanced Education wer; not significant sources of
information in the policy setting process. The information ~
that was communicated was, to a great extent, both accurate
and timely. Discussion was stimulated to a moderate extent
by the distribution of a policy review paper. ‘.lb

The result that verbal and written information were
shared to a moderate degree indicated é"t members of the
policy organization felt that they were kept moderately wvell
informed during the policy setting process for internationQI
- education. At the same time there was a sﬁall to moderate
degree of active discussion among various groups throughout
NAIT. This contrasted slightly with the pattern of

communication for the performance apptaiéal policy in which



Table 17

Respondents' Perceptions of the Nature of the
Communications in the Policy Organization

Frequency *

Item

LI

1

4

5

Mean

Indicate the extent to
which the following
statements are true of
-the communications in the
policy setting process.

1. Information was share
through written
communications

2. Information was shared
through verbal
communications

3. Information was actively
discussed by groups
throughout NAIT

4. Information was provided
by:
a) the President

b) a Vice-President
c) the Board of Governors

d) the Department of
Advanced Education R

5. The information that was
communicated was timely

6. The information that was
communicated was accurate

7. Discussion was stimulated
by the distribution of a
policy review paper

4

A W & -

® @ W -~

e 8 & @

3.4

2.9
4.4
2.0
1.4

3.8
4.0

3.3

130

* The scale used for these items was K 1 = not at all; 2 = to
a small extent; 3 = to a moderate extent; 4 = to a great

exK;nt; 5 = to a very great extent
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.
. information sharing&by verbal and written means occurred to
a great extent and Aptive discussion by various groups
. -l
occurred {o a smaller extent. Again, these results may TN

-

reflect the relatively greater degree of involvement of the
\\k Executive Committee with the consequence that information was
not shared beyond that level as greatly as it otherwise might
have been. The moderate degree of discussion.amohg other
groups miy have reflected a slighfly greater ingerest i; the *
\{nt:rnational educa;ion issue than the perform;nce appraisal
iséue.., « |
— .
For both NAIT policies, the informdtion that was
commuriicated was viewed to bé highly ﬁccurate. However, for
the international education policy the information was .
thought fb‘be nighly timely és well. The ability of an '
organization to provide timely information in support of the g:\\\
setting of policies of sfrategic impoffance has been shown
» ( Allison, 1971) to be highly desirable.
' Y

GENERAL DESCRIPTION OF THE POLICY ORGANIZATION

. \ Y g
In this final section of the chapter, the features of

the poliqy’organization that were common to both “of the "
policies étudied At NAIl are described and a general picture
- of the policy organization is developed. First, tqi_genenal
characteristics for each organizational desig‘&‘leménxrare
reviewed briefly to highlight the aspécts which weré common
to both policies. Then a general description of the‘policy’

vrganization is presented.
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Comparison of Organizatiopal Design Elements for NAIT
. Structure, A review of Tables 2 eﬁd 10 revealed that a
number of structural featwres were simif;r for both tﬁe
performance appraisal Rolicy and the international education
policy. The features which were iar@ely the seme for both
policies are summarized in Table 18 as a general sequence of
steps for the policy setting process. '
" The description in Table 18 indicates that the formal
‘structure fer policy setting was both well developed and
identifiable. Thosleesponsible for almost every sté&p in the
; policy setting process were either individual senior mauagérs
:;or éroups of senior menégers. In general, then, the ¢
hierarchical structure for setting pol1c1es within NAIT was
5 integrated 1nto the higher levels of the formal.
'Aadmlnltt;htlve structure of the Instxtute. As long as these

N £orma1 admlnlstratlve structures were stable, the central

‘ comporients of the formal structure of the policy organization
f ? " ) -
" should also remdned stable.
In addftion to the relatively stable features of the

)wformal structure, other ad hoc structural elements were found

RE (

-

"to exist in the two pol1cy cases studied. For the

.performance appraisal policy, a sub-committee of the Senior
Officials group was established. The membership of this

group changed over t}me. Also, for both policies,

consultation with line managers during the review of the.
proposed policy and guidelines was variable and depended gn .
the deéree to which discussion was stimulated by individual f,



Table 18

133

Common Peatures of the
Formal Structure of the Policy Organization

L

o --.---.-.---.-----.-.--..8‘-.-3.-‘8'-“.hl..ﬂ"......."l...‘

Task/Activity b

Person(s) Responsible.

- - - - e G . - . - e G G S G e G S A5 W R G T G G G S G G P W e .

19.

11.

Articulation of the policy

issue )

Put item on agenda of a
senior management group

Initial review of policy issue;
assignment of responsibility to

do background work and to
prepare a draft policy

Review of Institute positions
afd practices; conduct other
régsearch as appropriate; prepare
draft policy and guidelines

statement

O

Preliminary review of the draft
policy statement by a senior

management group

Review of proposed policy and .
guidelines by line managers, as

appropriate

Revisions on thenbasis of
feedback

- v

Review of fev1sed policy and
guidelines by senior managg-
ment groups; recommendation

for apprqval to the greabdent

3

AppY o of the policy and

guidolih

A4

Fjnal review and endorsement

of policy and guidelines

Distribute approved policy state-
ment to line managers for place-

ment in policy manual -

Various; different
for each poliey

VP/ESS

Senior Officials
group or Executive
Committee

14

Vice-President
responsgible for the
area affected by the
policy issue; ad hoc
committees may be
struck

Senior Officials or
Executive Committee

- « "
Deans_and Digéctors
initidte line
communication

Appropriate Vice-

- President or Director

. Senior Officials

group and Executive
Committee

President

Appropriate standing
committee of the
board or.the full

‘Board of Governors

8§
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Deans or Directors.
In‘summary,-the formal structure of the policy
organization was made up of two general parts: (1) a
relatively stable core-of structural-elements that were also
part of the institutional QQcision making structure, and (2)

vy -

a variable periphery:g

.3 ;?;”:al elements that changed from
.8 4.
one case of policy settlh§:‘td the next.

- Goals. A comparison of the results from Tables 3 and 11
is presented in Table 19. For the purposes of this and q
guﬁsequent comparison tables in this éhapter, the performance

Qéppraisal policy 4is :éferred to as Policy 1, and the Y

N ) k N
pltd  international education policy is referred to as Policy 2. "‘

In both cases of policy setting, there were four
statements that were viewed to be the goals of the policies
"o to at least a moderate extent; these were:

1, Set a new direétion that is §erceived‘to be of strategic

importance to the institution.

2, Pacilitate the achigvement‘of specific institutional

long term goals. ’

3. Facilitate the achievement of dpecific insgztugional

short term goals. ' -
4. Formalizé institﬁtional commitment to past practices and
procedures. |

Insofar as one can say that the goals of individual
policies reflect the goals of the policy organization itself,
the emphasis of the policy organization at NAIT was placed

on determining institutional strategy, facilitating the

’, ‘,7'5 ..

.
, L]
4#' L R
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Table 19

‘ A Comparison of Respondents' Perceptions of the
. Goals of the Policy

SRS ESE RS R R E EE E I E R E R EEEEEE NSRS S RAEREEEEEEEERER

. Mean :
Item Policy 1 Policy 2

4 . i

Indicate the extent to which the
following statements describe the
goal of the policy.

1. Set a new directién'for NAIT 3.0 4.3
that is perceived to be of
strategic importance to ™the
ingtitution K

>

2. Address an issue eme‘gihg from the 2.2 3.5
environment outside ®f NAIT

3. Address an initiativp taken by 2. 2.5
a specific interest group : R ¥

P . Facilitate the achievement of 3.4 ’ 4.i€
specific institutional long
term goals

5. Facilitate the achievement‘of 3.1 3.8
specific institutional short
term goals @

6. Solve a specific organizational 2,2 1.9
problem by establishing new .
guidelines and procedures

7. Formalize institutional ' 3.2 3.1
commitment to past practices .
and procedures ; ‘

8. Update an existing policy ' 3.2 2.5

135 .
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achievement of long and short term institutidnal'goals, and

confirminq ingtitutional commitment to how things ought to be

done. There was a general lack of emphasis on addressing
~initjatives of specific interest groups and ablving specific
organizational problems.

Memberg. A comparison of the results from Tables 4. and
12 is presented in Table 28. In both cuses of policy
setting , almost all items were viewed(to'be true to a
fhoderate extent. However, ther% was agreement that, to a
great extent, membérghip in the policy organization occurred
because of one's membership in a group that was part of the
formal structure of policy setting. This finding reinforces
the importance of the formal structure in deterﬁining who was
involved in the policy setting process.

Enviropmept. A comparison of the results from Tables 5
and 13 is presented in Table 21. This'comparison shows that
.there was_agreement for both policies that, to a great
extent, the direction of the policy setting processhwas- ’

determined primarily by people within NAIT. “Ahree other

features of the environment were rated as true to at least a

136

moderate extent in both cases; the environments outside and ~

inside NAIT were cha;acterized by known points of view, and
the policies.wete connected to other issues and policies
within.the Institute.

The other three aspects of the element of environment
were viewed to be different for the two policies studied.

That is, the extent to which external forces acted upon NAIT



Table 20

A Comparison of Respondents' Perceptions of the Nature

of the Members of the Policy Organization

137

L]

Item

Policy 1

Policy 2

S

Indicate the extent to which the
following statements are true

. regarding your role in the policy
making process.

1.

6.

'My involvement was continuous

1 was involved in the policy

development process because of:

a) my knowledge and expertise
in the policy subject matter

b) my membership in an interest
group affected by the policy

c) my membership in a étoup that
is part of .the formal structure
of policy setting at NAIT

My role in the policy process

was that of:

a) a person who prepared the
initial policy statement

b) a person being consulted
regarding my concerns and ideas

c) a person granting final
approval of the policy
‘ ®
I employed specific actions in an
attempt to influence the course of
the policy process

The final policy incorporated ay
preferences for the wording of the
of the policy statement

,ﬁ
throughout the consideration
of the policy

The other primary participants
remained the same throughout the
policy,setting process

2.7

3.1

3.9

1.7

3.3

2.4

3.2

2.9

3.0

3.6

3.5

3.1

.



Table 21

A Comparison of Respondents' Perceptions of the Nature

of the Environment of the Policy Organization

¥
A E R E A S R S S R E E R R E e S P E S S E S E S S E S EEESEREEERER R

Item

Policy 1

~ Policy 2

Indicate the extent to which the
following statements are true of
the conditions associated with the
development of the policy.

1. There were few, if any, forces
acting on NAIT to initiate
consideration‘of the policy

2.- The direction of the policy
setting process was determined

primarily by people within NAIT

3. The environment outsideﬂ%! NAIT
was characterized by.knewn
points of view

4. The environment outside of NAIT
was characterized by uniform
points of view

S. The environment inside of NAIT
was characterized by known
points of view :

6. The environment inside of NAIT
was chafacterized by uniform
points of view

7. The policy had connections
with many other issues and
policies within NAIT

\

2.8

2.1

3.8

2.1

3.5

3.0

209”

3.3

138
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Q?{lﬁitiate consideration of the policy, and t;e degree of
“hﬁifox%ity‘among points of view both inside and outside NAIT
differed for each policy.

o Resources, A comparison of the results from Tables 6
Qné 14 is presented in Table 22. In both cases of policy
setﬁing there was a group of four resources that was used to
a relatively great extent; these were, in the order of their
exten; of use: (1) power derived from position in the
organization, (2) in-depth knowledge rel#ted to the policy
issue, (3) personal ability to persuade, and (4) knowiedg; of
the policy setting process. With the exception of the second
item, this group of resources was related to the process of
policy setting rather than to the material content of the
policy issue. A second group of‘three resources was used to
variable extehts in setting the two policies. The resources
in ths‘group were all related to the substance of the policy
problem. There was agreement that, in both cases, resources
were explicitly allocatéd to a relative;; small extent.

Tasks. A comparison of the results from Tableg 7 and 15
}s shown in Table 23. In both‘cases of policy setting, all
but one item were rated as true to at least a moderate
extent. Only the task of accepting a policy that was
Vdetermined outside of NAIT was viewed to take place to only a
small extent, |

Decision making. A comparison of the results from Tables
8 and 16 is presented in Table 24, This comparison reflects

Qo : .
close agreement of every aspect of decision making and

139
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Table 22

A Comparison of Respondents' Perceptions of the
Resources of the Policy Organization

AR R E P S I E S E S E S SN S R E I S EE NSRS RSN S NSRS EREREE R

. Mean
Item ’ Policy 1 Policy 2
Indicate the extent to which the
following statements are true of
the resources used to set the
policy.
1. The resources used to accomplish
the process were:
a) in-depth knowledge related 3.6 3.6 .
to the policy¥kssue o
b) personal abilif&-to persuadek R 3.4 3.9
c) knowledge of the policy 3.4 3.9
setting process '
d) power derived from position 3.7 4.1
in the organization
e) legal information 2.7 2.3
f) information gathered through 3.0 2.4
regearch
g) other organizational resources 3.5 2.0
2. Resources to accomplish the ' 2.2 2.5

setting of the policy were .
explictly allocated to
participants in the policy process

140



Table 23

A Comparison of Respondents' Perceptions of the Nature

of the Tasks Performed in the Policy Organization

Item- . Policy 1 Policy 2
Indicate the extent to which the
following statements are true of
the .tasks of setting the policy.
1. The tasks were clearly jidentified 2.7 2~.9
2, Those responsible for the various 3.1 3.7
tasks were well acquainted with
the policy process
3. The specific tasks were:
a) identifying the problem 3.1 3.7
b) developing alternative 2.8 3.8
policy positions
c) debating the relative merit 2.8 3.1
of the policy alternatives
d) éeciding on the most 3.2 3.7
appropriate policy statement :
e) accepting a policy that was 1.8 1.9
determined outside of NAIT
4. The tasks occurred as a routine 2.7 3.3
sequence of events
5. The tasks were the same as for 3.6 3.1

other policies

141
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Table 24

A Comparison of Respondents' Perceptions of the Nature
- of the Policy Decision Making Process

-

, Mean
Item o Policy 1 Policy 2
Indicate the extent to which the
following statements are true of
the decisiorf process.
1. The policy decision was made by:
a) applying pre-set procedures 3.4 3.4
b) negotiation and bargaining 2.2 2.3
among various groups ‘
c) reference to the facts which 3.6 3.8 4
were known
d) a small number of people who 3.7 4.4
controlled the process
e) chance interaction between ' 1.3 1.6
various people and various
issues o ‘
2. Policy decision making was an open 2.7 2.6
process that allowed for
participation by a broad range
of people
3. The policy statement was granted
final approval by:
a) an institute committee 3.1 3.1
b) the President 4.5 4.4
c) the Board of Governofs ' 3.9 3.9
d) the Department of Advancedﬁ - 1.1 1.3

Education.

’
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fon miﬁv‘ng kocus as”~ ¢

i

presents a consistent yidw of the decis

one with the following chardctcriséici; ‘ ‘

1. Policf decisions were made to a grcag extent by a small
number of people who controf&cd the éé&icy process but
who referred to the facts which were known.

2. Pre-set procedures were used to a moderate extent. ‘

3. Negotiation ‘and bargaining among garioua'groups and
chance interaction between people and 3ssues were
not significant features of policy deciesion making.

4. Broad participation occurred to a moderate extent.

S. Final approval was perceived to be granted to a great
extent by the President and the Board ofLGovernora, to
a moderate extent by an institute committee o:‘gsqncilyv

-

and to virtually no extent by the Department of ﬁﬂﬁangsﬂ
) ¢ ey Gt
YN

£

aw

Sy

N FORPOPT ey
ag .

Such close agreement on the characteristféi of the ;ig%
. : & y L

4 ~

2 ca R ’ 3, ’ 3
Education . . -:;.k ‘, - ;:J\' R ¥ ‘r&-!;&»‘ ;

[
. ARy
v .

decision making element indicates that ffé‘golicy deétiioﬁ7 t “
1 % "

H

L - 3 e . g 4 el ; )
process was highMg visible and that it waswSeen py%vgfiquau‘ﬁa "

people within NAIT to dccur in the manner dedcr edvabovsy o

Communications. X comparfspn of the resfl

9 and 17 is presented in Table 25. This coWP
W;‘

»

that, in both cases, written and verbal comﬁﬁtg
fi

ftgm Ta@%?s'fi
on ;hdws;v .
) tipéﬁ were

used to at least a moderate extent, the inqg q?t |
communicated was highly accurate, but actiz ', ussion by
groups throughou? NAIT occurred to a relaﬁ? i&
There was also qéreement for both policieggf ' qd that

information was provided to a great extengl e Vice-

S 20 . . g'
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, Table 25

A Compérison of Respondents' Perceptions of the Nature
of the Communications in.the Policy Organization

'
---u----“--.-------------------.----.--------.----.--------

. Mean
Itenm ' Policy 1 Policy 2
Indicate.the extent to which the
following statements are true. of
the communications'yyn the policy
setting process.
1. Information was shared through 3.6 3.4
written communications
2. Information was shared through 3.7 3.3 )
verbal communications .
3. Information was actively discussed 3.3 2.5 ]
by.groups throughout NAIT ' *{‘ - n
4. Information was provided by:'
a) the President 3.3 . 2.9
b) a Vice-President ‘ 3.8 4.4
c) the Board of Governors 1.3 2.0
d) the Department of ' _ 1.1 1.4
Advanced Education ‘
5. The information that was 3.3 3.8 q
communicated was timely
6. The information that was ¢ 3.8 ) 4.0
communicated was accurate
7. Discussion was stimulated 3.4 . 3.3
by the distfibution of a -1

policy review paper , '
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Presidents, to a moderate extent by the President, anf\:: a
v;f?ﬁgeall extent by qither the Board of Governors or t
Department of Advanced EducatiOn. o %

’ Th&sve observations descnbe:te relatively open system of
EOmmunications which was eonsietent with the general
charac;erierics described earIier for the elemehtsfgf Vs
srruEture and decision making. The giscussion of formal
structure indicated that line communication for tHie~“purposes ;
of policy review angd modifidhtionnwas a feature.ofﬁthe gore

_structﬁre of the policy organiation, Also, the general

'fipding that the policy decis;ogeprocess was highly visible

. . suggests a relatively open communications network.,

General features of the policy organization. From the
"elemerit-by-element comparisons described above, e fol'low"ng
’general characteriérics of the policy organization at MAIT
'eﬂejevident: ' ' - . ‘

' i. The formal pdlicy structure’bﬁé made up of a relatively

. N\
stable core and a var#able periphery.

‘2., The ‘goals of gfliﬂ& seﬁﬂtng were related more to
. ¥ . ' Ny 1 ‘
achieving strategic and institutional goals than to

solvingwspecific organizational problems or addressing

the need&,oﬁ speeific interestxjkeqps.

A reanl
e -

- 3. Membershlp was determined to a great extent by membership

1

in the formal structure. e
_3%. Environmental forces tfre relatively well understood

and exerted a variabl effect on the 1n1t1at10n of

policy setting; however, the policy process itself was

@
|

.- <>
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controlled primarily by those within NA

¥

5. The resources which were used to a xteng were
\.' related more to the process of poli
substantive content of the policy issue. ‘ .

6. The tasks of policy setting were both ;oderately well
identified ana upderstood, and were similar for each
case of policy setting.
7. Policy decision making was a highly visible process
fﬁ%bntrolled by a relatively small number of people, but
offered moderate partic:»ation by a broad range of people
within NAIT.

8. Commgnications were highly accurate and rélatively open;

146

tting than to the

however, they stimulated active discussion to only _a,small~

extent. E L 7

These characteristics will be discussed further in Chapter 6

in order to contrast them with the general features of the

P+ policy organization at Kelsey Institute described in the next’

chapter. v
e
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Chapter 5

DESCRIPTION AND ANALYSIS OF DATA FOR

KELSEY INSTITUTE OF APPLi%D ARTS AND SCIENCES

This chapter describes and analyzes the data gathered by
questionnaires and interviews on the develapment of two
pdlicies at Kelsey Institute of Applied Arts and Sciences.
The chapter is divided into three sections. The first )

section provides a brief historicai descr%ption of Kelsey,
its governance, and its policy making. The .next section .
describes the eight organiza@ional design elements for the
two cases of policy setting studied at Kelsey Institute. The
last.section deyelops a -general descfiption of the pofic§
organization ét KRelsey, based on the data described in the

/

S |
second section.

DESCRIPTIVE BACKGROUND'FOR{KELSEY INSTITUTE

Growth in tchnical and vocational educgtidn in
saskatchewan occurred at a rapid pace in the early 1968s. The
Technical and Vocationsl Training Assistance Act '(1960)
.-stimulated the planning and construction of two technicql \
institutes in tPe province. The Saiﬁatchewan Technical
Institute (STI) was opened in Moose'gaﬁ in the fall of 1968. '
STI was soon being used to capacity and a. second techriical
1nsti£ute was planned for Saskatoon. Opened for full-time

program operation in the fall of 1968, this second

postsecondary technical education fécility'was origiﬂhlly

147 4



148
Pamed the Central Saskatchewan Technical Institute. This
name was soon changed;to the Saskatcheaan.Téchnicai Institute
at Saskatoon. ,The title of the 1nstitq}e unéérwent_furthet
changes to the Saskatchewan Institute of Appled Arts and »
Sciences in 1968, and uitimately td‘its‘present name, Kelsey
'Institdte‘of Applied Arts and Sciences, in 1974.

Today, Kelsey's programs are déliyerég by six
instructional divisions: (1) Appligd Sciences, k2) Health
Sciences, (3) Industrial, (4) Personal and Community
Services, (5) Associated Studies, and (6) Continuing Studies.

In 1984-85, the academic year im which this study was carried
out, there were 2,394 students enrolled in‘4i'full-time
programs on caﬁpus. In addition, 1,228 apprenticeship -
students were served in ten desﬁgnated trade program areas.

Created as a provincildlly administered institution,

Kelsey has continued to the present time under the direct ~
administration of the Government of Saskatchewan. It is T
“currently governed by the Advaﬂced Education Division of the
Department of Aannced Education and Manpower, under The a‘
Department of Advanced Education and Manpower Act (1983).

.Ihé Principals of the three Saskatchewan technical institutes
(a fourth technical ingtitute infﬁfypce Albert was 15 the
planning and construction stagéﬁ’atwthe{time of’this study)
have a direct line reporting relationship to the Assistant
”Deputy Minister of the Advanced Educafi%g Division. In ..

4

addition, an Institute Operations‘Bra;ch exists within the

*

Division to ptovideuadministrative support within the

-



institutes.
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Department, and to act as a liaison between the technical
instituteswand other governmént departments in order to
facilitate the -day-to-day operational requirements of the

As a line operation of government, Kelsey Institute
gelies on other departments of the Government of Saskatchewan
fo; a variety of administrative functiens.that are not o,
carried out on-gite at Kelsey. Some examples of .
administrati £unctions and the government department
relbonsible%fbr them are-the following:
1, Personnel matters are subject to the policies, guidelines
 and procedures of the Public Service Commission.

2. @urchasing is done by the Department of Supply and

Services.

3. gayments for all expenditures necessary for the operationﬁ'
. ‘,‘j,

of the Institute are made from a revolving fund by the (;,

Department of Finance.

L

'4.»‘Physical facilities are'renovated and maintained by the

[

Department of Supply and Services.
Tﬁo 6ther notable features of institute operation. relate to
the disposition of revenues genera?ed from institute |

actfﬁities and the status of institute employees. Under The
Wﬁ&mmaﬂnmmmummmm (1983), all

ituition fees and other revenues that are collected by Kelsey

are paid to the Minister of Finance to be credited to the
Kelsey Institute.revolving fund. With respect to employment

status, all academic and non-aeademic staff at Kelsey, as
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well as at the other technjcal institutes, are members of the
Sagskatchewan vaérﬁhent Employees' Union (SGEU). This means
that collédtive bargaining on behalf of Kelsey employees is
carried out between reptesentatives of the Government of
Saskatchewan and SGEU rather than between repres?ntd;}ves of

' Kelsey management and Kelsey employees. .

The policies which govern the adminiqtration of Kelsey
Institute(are the policies of thé Government of Saskatchewan.
[As government priogities and policies are developed and

,4&‘ implemented, Kdﬁsey Institute priorites and policies Are
altered accordingly. The Institute is a relatively small
part of the overall government operation pursuing a broad
range of goals. The Kelsey context may be summarized by the
following statement from the 1983-84 Annual Repo;t of the
Department of Advanced Education and Manpower (1984:3) :

During the year under review, the Department of Advanced

Education and Manpower completed the first full year of

operation under its new authority. The department has

been mandated to:

-establish, supervise, and administer institutes to
proyide Saskatchewan residents with educational and
training opportunities, courses of study and
instruction for various trades and occupations, and
programs that enrich knowledge and appreciation of
civic, cultural, or recreational matters.

THE FINDINGS ,_
As indicated earlier, the two policies chosen for

examination at Kelsey were those 9n competency based learning

(CBL) and student counselling andyllssip dy

be, nethod of
% ‘

selection of these policies was dg&%;%ped»
Chapter 3. The in1tia1 part of eaoh interv!eﬁ?wifh the study

@
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participants prabed for the forces that gave rise to each of
‘the policy @ui: In the case of both péﬁiciés at Kelsey,
there were neyeral forces that combined to articulate the

” .
need for new provinicial or institutional policies. For each

3

policy, these forces are described first, followed by a
detailed discussion of the eight organizational design

elements used to describe the policy organizatijon.

Origin of the Competency Based Learning Policy
As early as 1977,'sgnior membfrs of Saskatchewan's

Department of Continuing Education were interested in.the
potential of competency based educational techniques for
increasing the accessibility and the flexibility of technical
edun;tional programsg in the province. A high degree of
apparent success had been achieved at several centres in thg;
United States where this philosophy of program design apd
&delivery had been fully developed. Representatives ftom
Saskatchewan Continuing Education and th: technical
in%titutes visited the Area 916 Vocational Technical
vlnhtitutt in White Bear Lake( Minnesota, to observe and
'evaiudte a variety of programs which were devéloped totally
on the compgtency based education approach. This visit
convinced the d&pﬁty Min ’ te« of the Department of Continuing

' Education that the 1mmed e 1mp1ementation of a competency.;f

based ﬁearning (CBL) app;ﬁaqh in. the Saskatchewan technzcalm

institutes would be. desirable. & .,g,

,v! . =

wiThe original thrugtg;owards CBE qu‘iost, however‘mwh
a change of Deputy Minister oecurred in th‘ﬁﬂepartment of .

"

v
4“ .
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Continuing Education. Bcllowing‘the election of a new
Conservative government in 1982, ;he Department confirmed the'
pccvince!s commitment to program‘standardization and ficxible_
program Qc%ivery in postsecondary education. As part of a
Deparcmencci reorgaﬁizatiqh;wthere'yas a need to define the
role of central office per%g;nel in the implementation of the
revitalized CBL initiative.

In addition tc confirming its commitment to improving
the accessibility and f}cxibility of postsecondary
educational progranms, tﬁé new Government of Saskatchewan
announced its intention to provide for~ajsixty percent
expansion of the province's technical training capacity over
the next three years. The CBL approach.yaa seen as one way
of increasing training capacity through flexible scheduling
rather than through construction of new facilities.

Physical expansion of training facilities was also
planned in terms of growth for the existing cechnical
institutes in Regina, Moose Jaw, and Saskatoon, as well as
co?structioﬁ of a fourth cechnic;1 institutevin,Ptince
Albert. With substantial growth in the number of technical
education programs being planned, CBL was seen}as a method of
both exercising quality control on a provincial basis and
ensuring articulation among the technical insticctes and
community colleges cfferiﬁé technical/vocacionalﬁbgogtams;

These various forces merged to produce a éghucnce of
evehté leading to the development of a provincial-policy on

program development which waé approved by théKExecﬁtive

N
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Committee of Saskatchewan Advanced Education and Manpower on

April 4, 1983,

Competency Based Learning Policy
The research findings related to the eight

organizational design elements are presented in this ,section.

The discuaéion is based primarily on data gathered from the

, Burvey questionnaires, although interview data are

incorporated 'to support or clarify the issues, where
appropriate.
Structure. The purpose of gathering information on this

element was to apswer the question "What is the formal

structure 8¢ the policy organizat##n?" The results obtained

.for the competency based learning policy are presented in

Table 26 and represent a composite picture based on both the

i descriptions obtained from the questionnaires ébd further

» . )

fclarifying comments provided during the interviews. don

¢ R

The results in Table 26 show that the formal structure

. of ‘the policy orgahization was made up of several groups that
were involved in the policy setting process. Before

describing the process of setting the policy, sog -further

. , 4
background information is reviewed. %Q

JThe initial decision on the part of the Dé?artment of
o -]
Continuing Education to implement a CBL app{oach to technical

/é%uoation was never expressed in the form of an explicit

;policy. During the period 1977-79, however, the Program . A D

Devglopment Branch of the Department worked with the



Table 26

\-Respondents' Perceptions of the
Formal Structure of the Policy Organization

.
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10.

11.

Task/Activity

igsue .

Progfhm Development Officer
(PDO) positions established in
the technical institutes

Evaluation of PDO positions and
CBL implementation at request
of Treasury Board

Put item on agenda of Executive
Committee for discussion;
Program Development Branch asked
to draft policy on CBL

Draft CBL policy statement

Review of CBL policy proposal;
request to broaden policy to
address' the general issues of
program development

Meeting with institutional PDOs

Draft program development policy
statement

Several cycles of discussions,
revisions, and redrafts of
policy, gquidelines, and
procedures statements

Agenda item -- review of final
revised policy, guidelines, and
progedures; approval of policy
statement

Distribute approved policy to all
instructional staff in technical
institutes as well as all
Divisions in central office

Person(s) Responsible

Various; described in
previous section

Program Planning
Branch i

Program Planning

Branch

Assistant Deputy

Minister, Advanced
Education Division;
Executive Committee

Program Dewvelopment
Branch personnel

Executive Committee
{

Director, Program
Development Branch

Director, Program
Development Branch

Program Development
Branch personnel;
Institute Principals'
Committee; Executive
Committee

Executive Committee

Director, Program
Development Branch

R SRS E NI SRS S N R T S rE S R R R S I S R E N EEE S S EEECEREREEREDE
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institutes in support @f modularization of curriculum
materials in program areas that showed a wiliingness to
convert to the CBL philosophy. At Kelsey Institute, most of
the early program redesign occurred in the Industrial
Division for such programs as Welding, Cabinet Mgkinq(
Millwork, and Parm Machinery Mechanic. This activity was
further‘supported by sending Kelsey instructional staff to
sites in Canada and the United States where examples of the'
successful 1m§lementation of CBL program delivery were
operating. In addition, the Department_of Continuing
Education ran a number of seminars on competency based
vocationpal education, featur{ng speakers from outside the
province. ' '

In 1980, additional resources to undertake the required
proéram redesign in selected areas were provided in the form
of Program Development Officers 16 each of the technical
institutes. Two full-time positions of this nature were
allocated to Kelsey Institdte;.Provision of these resources
was accompanied by a requirement that the pilot projects
undertaken in 1988-81 be evaluated formally. The completion

in 1982 of an evaluation report on CBL implementation,

combined with the election of a new Conservative goverﬁhent,

provided new impetus to the establishment of a policy related

to competency based education,
° As noted earlier, the new government established two
priorities with respect to program development for

postsecondary education; these were to improve, where

155
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possible, both the accessibility of programs and the

flexibiiity of pfogram delivery. The recently completed
report which evaluated the pilot projects on CBL in the

technical institutes was reviewed by the Executive Committee
of the new Department of Advanced Education and Manpower. The ’
Executive Committee was made up of the five senior
'Departmental officials: (1) the Deputy Minister, (2) two
Assistant Deputy Ministers of the Advanced Education and
Manpower Divisions, and (3) - two Executive Directors of the
Administrative Services and‘Planning Divisions. As a result
of this feview, the Program Development Branch was asked to
draft a policy statement on competency based learning. /
- The {nitjial draft of the CBL policy was viewed to be too
narrow in scope. The Executive Committee requested that a
more general policy on program deve%opment be written,
emphasizing the need for program accessibility, flexibility,
and articulation but stopping short of prescribing CBL as the
only way‘to achieve these characteristics. The Director of
the Program Dewelopment Branch took the lead in meeting first
with the Program Development Officers from the three
technical institutes and later with the Principals.

Over the next month and a half, seQeral successive
drafts of the proposed policy Qere review;d by various
individuals and groups, including the Assfhiant Deputy
Minister of Advanced Education, the Principals of the o
technical institutes, the Principals' Committee, and the

Departmental Executive Committee. At each stage of review,
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suggestions for improvement were incorporated into tﬂp ncxt\‘
ALY

L}

draft of the policy. N

By the end of March, 1983, a fifth draft of the policy
had be;n written; this version received final approval by the
Department's Executive Committee on April 4, 1983. The
approved policy, guidelines, and procedures were printed and
distributed to all technical institute instructors and
managemenﬁigetsoﬁhel, as well as to all divisions in the
Department.

This description indicated that there were identifiable
groups and individuals in both the Department of Advanced
Education and the three technical institutes that were
involved in theisetting of the program development policy.

A hierarchical relationship begween the two principal‘gtoups
involved -- the Executive Committee ‘of the Department and the
Committee of Principals of the technical institutes -- was
evident, with a third group -- the Program Development
Branch -- serving a staff function. It was not clear,
however, that these relationships represented any kind of
stable structure that might be utilized in the‘development of ,
other policies. 1In fact, the program-development policy wés
consideréd by the Departmental officials who were interviewed
to be the first case of policy setting that resulted in an
explicit, published policy statement,

. Although the original golicy issue centred'on’an earlier
governme;t initiative related't§ cémpetency based education

for technigal programs, the policy development process

. Al



1se
broadened the issug to deal with program development in
general. Pur®her discussion of thi®\point during the

1nter;iew phase of the study,revealed two consequences o?-‘.

this shift in policy emphasis: ‘

1. ®he management and academic staff at Kelsey Tnstitute
.still Giswed the policy in terms of tﬁe original CBL ’ .
issue; that is, from the institutional point of view, the
policy was interpreted as a CBL policy rather than as a
more gqhnéﬁl policy on program development. Por tpis
rgason,?tho oriﬁinal terminology associated with the

" policy issue wag retained for the purposes of this study.

2. Tqa.policy statement, while addressing the general issue

of program developinent was wzitten to apply specifically

‘ ‘tontechnical institutes Although the scope of the

'poli;y isgue gas broadened, RO attempt was made to develop
a p:oVincial policy oh program development that would

: app}y to all postsecon&ary institutions, including those
thdt.uexe‘board governed.

i‘ ;Tﬁe”tormaletrgctUre of the mpolicy organization, then,

was oo&prised‘of fo;mal structursl elements of technical

‘insEitute administration, but didfnot have any explicit or

informaliguidelines related to policy setting as a function

of these groups. Further discussion of this point during the

- interviews revealed considerable difficulty in reaching a

‘definition of policy that might be appropriate in the conteit —

of Kelsey Institute. This was a further indication-thgt ‘

policy setting was not a well developed function and that
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there was not a stable, explicit structure associated with

T

_\policy }etting pe.r\J

“ Goals. The purpose for gatheriﬂ.’information on this
. 1.
“}««element was to answer the question, 'What are the goals of ’
the policy?” ‘ . . -
. . . \,\‘
, The results obtained for the policy on competency based

~

/
_learning are presented in Table 27. These r&sults indicate

that the principal goal of the CBL poliqy wag to address an
%,

issue emer&ing from thg environment outside of Kelsey

Institute. Three statelonﬁs were rated as describing ‘the o

-

goals of the policy to a moderate extent; these were to: (1) ™
facilitate the athievement of institutional long .term goals, .

(2) set a new diréction for Kelsey that was perceived to be

-

of strat I importance, and (3) address an initiative taken b
i

by a spe ¢ interest group. Itéms five through eight were

u-thought to bé the goals of the CBm po¥icy to only a small

extent. : . , . ‘ ,\\
%

The principal goal of addressing an issue  in Kelsey s
:rexternal environment was consistent with the develogmental
/ history of the competency based education issue. The policy.

| originated in the late 1970s as an initiativeffrom the ¢

iDepartment of Continuing Education, based on the values of o -

thegDeputy Hinister and other senior Departmental offic1als .

. - . S i, e . -
. at that time. . ; o VR .x“ ‘

The view thgi CBL would facilitate the achievement of
/\’i l'q . > % »
<¥f} g term*lelsey goals or¢dht a new direction of strategic
Ve

C ',‘ﬁ."jf
impor ance to Keld@y, both to-a moderate extent, may have :
Va _— \ S Yaduh

Ry ) . ‘ — _ . f

- . J
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7. Formalize instltutional 4§ 2 4 1 0 11 4 §>2 ..

8. Update an existinglpdlicy 6 é‘yl' 2.9 N I 19y
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A ~fable 27

Respondents' Perceptions of” the
Goals of the Policy

II:BB:88:‘!:::888*8888‘8:888238.8BBSIE.BEBB---a-n--:s:---.x:::
Frequency *
Item , l1 2 3 4 5 N  Mean

Indicate the extent to ‘ _ ‘
which the following . »~ g v .
statements describe the ' ' jfa : L e
goal of the policy. : : ) )

l. Set-a new direction for -1 4 3 3 @ 11 2.7
"~ Kelsey that is perceived ‘ ‘.
td be of”“strategic
‘importance to the.
‘ihstitution -
2, Address an issue emerging 1 1 3 1 5 11 3.7
from the environment . S ' . ‘
outside of Kelsey L .

3. Address an initiative 1 5 3 2 @ 11 2.5
taken by a spec1f1c ‘

interest gr -
Y 9 oup il g . '3

4. FacilitSte the ac{mvenﬁ 5 3 "0" 11 2.8
of specific 1nst1tutiona1‘ | .
long term goalsg” - ’

5. Facilitate .the achievement 4° 3 2 2 08 « 11 2.2
of specific institutional

?7f short term goals

6. Solve a.specific 5 4 1 1 1* . 1.8
orgaqkzatio gal problem * bl
by establishing new guide-

~

lines and procedures S

\

commitment to past: X
practices and Pprocedures

\,( . th

-'832‘8888-488"88‘38888‘88288‘828".‘8:.88'.8“.-"B-“-F--‘

* Thé scale used for these items was : 1 = not at all;‘g = to lk .
a small extent; 3 = tp a moderate extent; 4 = to.a qggat- ot
~extent; &5 = to a veryygreat extent e ' i

LI ,w—%_ ’ o — .
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«t

occurred'because the-policy'problem was one which was

identified‘outside of Kelsey, in the Department. Further.

‘*idiscussion of this poiht during the interviews disclosed two

:related po&uﬁs. First, although the senior administration

"students tookhlonger to complete a particular €ection of v

within Kelsey had been clear about the Departmental priority
placed.on conversion to a competency based delivery format,
program supervisors felt that they had been left lardely om.
their own -to accomplish the conversion without additional
resourceq.\ Second, by the time this study was conducteé,
Kelsey had had enough experience with the CBL approach in
lsome program areas to understand thab_the benefite of the CBL
system also had some clear costs associated with it. In
favo BL were the aspects.of open entry/open exitgﬁeelf-
paced.t:ning, and modularized curriculum mg:erials. On the

w

other hand, Kelsey's experience was that, on average,

. . »
material using CBL, resulting in Lhigher costs of training.

Also, exam results'did‘not indicate any improved. .

effectivenesss of learning on the.part of étudents using the
\ - bl :

»

CBL :oute. Pina&ly, some students experienced significant‘

: difficulty adjusting to the self-directed learning style,

e

Menmbers, Thelpurpose of gathering information on this
element was to answer the duestion, "What is the nature of . -
vth;.;embership’of the policy organization?ﬂf 'p | |

The results obtained for the CBL policy‘are shown #
Table 28. These results show that involvement in the po '

setting process was determined to a moderate extent by%algﬁa '

" 4

* i 1,’

Y
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Respondents' Perceptions of the Nature of the

Table 28

Members of the Policy Organization

Item

Frequency *

v

Indicate the extent to
which the following .
statements are true
.-regarding your role in the
policy making process.

1% 1 was involved in the
policy development '

. process because of:
a) my knowledge and
expertise in the

¥

ject matter re1§ d

to t

ic

b) my memberl

interest
~affelted by the policy
g

\,..//

p in an
roup

€) my membership in a
group that is part of
the formal structu re™
of policy setting

at Kelsey

"J‘\\/

2 ‘y role in the poligy
process was that of:

a) a persbn who prepared

b)

c{

the initial policy

statement

3

-a person being
consulted regardi
my concerns and i¥
on the policy

aﬂgztson grahtlng
final approval -of

“the gg}\

3. d employed/speCific
actions in an attempt

"to influence the course

of the policy process

1 2 3 4 s . N
1 4 % 1 3 10
3 2 1 2 2 10
31 4 1°1, 10
.Pr'/
51 2 1 1 19
2 1 3\ 2 -2 1@
6 1 1 8 2 10
)
3 0 4 1 2 10

3.1

2.8

2%

02,2

3.1

2.1

2.9

162
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Tabie 28 (continued)

Respondents' Perceptions of the Nature of the
Members of the Polity Organization

--.-3------“’..------:--:,-s-.--::.:- -Bgfg-ﬂlgﬂﬂ-..gtﬂﬂgﬂg

. Frequgey *
.. ltem - . N 1 .2 3 4 5 N . Mean °
. . , ‘; e e e e e ” e,
W 4 ¢ .

o finalPolicy , - 3 2 1 3 1 10 2.7
incorporaté$ my ,,4} A ' -
.pret:rences for the &’ Y ’
wording of the polic .,
statemznt . %31 ’ " o ¢

5. My involvement was ~ - 3 ) 0&4 2 10 3.1

"+ continuous throughout - J . _—
the consideration of o e .1h‘ ‘ N ‘
the policy , ‘ ) - - »

6. The other primary : 2 3 8 4 6 ~to 2.7
participants involved v

remained the same
throughout the policy )
« setting/'process’ .

L N )
...---‘.--.-...--.g-t‘lﬂ.--‘B...."B‘S.I.BSSSEBGE====8===8-88
* The scale used for these items'was : 1'= not at all; 2 = to

11 extnnt; 3 = to a moderate extent; 4 = to a great
ext t; S .= to a very great extent
\

A



\

)

three factors cited -- knowledge in the policy subject'
matter, membersh®p in an affected interest group, and
membergiip in apgroup that was part of the formal structure-
-- with 'the last factor Bein‘ rated the lowest of the three.

The role of those involved in setting the policy was, to a
/

the results in Table 28 ind t several factors of

. i ¢
member behavior all occurr oderate extent.
The pattern of results &idNged, however,‘when the
. § . L \
’;ge‘ ratings by, Kelsey personnel and by'Advanced Education
"y

personnfl were examined separately. This comparison is shown

in Table 29, and shows that the views "‘ n Saskatchewan, .

* Advanced Education and Manpower..(SAEM) Mffered foticeably

{ - ' _
‘from the views with/in K.elfey Insggtuté. For example‘, SAEM

personnel saw themselves as involved. in the policy process to

/a grimat exgpn; becauae of both their expertise in the policy
”éubject matter and their membership in an interest group, the’

‘Department, affected by the policy, they saw their

a—

involvement as being dwe, to a relatively small extent, to .

their membership T the._fonp&l structure of policy setting.
o

Kelsey personnel, wever, viewed their involvement to have

occurred primarily due to their membership in the formal
structure, and then, only to a moderate extent. |

The perceptions of the roles played in setting the.CBL

.
"o,

ol



. making' process.

ve o

Table 29 .

ﬂmi

| it tnlpondents Perceptionl of the Nature of the.y

Members of the Policy Organization

v &
.---------.--.--.-----.-.-----.--‘-‘-8.‘..'...'..8..'...8..’!
Mean
ltem v Kelsey SAEM;
: N P e . S
Indicate the extent to whichte- )

following statements.are ttrue
regarding your role in the policy

1. I was $hvolved in the policy

' development process because of:

Jﬁ"’ my knowledge and expertise
in the pol cy subject mattec

| b) my membership in an interest
- group affected by the policy

c) my membership in a group that

is part ofthe formal structgre

of policy setting at Kelsey
 J

'2. My role in the policy process

was that of:
a) a person: who prepared the
initial policy statement s

b) a person being consulted

regarding my concerns and ideas

c) a person granting final
approval of the policy- 4

attempt
the pol

3.1 eanszd specific actions in an

Cy process

Y The final policy incorporated my
preferences for the wording of the

of the policy stutement

T MY involvement was continugus

throughout’ the consideration
of the policy

6. The other primary participants -
" remaired the same throughout the -
policy setting process

0 influence the course of

»
1.5 - 3'3
&.
. P
1.8 2.5
s
2.3 3.8
‘049\
1.7 4.3
2.%@ ' 4.3
e,
2.5 3.3

-‘---..-----..-...-.-’---...8I..8.IB‘....SIIBBS.‘I*S.’.'S...'

y S
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v

. .
[} < 3 v e . -
policy heo differed between Kelsey and S{\H peuonnel..:
Keleey people yiewed their role, to a moder extent, as one

of being consulted with respect to their views on the

propoud policy and, eo a small pxtent. eq{‘one‘ef drafting
|

the ‘cy or gr ting final approw)ahto the policy. The

Departmental gersonnel were in the role of being consulted to
ﬁﬂfeae'%n\s, and alge of drafting the policy to a moderate

extent ‘ . y N - e -
. " ’.

_Finally, the level of involvemens oﬁKelsey aﬂﬁ SAE:M“‘s -

personnel was quilitatively digerent as shown by the results

for items three through six. SAEM people httempted to
influence the c-qur‘ of the ,policy process, fel,t that thedr
preferences: ording o'f. the policy were accepted, and
maintained continuous: inv‘olv'ement in the policy process, all
to a-great extenf. Kelsey personpel.saw their level of
inVolyement in these three aspects as occurring to only a

4 )

sma’ll extent. Both groups of participants agreed that, to a

| modezate extent, the primary partic:.pants in setting the CBL

LY

po].icy remained the same. , [ ’
personnel

- \
. These diﬁfering views between Kelsey and SAE
Y

were consistent with the results discussed for. the element of

S

formal strucie. The policy isgue was 1n1tiated and managed

A .
by Departme personnel in Regina. People at Kelsey

Insti‘tute, and the other teChnfcal institutes, were involved
in a ro‘le of reecti‘ng to policy propose.ls written in Regina.

Also, the moderate go low impottance of formal structure in

- determining the members of -the policy organization _ ,

A

166 ¢
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‘roinforccc the £finding tnat a stable, expiicit'structure gor |
the purpose of policy setting was not evident in tnis case.

- Environment. The purpose for gathering information on -
this elemqét&was to answer the question "What is the nature

of the ‘vﬂon&cnt of the policy organization?“

The rc'uf!% dbtained for the policy on competency bas'v

learning ‘uﬁrdomtedwin Tabie 30. These results show that,
3'"”‘ to a very "Mll‘xtent, the direction of the policy setting

process w ermined primarily by pedbple within Kelsey

Inetitut% the same time, external environmental forces

v

. T
o were t‘e].i" e acting on Kelsey to a small extent he

Fh vf,!’ew? ct’\gse outside Kelsey Institute were known to a great.

w\'
3 ﬂwnt ahd!vere' nloderately uniform. The organizational .
. » r e ~. ‘

-
environment uith’n Kelsey was characterized by views that

Y known to a small
‘i mal
o CB‘.. polioy»iqns modenate Yy connected to other issues and

xtent and that were not uniform. The

3
.
‘

policies with&n the Institute. - ‘ '.'P
*'ﬁ The Very snall dqgree of control exercised by thoso
‘withxnoxelsey Qver,the pdlicy setting procegs was consistent
with the findings discissed already for the elements of
formal structute and members. That is, the policy-issue
arose initially within the Department of Advanceo Education
and Manpower and members of the Department-maintained a high
level of involvement in drafting the policy and directing the
course of the policy ‘process. Thus the views of those

outside of Kelsey were clearly known. With a low level of

involvement in the policy process by Kelsey personnel, the
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N ’ T§ple 30
| Respondents' Perceptions of the Nature of the
Maéironment of the Policy Organization

L 4
--.--&“‘.-'---.----.----‘-.----I----I------.-------.---------I--
, ) Frequency * .
Item 1 2 3 4 5 | o Mean

LA

———g — -——— -

] . N
‘Indicato thexextent to
which the fo#lowing
- statements afe true of the
conditions associated
with the development of
the policy. . )

—— . —— - —————

1. There were few, if any, . 5 1 2 2 @ 1@ 2.1
forces acting on Kelsey
from outside to inifiate
congideration of the,
policy .

2. The direction of the ©5S 5 1 @ o 11 1.6
policy setting process
was determined primarily ) B
by people within Kelsey ‘ .

3. The environment outside 1. 8 2 6 2 11 3.7
Kelgsey was characteriged . '
by known points of view

.9
Kelsey was chagacterized . -
by uniform points of view . o | .

S. The énvironment inside 3 3 5 8 0 11 2.2
Kelsey was characterized N ¢ : “e
by known pgints of viey

6. The environment inside 4 4 2 0 @ 10 1.8
Kel'sey ges characterized
by uniform points of view

7. The poldey on CBL had. = 2 174 2 1 " 10 2.9

connections with many
" other issues and policies
within Kelsey

'BBII.I.I{'.IIS 888..‘..:3'-:..-338....--88*--..---.------;.-

* The scale us@® for these items was : 1 = not at all; 2 = to *
a small extent; 3 = to a moderate extent; 4 = to a great
extent; 5 = to a very great extent, (
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views of those within the institution were known to only a
small extent. ilile views. that were known were not uniform.
Discussion Ail @oint during ‘the interviews revealed that '
there were pockets of support for the CBL approach within
Kelsey; there were also pockets of opposition to the notion ;. '
of a wholesale conversion to the CBL bhilosophy. These '
digfrgent views on the competency based educationxissue led
tofaflow degree of dgiformitQ'among the vie;s witnin Kelsey.
" Resources. 'The purpose of gat:i;ing information on: this

element was to answer the question ’at organizational

‘\ .
resources are allocated specifically to th setting
. = < . B\ Co. 1]
rocess?" , .
P v o . ‘1

The results obtained for the resources element of the

CBL policy are presented in Table 31. These results show

= Aeipn B

that, echpt for legal information, thé full yange of
resources listed was used to a moderate extent. Threé-
resources were used to a somewhat greater extent than the
others; tnese were: (1) positibn powe;, (2) research
information, and (3) q;her.organizational resources. The

other o;a!nizational resources cited by respondents were

visg s ;p Canadian and American institutions with programs on

a CBLormat, af input from Principa].s and l%artmental , .
personnel. Legal information was used to aldost no extent.e

Also, the explicit Jllocationrof resources Eor development of

the CBL policy occurred to ; small extent.

The moderate use of information ~gathered thrjugh

research and visits to other sites across Canada and the
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Table 31 '

Respondents' Perceptions of the
Resources of the Policy Organization

---.-.-----------...--..----.---.-..--------..---------------

Frequency * .
Item 1 2 ¥ 4 5 N Mean

-— - — — —— ——_——— - — -~

Indicate the extent to
which the following
statements are true of the
resourcés used to set the
policy.

"1. The resources used to : ) '\, (-
accomplish the process o
were: . '
a) in-depth knowledge -"2 3 4 1 1 11 2
- related to the policy Rl N
issue o ‘ '

b) personal ability to 1.2 5 21 11 ~ 3.0
persuade .

c) knowledge of the 2 2 4 3 0 .1 2.7
policy setting process -

d) power derived from 1 1~ 3 2 11 3.4/
position in the * {
organization ' :

" e) legal 4information 8 3 0 0 @ 11 1.3
! ' : ‘

f) information gathered 1 3 2 2 3 11 3.3

. through teseq:ch to -

g) other organizatlonal .8 8 3 1 @ 4 '.3.3
resources , o

2. Resources to accomplish 4 4 1 0 1 1@
the setting of the ‘ ‘
pdlicy were ‘explicitdy P ‘
allocated to participants - : : -
in the policy making B B )
process RS . * :

» . ) - -
' ! .

* The scale used for these items was : 1 = not at all; 2 = to
a small extent; 3 = to a moderate extent; 4 = to a great
extent; 5 = to a very gﬂcat ‘extent
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. allocated for this policy setting activity. Hoyever,.the §

} ) . .;,’.‘

United §tates suggests that reaoursga were eipliditly .

view of those involved was that explicit allocation of T
resources occurred to only a small extent. This appa'rent ‘
inconsistency may mean that the members of the policy
organizaridn considered tne resources that were allocageﬂ/tﬁ/q
be aionificantly ahort of whit was required at the time.
‘ Iaskg. The purpose of gathering information on this o
element’was to answer the guestion "What is the nature of the W
tasks pit!gamad by the members of the policy organization?'

The reaulta obtained for this element are presented in
Table 32. “These results show that tRe tasks of policy
.,tgthg vere idoﬁtified moderately olearly but that thoae

tesponsible for the tasks 1‘.! acquainted with the Policy

aetting process to a relatively small extent. For the .

,competency based learning policy, the prinary task was that

of accepting a policY’tha( was determined puggide of kelsey.

The other .four tasks of identifying the problem, deveIOpingl

. . ’ - ,. .

policy alternatives, debating the alternatives, and deciding
. .

on the policy statement all'occdrred to a moderate extent.

io a relatively small extant.ithe tasks o;ppolicy setting ,

;q!!e viewed taq be routfnd”éné&:o be similaf’to the tasks for

’ ‘letting other policies.

The moderate to low degree of task identification and
acquaintance with the policy process was compatible with the
picture developéd so far of a policy organization without a

well developed atrosﬁure for dealing with the process of
) R AN [ o . . ~
Yal e HTG‘&";;B
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Y Table 32 - .

Rclpondbnt-' Porcoptions of the N.CB:. of the
Tasks Performed in the Policy Organization

’
----.-.-..--.-..-------------.-..--.-.------.-.-.-.------I-I-
, Jigequency *
Item . 11 3 4 5 N -Mean
* v ‘ -— —— - e e — o —— - - —— — e ——— - - - —— -
Indicate the ‘extent to
which the following -
statements are true of the .
tasks of setting Rpe
policy. ) .
1. The tasks were clearly # 6,3 1 1 11 2.7
identified \ ;

2. Those responsible for 3 3 3 2 o 11 2.4
various tasks were well ! .
acquainted with the policy <
process

3. The specific tasks were: !
a) identifying the @ 3 174 1 9 3.3
problem \ :

B) developing alternative 8 4 3 2 8- 9 2.8
policy positions ,
¢) debating the relative 1 2 3 2 1 9 3.8
. megrit of the policy . ,
alternatives . . v/
N R / ‘
d) deciding on the most | 2 3 4 2 0 .9 ‘2.9
, ' appropriate policy . - ~
statement ° . T o - o
e) accepting a policy @ @ 8 2 6 1 9 3.9
that was determined ) o Y
. Jou;séﬁe of Kelsey . N
s Tﬁz tasks ocgs;red as . "2 2 5 1 @ 10 2.5
. @ routine ‘sequence of ) , !
events ' : ; . =1
5. The. tasks were the same 22 4 18 9 2.4

as for other policies

-

..8.88-8.-'.I-.-..-.-...-I-..‘-IS.BI-S.--..I-‘I..-.---..-..l.
* The scale used for these items was : 1 = not at all; 2'& to
+ a small extent; 3 = to a moderate extent; 4 = E//Q\great'

. extent; 5 = to a very great extent ' -
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A

- policy ‘setting pet-;e. : '

The viéﬁ that the primary task wgs to accept a policy ‘
that was set outsidefof Keléey was §lso consistentwith the
results discus§ed so-fqr for stﬂucture,lmembers, and
énvironmént. From the data on formal structure and members,'
it was evident that the policy‘isséé arose and was manageé
primarily iﬁ the Depar tment of Advanced Education and .
Manpower. Also, the results on the environment element

¢

indicated that people within Kelsey.directed ihe policy
setting processrtgwa‘very small extent.

The other four tasks identified here as, occurring to a
mbderate extent were each reported in fhe éeECtiptions
provided on the questionnaires for the element of‘strugturé.
As noted earlier, identifying fhe policy.issue was an |

important part of the policy process aﬁé\resulted in a

br;;aening of the policy focUs.Erom competency -based learning

~ to generalr ;ogram development. | .
o | ~The fé?:}ively low degree of rout1neness and s1milarity

to the tasks of settlng\other policies may have been related

to the relative lack’ of stablllty\of the formal structure of

the policy ofgani;ationf

Dgéisign makjﬁg* The purpose of gather}ng information
this element was to answeo the\question"thgis the

Z:Ztre of the policy décision making process?" |

// The results obtaiﬁed'fpr thg CQ& policy are presented ih
gj( Table 33. These results show tha; policy decision making was

characterized to a great extent bQ\?ontrol of the process by ,

2
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Table‘33!}>

Respondents' Perceptions of the Nature of the

"Policy Decision Making Process

Item

Frequency *

Indicate the éxtent to

1. The policy decision |

vhich the
statements are true of
 the dgcis%pn process.

ollowing

was made by:

a)

.b)

c)

d)

e)

applying pre-set
procedures .

negotiation and
bargaining among
various groups
reference to the facts
which were known

a small number of
people who controlled
the policy process

the chance ‘interaction
between .various people
and various issues

Policy décision making was
an open process that
allowed for participation
by a bBbroad range of people
.

3. The policy s ent was
" granted final approval by:

3

U

* The scale used for

a)
b)
c)

d)

‘an institute committee

the Principal
Principals' Committee

the Department of
Advanced Education

1 273 4 5 N Mean
d 1 3 1 ¢ 9 2.1
v
\ { .
1 273 1 2 9 3.1
g 3 1 3 2 9 3.4
@ 6 2 4 4 10 4.2
4 2 4 0 0 10 2.0
3 4 2 @ 1 10 2.2
<
4 1 8 3 0 8 2.3
1 3 1 2 1 8 2.9
1 3 1 3 @ 8 2.8
@ 8 1 4 5 16 * 4.4

L S S —

;hese items was : 1 = not at all; 2 = to
a small extent; 3 = to a moderate extent; 4 = to a great

‘gxtent;fs = to & very great extent.
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a small number of people, tdé h‘@odératg exE;Bt”by.refereBce

v .
_to known facts and negotiation and bargaining among various

groups, and to .a small extent by the application of pre-set*_'

procedures and chance interaction between people and 1saues.
Participation by a broad range ;} people within Kelsey
occurred to_:—small extent. Final approval was viewgd to

\ havegbéeh gtanteé to a great exéént by the Department of

| Advanced Education and Manpoz:t,.while the Principal bf

EY

fKelsey'ané the‘Ptigéipals' Committee were viewed to have had
mode;qte,involvement“in granting final approv&l. Ins:;tﬁte’
Coﬁmittee involvement in grantiné final approval océurred tod
a sméll éxtent 7
The fmage of policy decision making ‘as a procéss
‘controlléd by a relat1ve1y small number of people and with
only a small degree of papt1cipat1on by a broad range of
people within Kelsey was confirmed as an accurate picture
dur;;g the interviews. wh?" the.{ssue of compeéency based
education first arose in 197{;”the Deputy Miniséeé\of the day
adopted this‘philosophy as a top priority for technical
education in Saskatchewan. Witﬂbpg much consultation with
the‘technical institutes, the Deputy Minister declared ﬁis
intention that all progtams in the technical instxtutes
*should move to'the CBL format as soon as possible. Na formal
poliby was developed nor additional resources provided in
suppErt of this maSOr curriculum development initiative. Aé
a“result, only tpe few pockets of willingness that existed at
the time of the Deputy's declaration proceede ‘actively with

»
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the implementation of the CBL concept. Other poc.kets of
strong oppoaition to the CBL approach developed 1n program
areas that felt that CBL was not appropriate :or ;heir
particular program, ) ;‘

‘' wWith the .change‘ of government, in 198‘ an8 with some
years of experieqpe in trying to implement the CBL approach.
th: need. for a formal policy in supporf;of the initiaéive'xas
recognized. ALehough more extensive consultation with .
technical 1nltitute peraonnel occurred during the period of - )
'policy development in 1983, this process was seen by
‘Kelsey Inatitute personnel as little more than formalization
of an issue that had always been a Departmental initidtive.
As noted earlier “under structure, even 'though the final
policy addressed the broader’issue df program development
without prescribing a CBL approach exclusively, kelsey

personnel continued to view the Department's priority to be

the original desire for a competency based learning program

format. } )
cgmmunigagjﬂna;‘ The purpose of gathering information on -
this element to answer the question "What is the nature "

of communicatYons that occur eithin the policy organization?*®

The results obtained}for the CBL policy are shown in
Table 34. These resulrs show timat written communications'
were used to a great.extent‘while verbal communications were
used to akmoderate extent. Information was actively

discussld by groups throuéhout Kelsey to a moderate extent.

The Department of Advanced Education and’Manpower was the



_ ., 177,
o : Table 34. ' ”~ | .
"Respondents' Peqrceptions of the Nature of the ~

Communications in the Policy Organization

.-.-...---.---‘--.---.‘-‘-.-.q---I--.------‘-------‘-‘."V-..'.-‘I
e , Frequency * .
Item ' 3 1 2 3 4 5 '~ 'n  Mean.

Indicate the extent to . DT
which the following B
statements are true of

the communications in the’ :
policy setting .process. . . }

1.. ormation'wésfthrid e 1 3 3 2 -4 3.7, ‘
' ough written <« ) ' I
communications . - g ‘ ’

2. Information wds shared g 3 1 4 1 9 3.3
through verbal
communicatvions

. . : '! - -_,‘t ’
3. Information was actively -1 2 2 3 9 8 2.@
: discussed by groups o .
throughout Kelsey

4. Information was provided
hy: o
a) the Principal{‘

b) an Assistant ﬁ}incipal
¢) Principals' Committee

.

Pd

N

®
PO I S S

[~ IR S S =
s
N
s B W -
~
N
[ ]
(-,
A}

d) the Department of
Advanced Edycation

[ ]
w
N
[
—
~
w
L]

[~

S. The information- that was
: communicat;? was timely

6. The information that was 8 2 \q 2 1 7 3.3 .
‘communicated was accurate : A

7. Discussion was stimulated ¥ 1 0 4 1 9 2.9
by the distribution of a

policy review paper r

-~
~

---I.B.S..S..IC;.SIRSBISSES.S-II.I-‘...lﬂ..S-.--‘--.-.-.---‘--.

* The scale used far these items was : 1.= not at all; 2 = to
“a small extent; 3 = to a moderate extent; 4.= te a great
extent; 5 = to a“very great extent
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principal source of information, with the Ptincipal also
p‘gvidtng information to a great extent."An Assistant
Principal and th@ Principals' Committee-aupplied information
to a ‘moderate extent. The 1nf6?ﬁ!tion that was gomm&nicated
was tiewed to be Qoth moderately accarate and timely.
Diacuasion was stlmulated to a moderate extent by the use of ‘.
a policy review papers

The greateb'ase of written communicatioﬁ!‘tQan verbal
c);nunicationa wvas due to the geographical separdtion of the .

a

parties involved in the policy process. The moderate degree

* [

of active discusaion throughout Kelsey indicated that, within
the Institﬁte, there was a moderate level of intere%t in the
issue) howeéer, partieipation'of a broad range of Keléey
personnel in the pdlicy decision pfongB occurred to only a

v

small extent as noted in the earlier discussion on the
‘ . @

element of decision making. Discussion during the policy

settiag process focused on drafts of the proposed policy

_which.formed the basis for review pnd comments from a variety

of gtoups and individuals. : ' ' .

Qsisinnfmsmmmwningmci

. For a number of years-prior to the 1983/84 academic

year, student counaelfing and discipline problems that could

"not be resolved at the program level within Kelsey were

referred to a Committee on studies. This committee was.

pu—

chaired by the Assistant Principal - Programs; and it handled
various types of problems which tanged from academic

A
difficulties to 1napptopriate student conduct, such as



B - - . 179
cheating. o ' . - : .
Despite the existence of a ferma} appeal mechanism for
_ngggtam-related student problems, there were notfe;mal
guidelines to describe the Institute's position on the
variety of issues that were being referred'te the Committee,
on Studies, As a geeult, a large volume of cases came before
‘ the committee. Also, treatment of individual student
problems was perceived to be inconsistent at both the pregram
level end'the Committee on Studies level. '

In Regina, the Department;of Advanced Educétion and
ﬂanpowef’had Become sensitized to the need for a formal
studént grievhnte procedure when a student attending the
Wascana, Institute of Applied Arts and Sciences had appealed’
directly to the MLA for the area over an interpretation of
the Institute s, academic regulations. This case was symbolic
of the emergence of the broader issue of human rights and,
for the postsecondary edqgg{ion sector, the appropriate
balance betwéén student rights and responeibilities. '

By the ferll of 1983, the Department of Advanced

L
Education and Manpower had developed a student grievance j>

-

‘procedure which provided for the establishment of a Grievance
Committee at each technical institute. The Grievance :
Committee would act as a quasi-judicial body that reviewed
the information submitted by the student and institute
personnel invelved. The function bf this comm)ttee was to

formulate a recommendation for action to the Asqistant

Principal - Programs.
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These varsous provincial and'inqtithtionai forces
.nlbined ‘to point out the need for élearly stated guidelines
fer handl!ﬁ‘ﬁitudcnt counselling and discipline within

Kelsey, and initiated a sequence of event

development Of 4 Kelsey statement of policy,
procedures which was approved by the Principal in Jure, 1984%

Organizational Design Elements for the

Student Counselling and Discipline Policy
‘ | The research findings for t$he eight orgSnizational
design elements are prégented in this section for the gecond
policy studied at Kelsey Institute.

e Structure, The results obt&ined for the student

’counselling policy are presented in Table 35, and they

represent a coﬁposite picture based on both the descriptions
oE}ained from the questionnaire and clarifying comments
provided during the interviews. -

In the context of an incréasing sensitivity to student
rightson the part of s%udtnt?;lfﬁ';;e general public, the
need for clearly stated guidelines related to student
counselling énd discipline within Kelsey Institute was raised
by some members of the Kelsey Management Council. The Council

-recognized the need to estab&ish explicit quidelines and
procedures for use by both students and academic staff in
dealing with issues of academic progress and student cbnduct.

Thus, the first step in the interest aggregation process
occurred through the Kelsey Hanaéement Council (KMC): a body

which was advisory to the Piidﬁipal on the full range‘of
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. _ Table 35

Respondents' Perceptions of the
Formal Structure of the Policy Organization

~
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--'--..-------.---.-‘-I-----‘---.---..------.---.-,-----,----- /

10.

11.

.

Task/Activity : Person(s) Responsible
Articulation of the policy Various; described
issue in previous section
Put item on agenda of Kelsey Assistant Principal-}
Management Council (KMC) . Programs (A/P-P)
Sub-committee of KMC established Chairman of KMC
to review and address issues (A/P-P)

Review existing practices; gather Sub-committee members
information from staff, ‘
literature; and other colleges

Draft policy and guidelines Sub-committee
: Chairman

Agenda item -- pr’eliminary Sub-committee
policy presented to KMC ) Chairman
Revised policy and guideiines i ub-committee
circulated to all Program Heads, airman; Program
counsellors, and senior Heads; Counsellors;
administrators senior administrators

: o
Revisions on the basis of Sub-committee members
feedback
Agenda item -- presentation Sub-committee

of revised policy and guidelines Chairman; A/P - P;
to KMC; review and recommendation KMC members
for approval to the Principal

Approval of policy statement - Principal

==“===“......".u=u7-/“..-““u.....3...'......“.“....

1

A -
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isues nleo?utld wit\ the Inn’tlit'ut'o's op’ogaslon. Chajred 'by
the Assistant Ptincipal-ltoqrahs, KNC was comprised of tventy
nonbcrl. with :op:olcntatggn?ftom uli'constituont groups
within the Institute, as follows: (1) the Principal, (2) two /
Alli.tant Principals, (3) the Controller, (4) six Divisional N
Chairpersons, (5) the Registrar. (6) the Director of Student
Services, (7) one Kelsey Paculty Council tepresentative, (8)
one Kelsey Student Association roproé.ntativc, (9) five
faculty ropro.ontiéivcu from the aciéduic Divisions,
oxc;uding‘Continuingjstudies, and (10) one Ke?::k'AIumni
Assoéiation'roprcs‘ntativo. ‘

The resulti in Table 35 shdy that éhe formgl sttﬁcture
of the policy organization was made up of several groups in
a@dition to the Kelsey Management Council. In the case of
the stpden; counseiling issue, a sub-committee of KMC was
formed to review existing practices, researéh and~explore
‘alternative procedures, and dfaft an initial statement of
. policy and guidelines. The sub-committee was chaired by the
Divisiorf Chairperson of the Health Sciences Division and
" included four other members: one Counsellor fﬁﬁy the Stufient’
SQrviceg Division, and three faculty represeptatives, one
each from the_Industtial, ApplitffSCienceé, and Personaliaﬁd
Community Services Divisions. This structure for the sub-
committee occurred as a result of two factors: (1) the
sensitivity within the HealthASciences Division to issut.kgf
student conduct, and (2) the desire to have each acadeﬂf

/
Dﬁvision that delivered programs: represented.

\
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At the inttial meeting of the KNC sub-committee bkobﬁnmi
and concerns with tho existing counselling and diociplino
procedures woro dilcuolod. Members of the committee then
reviewed and discussed these inaﬁoo with program staff in
their areas. Based “’thij input and information gathered
from other institutions, tio Chairman of the sub-committee
prepared an initial pollqy and guidolinol document. This
dtatt was then revicwod by Rcltoy Management Council.
Rovllion. wvere made to the prbpblod policy and guidolinol on
tho basis of discussion in the Kelsey Management Council.

The revised document was then circulaﬁfd quite widely to
program supervisors, counsellors, and senior administrators
for further review and feedback. The policy amd guidelines

\the KMC sub-committee to

were rewritten by the Chairman of
incorporate the suggestions received from varjious people
within Kelsey. -«

The revised policy and guidelines were reviewed for a
final time by Kelsey Hanagement Council; this group ’
recommended approval to the Principal. The Principal 8
formal approval of the policy and gpidelinea occurred on June
4, 1984. The approved document was distributed to line
program sdpe:viqors for their use in dealing with student
counselling and discibline issues. .

This description indicates th;t therq vere vaiious
groups and individuals 'that were involved in the development
of the student counselling‘and discipline policy. <One of the

principal groaps involved in setting the policy -~ the Kequy'

-
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" managgment Council -- was an advisory body reporting to the
Prineipaf® not a line decision making body. Also, the other
primary 9raup vhich actually carried out the background
development worldn the p&licy issues was an ad hoc aubf
committee of KMC. These relationships rap:aa;ntad relatively _ .
wveak lines of authority. In addition, the diract. //
co-unication between an ad hoc sub-committee and line,
‘program aupatviaota was a temporary :alationahip that
circumvented the normal channels of coanunication. )
The volume of pplicy setting actigity that occurred at
an inatitutional level for Kelsey vag quite small. During «
the interviews, it became ovidantithat there were two types
of policies that affected aalaay Institute -- those that were
determined in a department of governaent and handed down to
the technical institutes for implementation, and those tﬁat
wara developed locally within Kelaey.A Of the six policies
:originally conaidarad for datailad study at Kalsey, four were .
of the for-e type and two were of the latter type. As a
relatively ég;bia institution which had been in operation for
more than twonty years, Kelsey Institute wvas not engaqed in a
larga volume of policy setting activity. This waé~a sharp
contrast to the NAIT situation in which a major thange to the
institutional govarnance structure had Stimulatad the review
'and development of many policies.
‘ The relative inactivity of the policy organization at -
Kelsey, then, had resulted in the retention of almoat no |

ataﬁiefgiot-al lines of authority for the process of policy
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 making. The student anntolltnq‘fﬁd discipline poltey»§331 .

f v

dovolopod using prinatily ad hoc structures and linoo of
! N\

108,

co-unication. ' |
Goals. The results for the goals 019::;:~:>‘\prolonhod"

in Table 36, ¥ ' e
These results indicate that phree statements were rated
as describing the goals of the policy to a great extent; |
these were to: (1) solve a .pocilic‘thanizattoncl problenm,
(2) flcllttago thcilbhicvcaont of institutional lénq term
'QOIII, and (3) set a new direction for Kelsey that is
perceived to be of strategic 1npor£aﬁco. All the oth;r .
f;tatclonts except item two were viewed to be the goal of the
| policy to a mo&ﬁrlte extent. Addressing an item emerging
from Kelsey's external ;nvironment was_thought to be the goal
of the policy to a small extent. ' R
The'goais of the policy were consistent with the forces
described earMer as initiating the consideration of the
student counselling issue. At one level, Kelsey Institute
—‘—-iacked any explicitly stated guidelines relat:d to student ¢
counselling and discipline. This became identified as a -
specific organizational problem in that neither students nor
program supetVilors had any explicit frame of reference to
guide their behavidr in dealing with situations 1nvolving
counlolling on program related 1ssues, At another level,
Kelsey's need to manage the broad issue of student rights in

the provincial context represented a salient long ters goil

of -trategié importance. This latter level of consideration

L8

e
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Table 36 .

. L)

 BRECEE S EEEECEEEESEREEEREREEEE
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‘Item

1

2

4

Respondents' Perceptions of the
Goals of the Pol}cy

5 .

——y I ’

Frequency *

N

‘Mean

Indigate
which: the

he- extent to.
ollowtng

statements describe the .
goal of the policy.

1.

8.

Set a new direction for
Kelsey that is perceived
to be of strategic -
importance to the
institution

Address an issue emerging
from the environment
outside of Kelsey

Address an initiative
taken by a specific
interest group

]

Facilitate the achievement'

of specific institutional
long term goals a

Facilitate the ach1evement
of specifik institutional
short term goals

Solve a specific

- organizational problem

by establishing new guide-
lines and procedures

Formalize institutional
commitment to past
practices and procedures

Update an existirfg policy

LX)

3.7

2.7

4.1

)

t 1 2 2 3 £ 3 £ 3 3 32 342 222 3 3 3231 23322 2 32 23222 2 2 22 2 222 32 2 3 2 32 3 2 2 3 2 2 3 2 2 2 2 B2 53

* The scale used for these sditems was
a small extent; 3 = to a moderate extent;
extent;.5¢f to a very great extent

4 = to a great

1l = not at all; 2 = to
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was a sigﬁificant facto:.in the choice of this particular ‘

. policy for study. While the policy document provided very

a detailed ptbcedurés for managing the student counselling

process, it aléo represented an'inétitutional stance on an

issue of.? broad, -ethical nétgre. In Paltridge's (1973)

terms, thisa poiicy was operationa} in a narrow sense, but

legislative in the broader context.

There was a sharé contrast between the two poliéies
studied at Kelsey with respect to goal statement number two.
For the CBL.poliqy, addressing an issué emerging from the
external environment was viewed to be the primary goal; foi
the student counsellfhg policy, this statement received thé/ )
lowest average rating. tTﬁe'CpL policy was‘essentially a. \\\
Department of Advanced Education and Manpo&er initfativé,
while the student counselling policy was very much an -
instigution based activity. | 4

There was al§o a sharply different view with respect to
goal statement number six. As discussed above, ﬁhe gtudent
counselling policy was a response at one level to a specific
organizational problem. Thé CBL policy, however, was ‘not a
response to any,specific.problem},in fact, the aefinition of _

the policy problem was a significant aspect of the poliéy .
vdevelopgent«proéess that had some notable cdnsequences

alreaéy discussed in Chapter 4. 4
| Members. The: results for this‘element'of the student
counselling policy are shown in Table 37. '

-

These results show that, to a great extent, involve*eqi
p ’ Vo

s
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Table 37 '//

« ' ’ ()

Respondents' Perceptions of .the Nature of the
Members of the Policy Organization -

----1--.Hv--ISB_-.IIBG‘B‘SBBSII’IEIIIIIIIIIISBBSEB“.‘BB'I--BBBIS .
' Frequency *
Item 1 2 3 4 5 N Mean

- ——— —— e - - - - -

Indicate the extent to ) ' '

- which the following- \\\\
statements are true
regarding your role in the
policy makingrprocess. )

l. I was iovolved in the
policy development
process because of:
a) my knowledge and g 2 )
T expertise in the “
subject matter related
to the policy

b) my membership in an 2 2 8 2 1° 7 2.7
interest group :
affected by the polity

c) my membership in a 1 8 8 4 1 6 3.7
group that is part of S ,

the formal structure ' e
of policy setting ' "‘
at Kelsey .

2. My role in the policy
process was that of: »
a) a person who prepared 2 3 9 1 1 7 2.4
the initial policy
statement .
b) a person being -2 8 3 3 \\) .7 3.7
consulted regarding
my concerns and ideas
on the policy 4
1

c) a person granting 3 6 3 8
final approgal of v
the polcy o\
3. "I employed specific 2 2 2 1 @
actions in an attempt AN

to influence the course
of the policy process



. Table 37 (contfnued)

Respondents' Perceptions of the Nature of the
Members of the Policy Organization

. -~
B E R R e R e E N A R S E A EEE S E R EE SRR EEEEREE SO RER

Frequency *
Item _ 1 2 3 4 5 N Mean

— - —— -

[~}

4. The final policy 6 5 2 o 7. 3.3
incorporated my -
preferences for the '
wording of the policy
statement '

S. My involvement was 1 91 4 1 T 3.6
_ continuous throughout ) A
the consideration of
the policy

6. The other primary 8 98 8 5 2 7 - 4.3
participants involved '
remained the same ‘
throughout the policy ' i
setting process .

* The scale used for these items was : 1 = not at all; 2 = to
a small extent; 3 .= to a moderate extent; 4 = to a great
extent; 5 = to a very great extent

»
-
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in the policy setting process occurred as i.rosul; of an
individual's membe{hhip in a group that wab part of the
tormalvstructure policy/setting at Kelaey. Knowledge and_
expertise in the policy subject matter as well as membership
in an interést gfoup.affected 5? the policy were both viewed

— \\\;o~be\§25 basis for meg?ership}in the pol;cy organization to
a moderate extent.

The tole of those involved 1prsett£ﬁ; the poligy on
sgpdent counselling was, to a great extent, that 6f Bgteging
concerns and ideas witﬁlrespect to the policy sta%oﬁedg;’
Members of the policy organization saw‘themselves as both
drafting the initial pdlicy statement and gfanting final
approval to the policy to a relatively small extehf.

Members of the policy organization viewed themselves‘as
employing actlons to influepce the course of the policy. ..
process to a small extent, S:Bptté/zgzlr great extent of )
continuous involvement throughout the policy setting procesé.
To a moderate ;itent,&the final policy statement incoipor&ted'
tpe fembers' preferenced for the wording of the document. A

ng hiéh degree of importance of formal structure in
determining the membe;s/of/;;;\policy(orgaﬁization reflected
the purpoéivé way in which tgz'Kesley Management Council sub-
committee was chosén, utilizing representation by academic
division as the critétion.» As for all of the other‘policies
studied, members saw theig primary role as that of a person

being consulted regarding their views and concerns on the

policy. In the case of the student counselling policy,.
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members were consulted to a great extent, while in the c;ac
of the CBL policy, members were conshlted'tq‘@ moderate
extent.
¥ The great extent of cgntinuity among members of the
policy organization throughout the duration of the policy
setting pfocess'indicatéd very little change in the
composition- of the groups involved in the formal structure of
the poli¢y procgéss. The degree of coﬁttnuityramong members
for this case of policy setting was rgted the highest of the \
four policiesmexamined in this study. .
E;m'z,i.,:smmgn_t_l The results for this orgaqizational‘design(
element are presented in Table 38. o
These results show that, to a very great extent‘ the
dirgction of the policy settin@ process was éetgrminéd
primarily by people within Kelsey Institute. At she same
tzae, external environmentai forces were felt to be acting on
Kelsey to a moderate extent. The views of those outside.
Kelsey Institute were telativély unknown and non-uniform.
The exte;t of knowledge and the degree of uniformity of
points of view within the Kelsey internal environment were
both moderate. hThe séuden; counselling'poliCQ was considergd
to hawe a moderate degtee of connection with other issu;s at
Kelséy. - s

The very‘great extent of internal control over setting
. this policy, and the moderaté extent of external forces

acting to initiate consideration of the policy were both

consistene‘withdfindings discussed earlier. , Pirstf the
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Table 38

Respondents' Perceptions of the Nature of the
o Environment of the Policy Organization
x T o
----.--..---.L-.i-..--.-..”-.----...---.-----..----.'--.-..-.
i ‘ Frequency *
Item + 1 2 3 4 5 - N "Mean

- T —— - ————— - - -

Indicate the extent to . s

which the following . \

statements are true of the

conditions associated .
with the ‘development of - $
the policy. . ’

1. There were few, if any, g 1 2 2 1 6 3.5
forces acting' on Kelsey , :
"from outside to initiate : ;o
congsideration of the

policy .

2. The direction of the e 8 8 2 5 ., 1 4.7
policy setting process .
was determined primarily:
by people within Kelsey )

3. The environment outside - 1 2 0(.4 ) 7. 2.3
Kelsey was characterized
by known points of view

4. The environment outside 2 3 1 o o 6 1.8
Kelsey was characterized :
by uniform points of view

5. The enVironment inside | P 2 2 3 @ 7 3.1 .
Kelsey was characterized S o
by known pl:nts of view

6. The environjment inside 2 2 2 2 @ 6 3.0
Kelsey was characterized : :
by uniform points ¢f view

7. The policy: on studLnt ' g 2 4 1 8 7o 2.9 ¢
- counselling had connections -
with many other issues ‘ oy

and policies within Kelsey

---------.--.-----..--..--..-I.--'-SBG.:IBSB::‘E:BI8888'8888&8:

* The scale used for these items was : 1 = not at all; 2 = to
a small extent; 3 = to a moderate extent; 4 = to a great
extent; 5 = to a very great extent
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description of the formal struétute of tpe policy progoss
showed that the student counselling .policy was an
institutional policy developed by groups within K;lsey
Institute. Thia-ﬂbint!was in sharp contrast to the CBL
policy in which the digectlon of policy setting was
determined to qnly-a small exteﬁt}bx_those within Kelsey.
Secona, one of the factor® described a!\contributihg to the
norigin of this poliéy was the sensitivity to'thg student
rights issue within the Department of Advanced Education and
Manpower and the’genéral public. This sensitivity would have
provided the basis for a.mode:ate'degtee of pressure for
establishing clear guidelines on the issue within Kelsey.

The fihding that the.external‘énvironment was
‘characterized by points of view that were known to only a
'small extent was in contrast to the existence of a Department
of Advanced Education and Manpower student gf}evance -
procedure that came into effect if the instltutional student
counselling poliby and gﬁidelines were not effective in
resolving an issue. Also, the view that the environment
insidé of Kelsey was characterized by points of view that
were known to only a moderate extent contrasted with the fact
that the Kelsey Management Council sub-committee was
specifically structured in a way that was designed to
'fgcilitate the surfacing of the various points of view within
the Institute. | ‘

The extent of connection between the policy studied and

other policies and issues was the same for both the CBL and
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studont éounselling policies,.a moderate extent.
n.lgnzggg‘ The results obtained for the resources L}
clement of the student counselling policy are presented in
Table 39.° ' *
These results indicate that the resource that was used
to the greatest extent was in-depth knowledge related to the
policy issue. All other gesources, except the item termed .
"other organizationa]l resources," were used to a mod?rate
extent. Thé explicit.allocation of resources for development
o the student counselling policy bcc‘;rod to a moderate
extent. "

"This policy had the lowest average rating of all four
policies studied for tﬁe use of position power as a resource
in policy setting. This was compatible with the picture
developed éarlier for the element of formal structure in
which relatively weak lines of authority existed; this
feature of the structure would decrease the extent to which
the opportunity for the use of position power woula occur.
This poligy also had thf highest average rating for the use
of legal informaéion azfa resource in policy setting. This
was due to the natd;e of the policy issue and the potentisl
for legal acton if a student discipline issue was not
resolved satisfactdrily at the institutional level.

. xgakﬁ‘ The results obtained for the tasks element of the
poliéy on student counselling and discipline are shown in

Taﬁle 40.

These results show that the tasks of policy setting were,



Table 39

pondents' Perceptions of the
Rescdlrces of the Policy Organization
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g v

Item

1

Frequency *

- -——

Indicate the extent to .
which the following
statements are true of the
resources used to set the
policy.

1..The resources used to
accomplish the process
were:

a)

b)

c)

d)

e)

£)

g)

in-depth knowledge
related to the policy
issue

personal ability to
persuade

knowledge of§ the
policy setting process

power derived from
position in the
organization

iegal information

information gathered
through research

other organizational

‘resources

2. Resources to accomplish
the setting of the
policy were explici{éi
allocated to participants
in the policy making
process

2 3 4 5 ‘N R M han
- wff .—%* LR - -

1 1 5 ¢ 7 3.6
31 3 @ 7 3.9
1 4 2 7 3.1
3 3 1 @ 7 2.7
3 3 90 1 7 2.9
2 1 1 1 7 2.6
.
P 2 1 @ 3 2.9
1 2 1 1 7 2.7

* The scale used for these items was : 1 = not at all; 2 = to
.a small extent; 3 = to a moderate extent; 4 = to a great

extent; 5 = to a very great extent

s
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Table 40

Rcspondonts"?.i&nptionn of the Nature of the
Tasks Performed in the Policy Organization

Item

1

2

Frequency *

3 4 5

Indicate the extent to
which the following
statements are true of the
tasks of setting the

policy.

1.

2.

4.

S.

Thc‘tasks were clearly
identified

Those responsible for
various tasks were well

acquainted with the policy:

process

The specific tasks were:
a) identifying the
problem

b) developing alternative
policy positions

c) debating the relative
merit of the policy
alternatives

d) deciding on the most
appropriate policy
statement

e) accepting a policy
that was determined
outside of Kelsey

The tasks occurred as

a routine sequence of
events

The tasks were the same
as for other policies

N Mean
7 3.7
7 3.1
7 4.0
7 3.9
7 3.9
7 4.3
7 1.3
6 3.7
S 2.0
~

B P R E R T E e E S S S E R R E A R S E BN E S S P E S E R e E E S EEE R EEEEREE
* The scale used for these items was
a small extent; 3 = to a moderate extent; 4 = to a great
extent; 5 = to a very great extent

t 1 = not at all; 2 = to

\
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cloarly\idontifiod to a great extent, and t%it those .
tesponsible for the tasks were aéquaintZd with the poliér/’
setting process to a moderate extent., Pdr this policy three ‘-
tasks occurred to a great oxtcnt:’thc:o were to: (1) identify
the problem, (2) debate the relative merits of the policy:;
alternatives, and (§) to decide on the most egpropriate
policy statement. Developing alternative policy positions
took place to a moderate extent, and accepting a pqlicy‘that
was determined outside of Kelsey occurred to almost no )

v

extent. S -
( The tasks of the policy process were viewed, to a great
extent, to take place as a routine sequence of évents( But

they were considered to be similar to only a small exkent
-

to the tasks for setting other policies at Kelsey.

This policy had the highest average rating of all four
policies studied for the clarity of task identificakion in
setting the policy. This was {Z indication bf effective
leadership on the part of the‘thattman of thg sub-committee
working on the development of the policy. Throughout the
interviews, study participants referred to‘the Chairman as
taking a strong lead>in both managing the activities of the
sub-committee and ensuring thatvthe meetings were productive.’

Of the three tasks that occurred to a great extent,
deciding on the most appropriate policy statement was the -
principal task. This reflected the nature of the policy
issue; the somewhat legal nature of student counselling and

discipline issues called for clear, explicit wording of the
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policy statemunt. In sharp contrast to the .CBL policy, the
lgudontlcouhlolltnq polic9 involvod virtually no degree of
acccpéaﬁéo'of a policy do;otnlnod outside of Kelsey
Institute. The low degree of similarity to #ho tasks of
setting other policies nay‘bc a result of th§ rclatixcly ad
hoc nature of the formal structure of the policy
organization; ' f

nigiljnn aaking. The results obtained for this Qlo-ont
are presented in Table 41. ' .

' These results show that policy decision making with .
tcspgpg to student counselling and discipline was
characterized to a great extent by reference to tﬂe facts
which were known about the policy'isqye. To a moderate
extent, negotiation and bargaining and control of the
decision making process by a small number of people were
features of policy decision making in this case. Application
Of pre-set procedures occurred to a small extent, aﬁd the
chance interaction between people and issues had no bart in
decision maging for this policy. The opportunity for broad

\
participation in policy decision making was provided. Final

approval of the policy statement was perceived to have been ~
granted to a great extent by the Principal and the

Principals' Committee, to a moderate extent by an institute
council (in th;s case, the Kelsey Management Council), and to

a small oxtent.by tﬁe Department of Advanced Education and

Manpower.

2h)



Table 41

Respondents' Perceptions of the Nature of the
" Policy Decision Making Process

-

.-.-----.----.-.-------.--------'--.-----.-..---...-.’.-.-...

Indicate the extent to
which the following
statements are true of .
the decision process. 1

1. The po}icy decision
was made by:

a)

b)

c)

d)

e)

Policy decision making was

applying pre-set ¢
procedures

negotiation and
bargaining among
various groups

reference to the facts
which were known

a small number of
people who controlled
the policy proceds

the chance interaction
betweer’ various people
and various issues .

an open process that

allowed for participatio
by a broad range of peop

3. The policy statement was
granted final approval by:

a)
b)

c)

- d)

an institute council

the Principal

Ptincipals' Committee

the Department of
Advanced Educatian

fe

1

w -~ @ N

Fregquency *
2 3 4 5
5 1 @ o
1 1 3 o
@ 2 sCo
2 2 1.1
io ¢ 0
2 1 3 1
g 1 2 1
1 8 1 ¢4
P 0 3\
g 1 1 o

-~

Mean ’

S, T gy G- - - - -

C_J

w »n o6 o

2.9

2.7

3.7

2.9

1.1

L34

K-.--.---------'--...-------.---“
* The scale used for these items was : 1 = not at all; 2 = to
a small extent; 3 = to a moderate extent; 4 = to a great

extent; 5 = to a very grejyt extent .
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’ ’ﬁ poﬁlicy was tpe only one of the four policies
studied in which control of the policy decision process by a
small number of people qécurred to less than a great extent.
At the aaée time, thi; policy receivzgkfhe highest avérage
rating of ail four policies for the degree of openness thag
.allowed for‘participation by a broad range of people within
Keléey. Together,_thggeitwo results provide a picture of
pq;icy decision makingiin this case as a rg}atively
' democratic'brocess in which there was a moderate,degrée of
open participa:iqh balaﬁ?éd by a moderate degree.of control
by a small number of people.

‘The combination of results which showed that reference

to known facts occyfred to a great extent and that chance

interaction between people and issues occurred to a little or

no extent was a pattern that was common to all four policies-

studied. However, for the student counselling and discipline

issue, the difference between the average ratings of these

two characteristics was the greatest, indicating a perception

~

among the members of the policy organization that policy
decision making on this issue was a relativelf rational

process.
. o8

Ohe aspect of final approval of the student counselling
policy was not clear. The results which‘indihated that final

approval was granted to a great extent by the Principal and

' to a moderate extent by an institute committee or council (in

' «

this case, the Kelsey Management Council) were consistent

with'the results of the element of formal structuie}'which

-

200
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clearly showed the involvement of bgfh of these parties.
However,, the result that final appgpval wggﬁalso granted to a
great extent by the Principals' ébmmittee was surprising in
view of the absence of any apparent invglvement of the B
Principals' E?mmittee in the formal structure of the policy
organization.. Clarification of this point during the
inté?ﬂiews indicated that some Ee5pondents had been unclear- .
about the terminology used in the questi?nnaire and hac®*
considered the item entitled "Principals' Committee" (o oy

‘the Kélsey Management Council (that is, the P}incipal's N
Committee). "In sharp contrast to the great extent of final
approval of.the CBL policy by the Department of gdvanced
Eduéatioh and Manpower, the student counselling policy was

N

viewed to have had only a small degree of Departmeﬁt

involvement in the final approggl process.

Communications. -The results obtained for this el;hentﬁ
of the student céunselling and discipline policy are
presented in Table 42.

These results show that written communications were used
to a great extent while verbal communications were used to a
modefate'extent. Information was actively discussed by
groups throughout Kelsey to a moderate extent. Infofmation
regarding the policy was provided to a moderate extent.by the
Kelsey Management Council, to a small extent by fhe Principal
or an Assistant Principal, and ﬁo almost no exteht by the

Department of Advanced Education andeanpower. The

information that was provided was viewed to be highly
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Respondents' Perceptions of the Nature of the
Communications in the Policy Organization

- #

Table 42

202

Item

1

2

——

3

4

Frequency *

5

N

Mean

Indicﬁée the extent to
which the following
statements are true o

the communications in the
policy setting process.

1. Information Qas shared

through written
communications

"Information was shared

through verbal
communications

Information was actively

discussed by groups
throughopt Kelsey

Informatian was provided -

by:
a) the Principal

b) an Assistant Principal

c) Kelsey Management
Council

d) the Department of
Advanced Education-

The information that was
communicated was timely

The information that was
communicated was accurate

Discussion was stimulated
by the distribution of a
policy review paper

N

-

-

1\

"3.1

1.3

3.5

4.2

4.2

d

* The scale used for these items was : 1 = not at all; 2 = to%

a small extent; 3 = to a moderate extent;
extent; 5 = to & very great extent

4 = to a great
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accurate and modorately‘timoly. Discussion was stimulated to
a great e‘ by the distribution of»a policy r’ev.iew paper.

The hiéh and moderate use of written and verbal e
communicotions fespectivsly indicated that the channels of
communication wese relatively open. The moderato lovel of
active discussion by groups throughout Kelsey was an
indication that there was gﬁmodqratesievel of interest in the
student counselling issue. ‘Thiqnfesult was also copsistent
with the views noted earliot that participation by a broad
range of Kelsey personnel in the policy decision process
occlirréed to a moderate extent, and tt‘ the environment
withip Kelsey was characterized by moderately well known.
points of view. Discussioo during the policy“eetting process
was stimulated by drafts of the proposed policy which formed
the basis for review and comments from a variety of groups
ond individuals. The results showing a high degree of written .

communication and a high degree of discussion based on
\written drafts of the pclicy suggestqigat active d#cussion
was primarily the result of circulation of the draft policy

and guidelines statement to various groups in the Institute

for their comments.
GENERAL DESCRIPTION OF THE POLICY ORGANIZATION

In this final section of the chapter, the features of
!

the policy orSanization that were common to both of the

policies studied at Kelsey are described and a general

- ° —_
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picture of éhe policy organizatioq ls’developed. First, the
general characteristics for each organizational design
elemeht are reviewed to highlight the aspects which were
common to both policies. Then a general. description of the

policy organization is presented. . |
@ T e “

Comparison of Organizational Design Elements for Kelsey

. Structure. A review of Tables 26 and 35 reveals that
the formal-structuréa forvsetting the two policies studied at
Kelsey Iqstitute were dreatly different. The competency
based learning policy was a provincial policy that was
develéped principally by petsbnnel within the Department of
Advanced Education and Manpower, but involving somé '
consultation with senior administrators in the technical
institutes, including Kelsey. The .formal strﬁcture for this ’
po;icy, then, was centered in thé‘Department of Advanced
Education and Manpower and the Principals' Committee, with
almost no extent of involvemeps of institutional structures
within Kelsey. The student counég}ling and dISCié}k‘E_Eflicy
was an institutional policy that éaé developed to address
Kelsey Institute priorities. The structures used in support
of the policy setting procesg;here cent;ea in the Institute
apq did not involve the Deparfment of Advanced Education and
Mﬁ%bower. These marked differences in the element of formal®
structure presented a picture of two different policy -
“oréanizatioﬁs; one organizatioh existed for the development i
of Departmental policies that applied to all technical

institutes, and a second policy organization existed for the
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development of institutional policies for Kelsey Institute,

. In both cﬁses of policy'seﬁting, the formalvit;uctures
which were identified were characterized as being relatively
unstable, For thé CBL éolicy, most of the individual
components of the structure -of the policy organization were
tﬁemsélveq'stable units of the Department of Advanced
Education and Manpower; however, there were ng explicit
guidelines related to policy setting as an organizational
process that provided long term stability to the
rel#tionships among these units. For the student counselling -
and disciFIine policy, the two principéi structural elements
were an advisory council\aqd an ad hoc sub-committee of that
council. The formal structure of the policy organization in
vﬁhis‘case was temporary and was. characterized by relatively

® .
weak lines of authority. .

{

Because the formal struzlures were different for the two
policies studied at Kelsey Ipstitute, it was not possible to
congtruct a general sequencé of steps that would describe the
common features of the sgructural eiement of the policy
organizations.  However, there we:e_tuo_gaaeral'featurgérof
the element of formal sﬁructure that may be stated as B
follows: '

l. The formal structures were made up of“groups and
individualé'that were components of the administrative
structure governing technicai inétitute operation.

J

2. There were no stable, formal linkages related specifically

f

to the process of policy setting among the components of
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the formal structures. e .
. The existence of two different organizational structures
for policy setting -- one at the Department of Advanced
Bd“?‘:sﬂﬂ and Manpower level, and one at the institutional
level -: means. that the comparative analysis for the
‘temaininq"seven organizational design elements is an
identification of features which are simila; for the two
policy organizations rather than truly common between tpem.
Ggglj;‘ A comparison of the results from Tables 27 and -
36 ‘is presented in Table 43. For the purposes of this and
- subsequent comparison tables in this chagter, the compét;ncy
based learning policy is referred to as Policy 3, and the
student counselling’énd discipline policy is referred to as
Policy 4. ’
In both cases of policy sétting, ther; were two
statement’s that were viewed to be the goals of the policies
to at least a moderate extent; ébése wvere: :
1. Set a direction that is Perceived to be of strategic "
'imp0rtance‘to the institution. ’
2. Facilitate the achievement of specific institutional long
term gog}s.
At the level of determining institutional strategy and
facilitating the achievement of institutional long term
goals, the two policy organizations had similar goals.
Members., A comparison of the results from Tables 28
and 37 is presentéd in Table 44. Such a direct comparison is .-

. N ’ A’
difficult because, as shown earlier in Table 29, the means

S

—



Table 43

A Comparison of Respondents' Perceptions of the
Goals og the Policy
v

Item

Mean

Policy 3

»

Policy ]

Indicate the extent to which the
following statements describe the
goal of the policy.

1.

8.

Set a new direction for Kelsey
that is perceived to be of
strategic importance to the
institution

Address an issue emerging from the
environment outside of Kelsey

Address an initiative taken by
a specific interest group

Facilitate the achievement of
specific institutional long
term goals

Facilitate the achievement of
specific institutional short
term goals

Solve a specific organizaiionalk
problem by establishing new
guidelines and procedures

Formalize institutional
commitment to past practices
and procedures

Update an existing policy

{

2.7

3.7

2.5

2.8

2,2

1.8

2.2

1.9

3.7

3.1

207



@

208

"y Table 44 - -~
A Comparison of Respondents' Perceptions of the Nature
of the Members of the Policy Organization

--------'-l----.--.-'--.--.-—-.-.-----------—--t----.---I---'-
' Mean
Item , Policy 3 Policy 4

!

—

Indicate the extent to which the .
following statements are true

regarding your role in the policy -

making process. v

1. I was involved in the policy
development process because of: .
a) my knowledge - and expertise 3.1 3.1
in the policy subject matter

b) my membership in an interest 2.8 2.7
group affected by the policy

c) my membership in a group that 2.6 3.7
is part of the formal structure
of policy setting at Kelsey

2. My role in the policy process

was that of:

‘a) a person whdb prepared the 2.2 2.4
initial policy statement

\
[
[ ad

b) a person being consulted 3.1 3.7
regarding my concerns and ideas

c) a-person granting final 2.1 2.4
approval of the policy °

3. I employed specific actions.in an 2.9 2.3
attempt to influence the course of
the policy process

4. The final policy incorporated my 2.7 13,3
preferences for the wording of the
of the policy statement

5. My involvement was continuous 3.1 3.6
throughout the consideration ’
of the policy"

6. The other primary participants 2.7 4.3
remained the same throughout the .
policy setting process

B R R E R R EE R R R E R E R E R E R C R R R E I E E E T S SN S S E S E SN EXEE RS
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for/the aggregate sample for the CBL policy were the results
of relatively high ratings by Saskatchewan Advanced Education
and Manpower personnel and relatively low ratings by Kelsey
Institute personnel on all but one item. This diversity of
views obscures any features of this organizatjonal design
elemént that might be common.

Environment. A comparison of the results from Tables 30
and 38 i{s presented in Table 45. This comparlsonvindicates
very little agreement in the characteristics of tge
envi;ﬁnmental conditions associated with the ﬁwo policies
studied at Kelgey. The only similar feature wa? that both
policies had a moderate extent of connection to other issues
and policies within the Institute.

Resources, A-comparison of the results from Tables 31
.and 39 is presentéd in Table 46. In both xases of policy
setting all but two resources were used to at least a
moderate extent. dnly legal informﬁtion and other
organizational resources were used to noticeably different
extents in the setting of the two policies. No resources
were identified as being used to a great extent in the
setting of both policies.

Tasks, A comparison of results from Tables 32 and 44 is
presenteé_in Table 47. Here again, there were few items for
which there was similarity ggzween the two policies. For
both policies, developing alternative policy positions

occurred to a moderate extent. There was also a common view

that, to only a small extent, the tasks of policy setting for
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‘ Table 45

A Comparison of Ro;pondcnts' Perceptions of the Nature
of the Environment of the Pplicy Organization

Item

Policy 3

Mean

Policy 4

Indicate the extent to which the
following statements are true of
the conditions associated with ‘the
development of the policy.

1.

There were few, if any, forces
acting on Kelsey to initiate
consideration of the eg%}cy

The direction of the policy
setting process was determined
primarily by people within Kelsey

The environment outside of Kelsey
was characterized by known
points of view

The environment outside of Kelsey
as characterized by uniform
points of view

The environment inside of Kelsey
was characterized by known
points of view

The environment inside of Kelsey
wasgs characterized by uniform
points of view

The policy had connections
with many other issues and
policies within Kelsey

2.1
1.6
3.7
2.9
2.2
1.8

2.9

3.5

2.3

210
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Table 46

A Comparison of Respondents' Perceptions of the
Resources of the Policy Organization

Mean
Item ‘ Policy 3 Policy 4

-

Indicate the extent to which the
following statements are true of
"the resources used to set the
policy.

1. The resources used to accomplish
the process were:
a) in-depth knowledge related 2.6 3.6
to the policy issue

b) persomal ability to persuade 3.8 3.0
c) knowledge of the policy 2.7 3.1
setting process
Y.
d) power derived from position 3.4 2.7
in the organization .
e) legal information" , 1.3 2.9
f) information gathered through 3.3 2.6
research ,
~N
g) other organizational resources 3.3 2.0
2. Resources to accomplish the 2.9 2.7

setting of the policy were
explictly allocated to
participants in the policy process
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Tablé 47

A Comparison of Respondents' Perceptions of the Nature
of the Tasks Performed in the Policy Organization

. - Mean
Itenm ‘ Policy 3 Policy 4
\
. 5
Indicate the extent to which the :
following statements are true of
the tasks of setting the policy.
1. The tasks were clearly identified 2.7 3.7
2. Those responsible for the various 2.4 3.1
tasks were well acquainted with
the policy process
3. The specific tasks were: \
a) identifying the problem 3.3 4.0
b) developing alternative ' 2.8 3.0
policy positions ‘
c) debating the relative merit 340 3.9
of the policy alternatives .
d) deciding on the most ' 2.9 4.3
appropriate policy statement,
e) accepting a policy that was 3.9 i.3
determined outside of Kelsey
4. The tasks occurred as a routine 2.5 ' 3.7
sequence of events
S. The tasks were the same as for' 2.4 2.9

other policies
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these two poiicﬁpo wvere the same as for other pollclcl."

Decision making. A comparison of results from Tables 33
and 41 is presented in Table 48. This comparison indicates

that four features of the policy decision making process were

similar for both policies:

l. Pre-set procoduros were used to a small extent.

2. Negotiat;;n and bargaining among various groupiyoccurrod
to a moderate extent. _

3. Chanée interaction between various people and various

issues was not a significant aspect of policy decision

making. L

4. Reference to the facts which were known about the policy
issue occurred to a relatively moderate extent.

Despite these points of similarity, the lack of a_ common
view on features such as the degree of control by a sﬁall
number of people, the extent of openness of the decision
making process, and the level of final approval of the policy
statement indicates that two q;aentially'different decision
processes were utilized for these two cases of policy
setting. »;' . | ’

cgmmnnjggzign34 A comparison of the results from Tables
34 and 42 is presented in TableyA9. 1In both cases of policy
setting, written communications were used to a great extent,
and verbal coymunications were used to a moderate extent.
Also, moderatély active discussion by groups throuéﬂaut
Kelsey Institute occurred for both policies. Pinally, there

was agreement that, to at least a moderate extent, the

+
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- - Table 48

- N\

A Comparison of Respondents' Perceptions of the Nature
of the Policy Decision Making Process

‘8=====I==é=======_—=——========8=========================‘-‘.===
, Mean
Item ' ' Policy 3 Poligy 4

Indicate the extent to which the
following statements are true of LT
the decision process.

1. The policy decision was made by:
a) appiying pre-set procedures 3 2.1 2.0

b) negotiation and bargaining 3.1 2.7
among various groups

c) reference to the facts ich 3.4 3.7
were known

d) a spall rMumber of people who - 4.2 2.9
controlled the process ’

e) chance interaction between : 2.9 1.1
various pegple and various
issues:

2. Policy decision making was an open 2.2 3.4

process that allowed for
Qarticipation by a broad range
of pedple

3. The policy statement was granted
- final approval by:

a) an institute committee : 2.3 ° 3.0
b) the Principal 2.9 -4.3
c) the Pripcipals' Committee 2.8 >5.6
d) the Debartment.of Advanced | 4.4 2.0

Education & Manpower

t 2 2 % 2 % % 2 2 2 2 23+ 2 3 22 2 2 2 3 2 S 2 3 X+ 2+ 2 2 4 4 S F 5+ 2 55 555
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A Comparison of Respond%nts' Perceptions of the Nature
of the Communications in the Policy Organization

v -

================:Fa====================================z=====

Mean :
Policy 3 Policy 4

Indicate the extent to which the
following statements are true of
the communications in the policy
setting process.

1. Information was shared through
written communications

-

2. Information was shared through &

verbal communications N

3. Information was actively discussed
by groups throughout Kelsey

4. Information was provided by:
'a) the Principal

b) an Assistant Principal

c) the Principals' Committee
Kelsey Management Council

d) the Department of Advanced
Education & Manpower

5. The information that was
communicated was timely

a 1

6. The information that was
communicated was accurate

7. Discussion was stimulated
by the distribution of a
policy review paper

=

3.7 4.3
3.3 3.4
2.9 3.1
3.7 2.0
3.0 2.3
2.6

3.0
4.3 1.3
3.0 “3.5
3.3 4.2%
2.9 4.2

:========§.ﬁ.‘========================================:========
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information communicated was timely and accurate, and

discussion was sfimulated by the distribution of a policy
review paper. The‘primafy sources of information were o
different for each policy.
L These cbmmon features describe relatively open systems
of communications that were effective in providing accurate
-and»timely’infOtmation.
| Summary feafures of the policy orgapizatiops. From the
element-by-elemernt comparisons'described above, it was ’
‘evident that there were different policy organizatjons for

each of the two policies studied at Kelsey Institute. These

'two policy organizations were characterized by some features

which were sgmilar, and by many features which were not
similar. | | j\}
The following‘statements summarize the features of thé'
policy organization at the Department of Advanced Educagion
and Manpower level, based on the description provided earlier

for the competency based learning policy: .

l. The formal structgre was rel&ively u%stable with an
evident lack of aﬁy explicit metapolicies or guidelines
govefning the policy setting process.

2. The principal goai»was to address an issue emerging frém

¢

: . ¥
_Kelsey's external environment. -

3. Membership was determined by different factors for
Department personnel and Kelsey Institute personnel.
4. External environmental forces were relatiyely well

understood but views within the organizational. environment
>
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of Kelsey were not well known. ~The policy process itself
was conérolled primarily by those within Saskatchewan
Advanced Education"and;Manéower.

5. A wide r;ngeb?ﬂ resources related to both the policy
content and the pélicy process were used to a moderate
extent. | |

6. The tasks of the policyoproéess were moderately well
identified, but’ not well understood. The tasks were not
similar for each case of policy setting.

7.,P011cy decision making was controlled by a small number
of people and provided for a én@§1 degree of participation

by thosé:wiﬁhin Kelsey. ’ \\
4+ 8, Communications were highly accp*gaté an_c_l rel’ely open, '~ i
stimulating a moderate degree of'qifive discussjon. |
The overall piffure gﬁat emerged ffom these summary
‘statements was one of an organizatjon that functioned well in.
some respects but poorly in other respects. The use of a wide
range of resources,‘:he communication of accurate information
and the moderately clear identification of policy setting
tasks wére positive characteristics of the policy
orgénization. However, the. lack of explicit metagdlic;es and
the relatively closed nature ;f policy decision making were
features that would limit the long.term effectiveness of the
policy organization from Kelsey Institute's point of view.
Another*éeg of suﬁmary statements that described the
P .

features of the policy organization at the institutional

level were possible to enumerate as follows, based on the

@
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description provided earlier for the student counselling and

disceipline policy: o /

The formal structure was relatively temporary and was

[}

characterized by weak lines of authority.

The principal goals of the policy simultaneously.addressed

both the legislative and operational levels of .-
institutional policy setting. .

Membership was deterimined to a great extent by memberghip
in the formal sttucturé; ‘

The policy process wag controlled primarily by people
within Kelsey. The inte;nal\organizatlonal environment
was moderately well known; however, the external
environmen£ was not well known. | ’

A wide range éf resources related to both thg policy
content and the policy process were used to at least a
moderate.extent.

The tasks of policy setfing were well ide@gified and
moderately well understood. |
Policy decision making was controlled té a moderate degree
by a small number of people, but it also a;lowed‘for a
moderate degree of participation by a broad range of
people within Kelsey.

Communications were highly accurate and relatively open,
stimulating a moderate degree of active discussion.

The overall image that developed from these summary

comments was one of an organization that functioned well in

most respects, despite the relatively temporary nature of the

218
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formal structure. The ability to add;ess goals at a number
of leveis; the use of a wide range of resources, the clear
identification of policy setting tasks, and the balance
between modérate‘coﬂtrol by po}icy decisgion hakeré-and
moderate participation by institutional éonétituents were
features that would contribute to. effective policy setting 4t
the institutional level. °’ ) |

These summary fgatutes for the policy setting
organi?ations that affected Kelsey Institute are contrasted
witg the features of the policy organization at NAIT in the

next chapter.



_ CHAPTER 6

LY
L]

chpARATIVE ANALYSIS OF THE RELATIONSHIP BETWEEN GOVERNANCE
. ‘ . STRUCTURE AND POLICY SETTING

..
L]

INTRODUCTION -

!

This cpapter begins with a'comparative summary of the
eight organizational design elements of the pdlicy
orgarrizations as found'upder two different academig
governance structures. The next section presents the data

- related to the general issueg which were explored during the
_ interviews as features of the academic governance
arrangements of the two_Efggﬂfcal institutes studied. The
issues which Qere examined are dealt with in three
categories: (1) the nature of institdtional autonomy, '
(2) the'qature and extent of participation in instifutional
governance, and (3) the nature of the otganizationél climate.
For each of these topics, some background information is
reviewed br%'ily, the results for NAIT and Kelsey are
presented, and a comparison of the NAIT and Kelsey results is
discussed in the context.oghkhe relationships between
governancé strocture and policy setting. The final section
of this chapter provides a genetalizing analysis which merges
the three gener:I characteristics of institutional governance

with the eight organizational design elements of the poliéy

organizations for each form of academic governance.

220
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COMPARATIVE SUMMARY OF ORGANIbATIONAL DESIGN ELEMENTS

The featuresd of the policy organizations described in
Chapters 4 & 5 are summarized in a comparative manner in
Table 50. From this comparative summary and the detailed
discussion in Chapters 4 & S,Kit\was evident that the element
of structure was closely linked to the overall academic
governance structure of the institution, and had a pervasive
influence on many of the other org;nizational design elements
used to describe the policyﬂo:ganizgtion. For example, in,

the case of board governance,.the Technical Institutes Act

(1981:3) in Alberta established a Board of Gove;nors for each
technical institute, and Speéafied that the board "shall
determine the.- general policies with Eespect to the
organization, administration ;nd operation of the technical
institute . . . ." The local aspect of institutional
governance, which was provided through the institutional
board structuge, was ‘associated with the development of
stable internal structures fbr institutional decision méking,
including policy decision ﬁaking.

| _ The farqel structuré‘bf the policy organization ét NAIT
was found to involve a number of groups, such as the Bgard of
-Governors, standing committees of the Board, Executiveﬁ
Committee, and Seniorfbfficials, which were all part of the
general administrative structure for NAIT., This relatively
stable structure for policy setting had the foliowing effects

on the other elgments of the policy organization:



Table 50

222

A Comparison of Organizational Design Elements for
Different Academic Governance Structures

Element

Governance
Board Govgrnance

Structure .
Provincial Administration

;Structure

Goals

Members

At the institutional
level, the formal
structure was made up
of a relatively stable
core and a variable
periphery; a number

of explicit meta-
policies were

evident

Policies were developed
in support of long term
institutional goals ang
setting new directions|

Membership was deter-
mined by the formal
structure, which
included the Board and
standing Committees of
the Board

At the provingial level,

the formal structure was
relatively unstable, with

no explicit metapolicies i
evident

At the institutional
level, the formal
structure was relatively
temporary, with weak
lines of authority

Policies were developed
in support of govern-
ment goals or in response
to specific organi-
zational problems

At the provincial level,
membership was determined
less by the& formal
structure than by other
factors, such as
expertise in the policy
subject matter or
membership in an interest

group

At the institutional
level, membership was
determined by the formal
structure

At both levels, there
were many advisory groups
but, in the end, a single
actor may approve the
policy without effective
checks and balances



Table 5@ (continued)

|

A Comparison of Organizationalibopign Elements for
Different Academic Governance Structures

Governance Structure

Element

Board Governance

Provincial Administration

Environment External forces

Resources

Tasks

’ecision

making

Communi-
cations

exerted a variable
effect on the
initjation of policy

' setting

The policy process was
controlled primarily
by those within NAIT

Position power was
used to a great extent
by those within the
institution

The tasks were well
identified and under-
stood, and were ‘
similar fo‘ different
policies

The decision process
yas controlled by a
small number of people
but provided for
moderate participation
by others

The principal source
of information was a
Vice-President

At the provincial level,
the Department of
Advanced Education & Man-
power exercised control
over institutional policy
setting ‘

At the institutional
level, policy setting was
directed primarily by
those within Kelsey

Position power was used
to a greater extent at
the provincial level than
at the institutional
level

The tasks were well .
identified, but less well
understood, and were dis-
similar for different
policies

At the provincial level,
the decision process was
controlled by a small
number of people and pro-
vided for relatively
little participation by
others at the instit-
utional level

At the institutional
level, the decision
process was”?controlled
by a small number of
people, with moderate
participation by others

There was no single
primary source of
information

223



(1) policies were developed in support‘of long term
institutional goals, (2) membership w;s determined by the
formal structure, (3) policy setting was directed primarily
by people within NAIT, (4) resources for carrying out policy
setting activities were implicitly allocated through the

. formal stucture, (5) the tasks were similar for different
policies, (6)-policy decision making was a highly visible
process, and (7) communications were relatively open,_with a
Vice-President being the principal source of information on
policy issues. A schematic representation of these
relationships is .shown in Figure 3.

In Saskatchewan, The Department of Advanced Ednﬁnkiﬂn
and Manpower Act (1983:3) established centralized provxncial
administration for all technical 1nstitutes by spec1fy1ng
that "the minister may . ;’. establish, supervise and
administer institutes . . . to provide courses of study or
instruction to prepare residents of Saskatchewan for various
trades or occupations.” This centralized aspect of
institutional governance meant that I;stitutional decision
making was closely linked to structures in £he Department of
Advanced Fducation and Manpower.

These structures, however, were relatively qnstable for
a number of reasons. First, since 1982‘when the new
Congservative government came into power, there had been
several different Deputy Ministers of the Department of
Advanced Education and Manpower. Also, in 1983, a new act

governing higher education changed the name of the Department

224
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from that of Cpntinuing Education to Advapcod Education and
Manpower. _{l‘hi? change brought with it some reorganization of
the Department. For example, a new Institute Operations
Branch wai created to facilitate liaison between the
technical 1nltitgtc:rand the various departments of
government with which they had to work. ‘Finally, as
mentioned earlier in Chapter 5, there were few expl;cit
policies or guidelines relating to various aspects of
Departmental decision making, particularly policy degision
making. Inéorziowl with members of the bopattn‘nt indicated
that policy setting activity within Advanced Education and
Manpower was viewed to be infrequent, }c.giive, and focused
on the short term.

The relative instability of the formal structure of the .

~
policy organization influenced other elements in the Tl

following ways: (1) policies wére more likely to be developed

in support of short term government goals rather than‘Iong

‘term institutional goals, (2) there was no clearly defined “"
membg:ship in the policy organization, (3) people outside'of
Kelsey controlled the direction of polic' tting,

(4) resources for policy setting activities were allocated in

an ad hoc manner, (5) the tasks varied from one policy

.setting exercise to another, (6) decision making involved

more negotiqtion and bargaining than application of pre-set
procedures, and (7) there was no single primary source of

information during policy setting activities. A schematic

representation of these relationships is shown in Figure 4.

®
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The relationshipgﬁamong the institutional governance
.‘ structure, tihe forma} structure of the policy organizationl, ;
f*\\\hand the other elements of the policy organization ean be
| further illustrated using the organizational design eiement
/ -0f environment as an example. Unéer’board governanee (the
_institutional structure), institutional boards with lay
public representation were established (part Qf the formal
! strdcture;?f the policy organ}zation), resulting in the
external environment (an organizational désign element)
becoming embedded within the organizatiom. Thus, the public
point of view became part of the internal organizational
environment of a board governed ingtitution. .Meyer & Rowan
(1977:362) have commented that or;;n1zatlons that
ineorporate institutionalized myths are more legitimate,
syccessful, and likely to s&fv1ve.' In contrast, under |
provincial administration, fhe line reporﬁnng relatlonshlp
between the institution and the Department of Advanced.
Education and Manpower not only sealed off diregt public
¥input to institutional policies but also had tne effect of y
making the central adminiérer1ng agency, the Department, seem
like part: of the external environment. This was particularly
s true for Kelsey Institute, which was located in a dlfiprent
city than the Department of Advanced Education é;g Manpewer.
Under board governance, then, there was continuous
interaction with external viewpoints, through the Board. and

Board committees, as part of internal decision making. With

provincial administration, however, there was continuous.
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interaction with Departmentaluviewpoints wﬁich often seemed

like part of the external environment rather thaﬁ part of the

internal organizational environment. Thus, the nature of the

academic governance structure had an important effect on the
formal stucture of the policy organization and, through it,

on the element of environment. )
| In summary, the following relationships were evideqt on

the basis of this discussion:

1. The element of fermai structure of the policylorganization
‘was influenced directly by the academic governance
structure of the instituﬁion.

2. The neture of the seven other organizational design

‘L%eiements bﬁ the policy organizations studied here were

| sttongiy 1nf1uenced by the element of formal structure.

.Baldr1dge ané Deal (1975:12) have noted that "structure is

"‘the prlme admlnlstqgflve hand;e that provides leverage both

for producing and adjustiny to educational innovation.”

In the next section of this chapter, the relationships

: B ¥ I
"vbotween governance structure and three .general
characteristics -- institutional autonomy, participation in
institutional governance, and organizational climate -- are

examined on the basis ofi the data collected through

interviews.
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/
THE NATURE OF INSTITUTIONAL AUTONOMY

L/

" N ~

Background

Institutional autonoﬁy is related to the ability of an
institution to make decisions independently, without external
constraint, in areas which are sdimportant to its opetation,
such as academic and faculty affairs, student affairs,
business affairs, and external affairs. As noted in the ‘
Inttoduction,in Chapter 1, there is a basic tension between
institutional‘desires to act autonomously in otder to
meintain or improve operational effectiveness, and public
control to ensure that the public interest is'integrated into
- the design and delivery of postsecondaty education, Millett
(1984:215) has commented that "the reconciliation of ~—-
institutional aspirations and public financing #as been the
measure of the conflict between claims to institutional
autonomy on the one hang”and'insistence on public
acéauntebility on'the other."™ With respect to academic
gqvernance'in the domain of postsecondary education, then,

the problem Hg‘gﬁschoote a stfucture that provides an

apptopriate bakance between institutional independence and

-

apub11c r@gulation.

NAIT Findings

The results presented in this section gﬁae based
primarily on interview data cgathered in response to the
following questions:

l. To what extent does the existencevﬁﬁ the Board facilitate



-

institutional independence?
2. To what extent has the Board acted as a buffering
mechanism |
a) to buffer NAIT from e

- -

groups? o<

l] forces and interest

—

b) to buffer the provincia gdvetnment from operational
issues within NAIT?

Documentary information was utilized to provide further

bag@gtound on these questions, where aﬁpropriate. In answer

&0 these guestions, a number of different themes were stated

“fzthose intérviewed. In many cases, these statements were

_;éomparative, commenting on present conditions at NAIT

‘“ relative to those that existed under direct provincial

BT

administration prior to April 1, 1982,
In response to question one, almost all interviewees

felt that the board governed structure had facilitated

231

institutional independence to a great extent. In support of

this perception, two dominant themeskwere expressed. - These
were that the Instjitute was.nbw "in confrpl of its own
destiny," and that NAIT had experienced improved operatiénal
efficiency and effectiveness in a wide variety of funct ional
areas, but particularly with respect to budgeting, financial
operations, purchasing, and employee relations with academic
staff.

A Becond group of characteristics which were
mentioned less frequently, but were nevertheless cited as
evidence éﬁéggé;itutional autopomy ipcluded the following:

.
SEe .
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(1) NAIT could rgspond more quickly to pgoblems and
opportunities in_its environment, (2) NAIT was run "more like
a bJ;iness,' (3) NAIT had more flexibility in managing its
resources, (4) decision making had become more decentralized,
and (5) more flexible-program design was possible. Finally,-
there were a number of observatjons that were mentioned by
individual 1ntérviewees; these were: NAIT was able to be ¥
more proactive through inst;tutional long range planning that
involved the Boqrd,-NA!T”;as now "in the liReup to discuss.
t;ings with the Minister,’ qﬂd there was a closerlassociation
between NAIT and other bo,rq'governed‘inStitutions.

& :
Despite the evidence-of relatively great institutional

aﬁtonomy noted above, somg study participants quickly pointed

. i " i i
out that NAIT was still financially dependént on the ~€ !

overnment of Alberta. Also, greater independence was viewéd
to have some costs associated with it.  The Institute was now
directly responsible for managing the full range of its
operational requirements; this had resulted 'in a greater
amount of administrative activity, including the creation of
new committees to ensure that appropriate consultation and
coordination occurred among internal stakeholder groupé.

The effect bf the board structure, then, was to
'facilita;e autonomy to ﬁ relatively gieat extent, primarily
th:oughqthe mgchanism of establishing operational control
within NAIT for the full range of institutional functions.
This had the effect of creating a generalized view on the

part of NAIT constituents that control of the Institute's

. 232
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future lay within NAIT, although some costs in terms of
greater internal administtapive overhead wére incurred. The
net effect of the board structure, howeQer, was judged by the
study participants at NAIT sgsis/rery positive in terms of
increasing NAIT's institutidnal effectiveness through the
internal control and flexible use of fiaancial,'human, and
physical resources.

K In response to question two, the degree to which the
Board acted as a buffeting mechanism was 1&ss clear. The
predominant view was that this aspect of NAIT's governance
arrangement was untested so far. However, the Board was seen
to have been an effective advocate on NAIT's behalf in
interactions'with external organizations, pa;gipqlarly‘with
respect to purchase and leésing of property and bﬁildings.

Another view expressed by some inte;viewees was that thé
board struéture had worged well as a buffering mechanism;
examples cited in support of this view were again related.to
negotiations between NAIT and other organizations regarding
the lease or purchase of property.

Other observations included the following: (1) the
existence of a board ;trucfure allowed greater institutional
risk taking,’(Z) the Board acted fo_preserve NAIT's autonomy;
and (3) NAIT's influence on the government was more direct
with the board structure than with provincial administration.
Finally, some study participants stated that, alﬁhough the
potential for buffering existed with the board structure,

NAIT still operated within the framework of priorities and
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leélslation set by the gqvernment; in addition, new program
development funds were controlled by Alberta Advanced
Education. h

In summary, there were divergent views regarding the
extent to which the NAIT Board of Governors had acted as a
buffer, either to buffer NAIT from external forces, or to
buffer the provincial government from qperational issues at

NAIT. The most commonly held view was that the buffering

capacity of the Board was largely untested three y‘l after' )

the Board's establishment. However, another view was that
lthe institution had benefited from the advocacy role of the
Board on NAIT's beﬁalf in dealing with external gfoups and

organizations. This latter opinion was consistent with the

results for question one which indicated net benefits for
NAIT as a result of the Board's facilitation of institutional

autonomy.

The results presented in thié‘section were based
primarily on interview data gathered in response fo the
following questions: ' |
1. What is the nature of institutional independence?
2. What is the nature of the adminfi@trative relation-
ship between the Department of Advanced Education
& Manpower and Kelsey Institute?

3. What is the nature of provincial program planning
‘and coordination?’

Documentary information was utilized to provide further

Yy
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backgroﬁnd on these questions, where appropriate,

In answer to question one, the predominant response was
to inéicate that Kelsey Institute operated within a highly
centralized .system in which many aspecté of the Institute's'
operation were controlled by various government départments.
Areas of centralized control which were cited were, in order-
of frequency, finance and budgeting, personnel, facilities
and rehovations, program priorities, purchasing, and
transportatiqn. TQe degree of institutional independencé was
viewed to Se very limited, as a result of the‘centralized
cont}ol of key decision areas. The interviewees cited a |
number of consequences of thif low degree of autonomy, such
as the following: (1) Kelspyﬁlgétitute could not determine
its own future direction, (2) there weré "too many hurdles"
in the way of reaching operational goals efficiently,
(3) quick response on the part of the technical institutes
was not permitted, (4) there was a lack of flexibility with
respect to the use of financial resources, and (5) requests
from the Depagtment 6ften dominated the agenda for Kelsey
senior administrators.

Fu;ﬁher to these points, a number of behavioral
consequences were described. Some respondents exﬂ'l%sed the
view that Kelsey personnel were “"conditioned not to act" by
the foreknowledge of cu&bersome government department ~
requirements and, as a result, Institute personnel did not

. exercise the full potential of their freedom to act. Indeed,

it was relatively easy to blame the Department for inaction
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wﬂig ;ome deg}ee of control existed within Kelsey. Another
view th that, with the actual decision making occurr}ng
‘outpﬁde of Kelsey, the levels of authority were fuzzy and it
was:hard to judge just what degree of institutional autonomy
existed. Related to this, one study participant commented
that 'Principals have less autonomy than their positions
warrant.” This was explained to mean that ;ﬁe administrative
head of an educational institution should have greater
control over the operations than did the Principals of the
technica; institutes.

In addition to the areas of limitéd freedom to‘act
independently enumerated above, some areas of relatively
great indgpendence were identified. The areas of high
autonomy were related primarily to academic affairs within
Kelsey. The study participants at the Cha;rperson and
Program Head levels at Kelsey all felt thay they were
relatively free to manage their academic programs as,they saw
fit, particularly with respect to questions of program
content, curriculum development, program delivery,
expenditure of non-manpower funds, and generai student
affairs. New program initiatives, however, were subject to
review and approval not just within Advanced Education and
Manpower, but also within Treasury..

The effect of the structure of direct provincial
administrationowas to centralize decision making with respect
to many operational issues in vérious departments .of the

Government of Saskatchewan, beyond the immediate

236
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administrative control of Koisey Institute pe:sonnef._ This ‘
had the effect of creating a generalized view on the part of
‘Kelsey COhstituent§ that control of the Institute's short and
long term future.lay'outside of Kelsey. On a day-to-day
operational basis, autonomy with réspect'to program
mainténahce and delivery was viewed to be relatiively high,
but autonomy with respect to general Institute administration
was viewed to be low.' Without the local freedom to act on
problems and opportunities, Kelsey personnel expetienced'
feelings of ambivalence about the Institute's effectiveness;
it was felt that, although Instituté programming was
relatively well devél‘.ed and well accepted, short and long @
te@ﬁ effectiveness couid'be improved through greater local
control, especially regarding dec¢isions on resource use.

In response to question two, the administrative
relatiohship between the Depa}tment of Advanced Eduéﬁtion and
Marnpower and Kelsey Institute was viewed to be the same as
any other line reporting relationship within the Government
of Saékatche&an. The Department of Advanced Education and
Manpower had daily involvement with respect to institutional
problem solv}ng through the Institute Operations Branch,
whose purpose was to provide support and to improve the
liaison between all technical institutes and the appropriate
government departments. Such a relationship'péovided no
buffering between Kelsey Inéﬁitute and the Department. From
the Department's point of view this type of relationship

provided a desirable degree of direct control over the nature



of programming otforeh in the technical institutes that was
not possible for the universities which had their own
institutional boards. From Kelsey's point of view, the
Department had grown and changed so greatly over the past
three years that there wassa sense that central office
personnel were not attuned to the operational requirements of
the Institute; it was felt that this situation led to slow
Departmental response to many issues and to overall operating

*

inefficiencies. P
In answer to question three, it was clear that program
planning and coordination was viewed as a centralized, '
provincial activity, despite the absence of any -explicit
policy statements on program approval or program
poordination. Provincially, program development was taking
the form of growth in selected program areas; for example,

while funding for some programs at Kelsey was declining in a

real sense, a new Advanced Technology Training Centre was

established to deliver short courses to indusﬁry on new
developmenté in high technology.

Three departmental program development initiatives were
identified by the interviewees as being actively pursued:

1. The gradual establishment of most, if ‘not all,
technical/vocational programs on a competency based,
individualized learning format was seen as a way of
setting provincial standards for program quality control.

2. A working committee to consider the potential

rationalization of program offerings among.the-technfé?l
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institutes was commencing a review of the business and
health program areas. iﬂy

3.. Reclustering of programs to take advantage of common
elements among similar program areas was actively being
planned between Department and technical institute
personnel. Such"cofing' was aimed at achieving
efficiencjes of program delivery. |

Despite a clear understanding that these initiatives wer?

being worked oh, there was a feeling at the institutional

level that these program development and coordination
activities were proceeding in an inconsistent manner because
of the absence of any clearly stated policies. Program
coordinatiop was variously described as "“ad hoc,"

"cumbersome,” and 'haphazard:' ’

To summarize the responges to questions two and three
together, the Department of Advanced Education and Manpower
had direct line control over operational and program planning
decisions for the technical institutes. However, the ability
to effectively utilize this control and to implement
Departmental initiatives was reduced by the absence of
explicit policies, pﬁrticularly in the area of program

coordination.

~ Comparison of NAIT and Kelsey Findings
A comparisén of the results presented above is

summarized in Table 51. o
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A Comparison of Findings with tocpect to
Institutional iftonomy
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For NAIT, the dominant finding related to the issue of
institutional autonomy wal‘that control over the full range
of Institute operations lay within NAIT. ?hiu feature of
board governance created a sense of ncif—doterminition
over p;esont and future Institute qtfairl among the study |
participants! This sense of ’qlf-determingtioh was
reinforced by the advocacy role played by the NAIT Board of
Governors in the inst{tution's doalings y}th external groups
and o:ganizatlgns. .

In contrast, the principal finding with respect to
inotitutional autonomy at Kelsey Institute was that control
over almost all functional areas was centralized in ‘
provinc;al government departments: T%ps charac%etistic of "
provincial administration “created & sense that control of the
Institute s future resided to a great extent outside of
Kelsey. The fact that several governmedt departments were
}nvolved in various aspects of resource management for the
Institute led to. some lack of clarity regarding the levels of
authority and contributod.to a high degree of inflexibility
regarding the use of resources.

These findings reptesent two different approaohes to
achieving the desired balance between institutional .
independence and public cont;dl in postsecondary education.r
Under board governance, the establishment of a local
governing authority facilitat,d ;oca} control over

operational and planning issues. Public control was

exercised through government regulation and approval of
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funding levels, as well as provinciSi policies which enabled

xS %
the Department of Advanced Education t&Coordinate various

especfs of pestsecondary educdtion. Thus,'iﬁgzztutional
governance was seﬁ at the local lev&l, while system
\coo;dinepion wae fixed at the provinﬁﬁal level. The
st}uEture of board governance as implemented in Alberta,, .,
ehen, atteméted to reconcile publijc expectations with the

p

aspirations of individual institutioms by allocating some

. _degree of control to both the institutional and provincial

levele‘ef authority. \ - .

| An;effective balance‘between institutional governance
and previncial coordination depended very much on the &
develbpmen; of appropriate policies defining the role of
Alberta Adyanced Education (AAE; inﬂareasvsnch’ae program
planning. The Program.COOrdinetion gpl}fy was developed in
oraeifto establ;sh mechanisms tgat would allow AAE to fulfil

its eoordinative role effeq;ivelxﬂt Other policies have been

‘ . . A : . .
- developed ‘within AAE on Fupther Education, Community

Congsortia, and Innmovative Projects."Without explicit poiicies

t L. : i
to support the coordinatjve role of AAE, exclusive
- - [ . .
: . AN s -
emphasis on local institutional governance would have -

»

-

‘ resulted in a f%agmenyed system. of higherrgducation.

Pnder prévincial administration, control over both’

academic governance and system goo:dination were centralized;

I

the same body -- Saskatchewan Adyanced Edncatlon and Manpowe;

»

(SAEM) -- was responsible for both functions. Public cohtrol

was exeraised thnpugp 1{‘§ authorlty relationships “involving
LN .o .

‘\ /":‘\ ‘ e - "\\2‘?2‘

H
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the full range of operational, planping, and naEioﬁ
issugg; With such centralized control over Poth governance
and coordination, the need for explicit poliéiqp to define .
the balance between localized and centralized |
responsibilities was less urgent. However, the absence of
such policies has left undefined the government's view of how
provinc%gl cooréination issues shouldvbé managed. As a
result;zgétivities related to program coordination among
institutions have been viewed as proceeding in an

inconsistent manner. The structure of provincial

admiﬁistratiqn as implemented in Saskatchewan has placed a
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strong emphasis ‘'on ensuring that the expectations of society,"

as represented by provincial government priorities, were
achieved. The interests and aspirations of the constituencies
within the technical institutes have been correspondingly de-

>
emphasized.

The difference in émphasis on local ;nd central gontrol
for the two differenﬁ'governancéystructures was also evident
in the characteristics of the policy ‘organization for each
gove}nance arrangement. In the case of bpard governance, the
formal structure of the policy:organization at NAIT was made
up of institutional groups that were part of the general

.

./adminisq;ative structure ofﬁihe InBtitute! '?81}éy
_development héd_tﬁe goal of providing ex?iiéit:suppo:t EB;
long term institutional goals, and polig? Sétfing‘was
directed by those within NAIT. The relat%vély high degree of

institut}yﬁgl autonomy perceived by those interviewed at NAIT

. & ‘
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was reflected in the nature of the formal structure, goals,
and decision making elements of the‘golicy organigation.

In the case of provincial administration, the policy
organization at Kelsey was found to have d1fferent |
characteristics for the two different pol1c1es studied. Two—
ievels of policy setting were evident: (1) policy setting
that occurred primarily within the Department of Advanced
Education and Manpower, and (2) policy settlng that occurred Vo
primarily within Kelsey Institute. The policy organlzatlon_, |
for the provincial level of policy development did not have a
stable formal structure and‘had the goal of’providing | ¢
explicit support-for short and long term government
priorities. Policy setting at this level was directed by |
those within the Department. At the institutional level of
policyﬂdevelopment, the policy orgénization had a
temporary structurg, Nﬁolicy development ™~ had the(goals.of
'acnieving long term dnstitutional goals and solbing specific
organizational problems. At this ieve}, policy set{ing was
directed by those uithin Kelsey. Thus, the high degree of \
centralized control over institutional operations perceived
by‘the Relsey and 'SAEM interviewees waé consistent with the
characteristics of the policy organizatlon at the provincial
~ level. Also, the view that some degree of institutional
autonomy existed in the domains of program malntenance and
student affairs was reflected in the characterlstlcs of theA
policy organization for the 1nst1tut10na1 policy on student

; )

counselling and discipline.
. ) 4
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PARTICIPATION IN ACADEMIC GOVﬁRNANCE

Background

The issue of who should participate in the governance of

-

postsecondary education is linked to the larger values and
expectations of society. With respect to western Canada,
Berghofer and Vladicka (1980:7) note that "the governments of
Alberta and the other western provinces assumed major
responsibi&it? for develo?ing‘highsr educaéion.from the

start." Although private colleges dominated the. non-

*

é . . . . .
university postsecondary educational domain in the early part

. of this cenéury, publicly funded institutions now provide a

far greater volume of educatipnal services than do the wide
range of private institutions and private vocational schools
in western Canada. Providing for the appropriate degree of
public input to higher education has become inCreasingly‘

important as growth has occurred in the number and size of

public imstitutions and, consequently, in thé public'costSfot

. ‘ p
postsecondary education. ' .

" As something of a public utiliQx,fﬁiéher education
requireé‘a proper balance between!ﬁﬁk‘ﬁontributions of the
lay public and the professional edicators to educational
policy matte}s. In his assessment of th;g_issqe in the
United States, Koerner (1968:165) makes ;,wh@ following
comment: . v | *

The layman's best defence, then, against both old
and new establishments is a determination not only

to assert the principle of lay contrql of educational .
policy but to make it a fact. His best insurance
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against the expert is a keen awareness of the limits
of educational expertise. His best defence against
- his own limitations is to make a habit of listening,
not only to a variety of professional educators, but
w1  to a variety of teachers and other kinds of educational

»  experts

A.gsimilar view was stated by Worth (1972: 128) in his
recommendations for higher education governance in Alberta,_'
he noted that 'togethet public and institutional board
members creat “ghe cﬁecks and balances central to the
demodrqtic p;d%ess.

Created in response to the need to increase the supply
of trsined manpower in western Canada, the technical
institﬁtes initially delivered training linked to government-
identified needs, and were,‘gs a result, directly o
adminiétered by provincial government departments. In ' ﬁi
contrast, the public colleges in Alberta were established { -
with a mandate to provide postsecondary education and
trsiaing in response to the broader social and cultural needs

o

of society. Conseduently, lay public participation in the

‘governance of the public colleges through boards of governors

was more readily aaopted.as,an appropriate model for cdllege
goverﬁ;nce than for technical institute governance. The
mannet in which publie participation in postsecondary
education sas facilitated, then, was telated to some extent
to the natute of the programming being delivered.

-Another aspect of"participation in academic governance
has.been the compbsition of grou§5‘whiéh were specificélly
msndated by legislation to assume certain responsibilities in @

the governance process; For example, with respect to the
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important issue of the composition of- institutional boarde,
at least two different viewpoints have been expressed Worth

(1972:128) took the stante that

Membership on each board of governors should provide
for representatives of the public-at-large, the staff
and students, and the president of the institution.
Participation of all groups affected by the board's
decisions is thereby enhanced.

Completing its work at about the same time, the Carnegie

Commission on Higher Education (1973:33) stated a different

R
- view:

We oppose faculty members and students of an institution
serving on the board of the same institution because of
potential conflicts of interest, and also because it is
difficult to assure that they are really
'representative of the faculty or the student body --
if "representatives” are what is wanted (which we
gxeatly doubt).

In summary, the issue of the nature and extent of
participation in academic governance raises questions for
which there are no single best answers. The solutions chosen
have been related to the nature of the programming, the
judgement of legislators about the appropriate composition of
governing bodies, and, most importantly, the value position
of policy makers regarding the balance of power between the
lay public and the educational experts. - o &

The present study gathered information at two levels on

the issue of participation in academic governance. At one

level, the nature and extent of par’ﬁpigatip_ e specific

process of policy setting were 1nvest£§a§ed

questxonnaire, the findings from this part of "the study were .

presented in Chpaters 4 and 5. At a more general level, the

R

>
¢
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'extent of pub. input to post;econdary technical/vocational
education was explored throuéh'interviews with the study
participants.. The data gatherea from the interviews are
described for NAIT and Kelsey in the next seétions, and

they represent two different ways of dealing with the issue

of participation,

NAIT Findings

The results presented in this section were based
primafily on interview data gathered in response to the
followihg questions:

l. To what'extent does the existence of the board facilitate
public input to postsecondary technical/vocational
education?

2. How has the legislated membership of NAIT constituencies
(i.e., academic séaff, non-academic stafjf, and students)
on t@e Board of Governors and on Academic Council

affected:

oy

a) policy setting?

b) decision making in general?

Documentary iA£o:mation was utilized to'provide'further
[ AP

background on these quegtif s,‘wheré app;oﬁriate.

In response'td qhestién-one, several of the interviewees S
indicated that- wh1le the megpanlsms for. public part1c1patmonn:i

fa Sy R W
following factorsx.(l) the aegtee of 1earn1ng that had takena,hf
place on the part of both board members and an;;

<.
administrators regarding the nature of board governance,

r
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(2) the dynamics of the relationshipibetween the Board of
Governors gnq NAIT Executive Officers, and (3) the
persona;itiéiﬁ@f the individual board members. One
participant commented that 'wéj’on't know how far we've come"
with respect to realizing theupotential for open exchange
between public board members and NAIT managers. Another
interviewee noted the importance of distinguishing between
"public visibility" and ac;ual "public involvement" in the
governance process. Thus, ﬁhere was a senéé that the
structures existed’to facilitate public parficipation in
institutional governance; the deg;ge to which the full
potential of these structures had been realized was difficult
to judge. .

Notwithstanding the views noted above, several study
participahts stated that the existence of the board had had
some definite effects on senior NAIT administrators, and -
through'them, on the manner in whicb NAIT was managed. The
consequences of having a board were seen to be tHe following:
(1) there was:-a greater sensitivity to public isShes,
(2) there was a need to anticipate the views and qqestions of
the public board members, (3) the potential for insularity on
thé'part of NAIT was reduced, (4) NAIT was kept moré{aware
and responsive to éreal world" needs, (5) the Instiﬁﬁtg was
more serious about tackling long term issues, and IE)ZNAIT
was more responsive to the community it sérved._ It,ﬁqs

pointed out by one interviewee that these effects hdd the

greatest impact on NAIT's business affairs, rather than on

-

| 5
¥ .
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its educational aEfairs; that is, the Board of Governors
affected how NAIT carried out its business more than what
actually occurred at the instructional level. Th1s point was
reminiscent of the view noted earlier in the discussion of ,X
institutional autonomy that NAIT was run "more like a
business" since it had become board governed.
, A final‘éoint that was made about public input to higher
education was that public board members represeﬁted a group /
of people who were in daily contact with a network of
~professional and social acquaintances in.business and
industry. The board members thus acted as feeders of
iﬁfotmation to NAIT on a broad rangegof social, political,
anqjeconomic issues. .

The effect of the board, then, was to fac111tate public
input to postsecondary gsucatlon. Influence by the public
‘board members gn institutional governance issues was viewed a& )
definitely to be taking place in a number of ways enumerated ﬂk““
above. The degree of.influence was thought to be dependent
on the stagé of development of the NAIT/Board relationship.

:, The responses to question two reflected four ge) eral -

thémes;. First, in prov1d1ng for the establishment, é?a Board
of Governors and an Academic Council, the Igghn;gagm‘
Lnsgjgu;gg Bct set up structures that were stabfe over time,
1rrequctive of the desires of individuals in iey positions.
Having made Judgments about the degree of 1nst1tutlonal i

autonomy and the nature of participation in academic

_.governance, provincial legislators specified the structures



and their member@hip required to ébnsistently achieve the
desired'degree of participation over the long term.

A seéond theme was the view that Ehe quality of
decisions was enhanced by the ié§131ated membership of a
broad range %F Institute stakeholders on these bodies. Some

interviewees thought that decision maklng was more effective

because there was a better understanding of why decigions

were made; there were mechanisms that ailowed all constituent

groups to be heard and to have direct access to decision
‘hmakers. The opportuniﬁy to contribute tq decision ma&}ng
. resulted in a positive organizational climate; this aspect
will be discussed in detail later in this chapter.

Third, there were é number of study participants who
expressed conecern about the effectiveness of staff and {
student representation on the Board of Governors. It was
felt that there was a conflict of interest for academic and
non-academic staff representatives, .particularly when the
‘board was considering issues related to contract n
negotiations. Also, the effectiveness of student
representation was variable, depending on the personality of
the ihdividual students chosen.

Finally, some interviewees stated that it was difficult
to evaluate the effect that broad stakeholder membership on
the:Boarg of Governors and Academic Council was héving on
institutional decision making. Tkhey felt that the
opportunity for- participation and influence. was definitely

there, but, as for the issue .of public participatiOn
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discussed earlier, there was some uncertainty regarding the
degree of actual influence exerted by staff and student
representatives.

The net result -of board governance was to establish a
stablé set of structures with specified membership which
provided the opportunity for broad stakeholder input to
decision making. A potential for conflict of~interest on the
part of academic and non-academic staff representatives on
the Board of Governors existed for some issues.

In summary, on the issue of participation in academic
governance, the alternative of.boatd-governance provided the
structures necessary to facilitate participétion and
influence by lay public members and other institutional
stakeholder groups. The aé;ual degree of influeﬁce exerted
by the various participants was viewed to be dependent on the
characteristics of the inéiviéual representatives and on the
nature of the NAIT/Board relatiohship.

The results presented in this section were based
primarily on interview data gathered in response to the
following question:

1., what mechanisms exist to facﬁlitate public input to post-
secondary technical/vocational education?

Documentary information was used to provide further

background on this question, where appropriate.

In response to the question noted above, every one of

the fourteen inte;viewees cited Program Advisory Committees

- »

’
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as the principal formal mechanism for facilitating public
input to technical education. A number of other, less formal
possibilities for public input were mentioned by various
study participants; these jncluded the following: (1) direct
appeal to the Minister, (2) contacts between instructors and
industry personnel, (3) contacts between the community and

" the Kelsey public relations officer, and (4) direct
approaches to other elected representatives.

Of the mechanisms enumerated above, only that of Program
Advisory Committees was supported by a formal policy. In the
policy statement, it was clear that these committees were
utilized in an ad?isory capacity rather than a decision
making capacity:

The primary purpose of program advisory committees

is to provide an effective link between the business

and industrial community, the technical institutes and

the Department of Advanced Education and Manpower by

utilizing management, labor/employee and public sector
leaders as advisors to the program. In their capacity
the members will advise on the program policies,
planning, and curriculums to insure delivery of meaning-
ful and current labour market training.
This policy statement also indicated that the advisors were
not chosen from the public at large, but were selected from
the sectors of business and industry appropriate to the
program. Thus, advice ﬁas provided with respect to specific
L
program issues, but not with respect to general issues of

‘institutional governance.

The remainder of the mechanisms for lay public

participation were not formalized. They were mechanisms that

relied on the initiative of individual public representatives
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rather than dh the active inclusion of the public in the AN
structures of postsecondary academic governance. In tﬂis

context, one interviewee stated the view that "the general

public ig pot a’force” in the governance of the technical
institutes.

In summary, the only formal structure that provided for
public 1npuqi90 pos;secondary technical education was that of
the Program Advisory Committees. This mechanism was advisory
in nature and focused on program level design and delivery
issues, rather than on general institutional level governance
issues. A number of other informal mechanisms existed; these

relied on the initiative of the public to provide input.

Comparison of NAIT and Kelsey Findingsg

A comparison of the results discussed above is
summafiied in Table 52.

For NAIT, the dominant finding related to the issue of
participation in academic go%ernance was that participation
in decision making on the part of both the general public and
institutional stakeholder groups was provided for by the
establishment of fzrmal structures -- a Board of Governors
and an Academic Council -- with prescribed membership under
the Iechnical Institutes Act. This feature of board
governance _created a sense within NAIT that decision ‘making
was highly effective and well understood by the broad range
of public and institutional participants.

In conirést, the principal finding with respect to

public participatiori in”uemi‘c governance at Kelsey
i \ N
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A Compariéon of Participation
in Academic Governance

Table 52

.---------.-----------‘----.-----.---------"-

Governance Structure

Issue Board Governance Provincial Administration
Pacilitation Public input on No formal mechanisms
of Public ingtitutional gover- existed to facilitate
Input . fance issues was lay public input on
:+ facilitated through institutional .
"t therappointment of governance issues
\ ; -lay Bﬁblic members to
.« + the Board of Governors
+, Elected officials were Elected officials
. i ',* buffered by the board * had direct influence
4 <4 :
' ¢ .+ The actual degree of.
. -« " influence was dePendéht
. ., on the nature of' the
‘. ‘-NAggABoard relationship
. o, k) : :
. e 'Prééram ievel input from business and industry
S " was facilifated through-appointed Progran
oo Advisory'tqgmittees in both cases
. " . Lo .
, -+ Qther informal mechanisms relying on the
B .public's initiative existed in both cases °
AStakehpiﬂetz ' Broad stakeholder input Broad stakeholder
Membership to décgsion making was input to decision

provided for through the makKking was not pro-
establishment of a Board vided for in The

. of Governors and an Department of
‘Academic Council Advanced Education &
' Manpower Act

Effectiveness of decision

making was perceived to.

be improved as a result )
of broad stakeholder

participation ; .

R
P EE R R R R E E R E S S R E S E N CE R S R E N EEE XN ESESEEERERES
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AInatitbte was that only a single formal iigucture that was

. )

advfsor§ in'nature.existed. Futther} this structure —- the
Program Adv1sory Committee -- dealt w1th proaram level 1ssues
rathgr than 1nst1tut10nal level 1ssues, and erw its |
representatlon from a;spec1f1c segment of the pug}lc, ratbgr
thanvthe public at-darge. The lack of other formal |
mechanisms for pubiic input‘under provineial Bdmfziétxation
contributed to a senge amon; sgveral of the study .
‘participants that deéisibd making was not optimally
respon81ve to public or institutional needs.

¥ "~ These flndiags reflect two dlfferent value po@dt:bns

' regardlng the ture and extent of part1c1pat10n in

\\ ademic governancg. The Igshnlgil Inszi;utgs

BAct in Alberta wag the vehicle for theyimg;gmentation of the .
= , :

postsecondary

belief that issues related to the institutional governance of

- technical institutes should be determined through dialogue
Y

- between \lay public representives and institutional By
stakeholders. Alth?ﬁghwthé‘Ag; defined the formél’extenENOf
participatibétby specifyfng the composition of the goverﬁing
bodieé;-the finéings of this study indicated that’fhe actual
extent of part1c1p£tron was dependgnt on the dynamics of the

&
._relatlonshlps %mong the members of the Boatd of Gove(nors‘and
\ the Academic Council.gy {',:' e

-

“As for the fﬁndlngs on 1f¢§§tutionaz autonomy) the
sééﬂgthre pf boatd govg}nance consc1ously created a 51tudtlon -

 of’ shaggd author1ty by legislétlng proad pa;t4c1pat1on 1n }fw
: ac&ﬁemic governance.. This p091t£on'&aS)conslstent with the

i ¢
al s
N
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notion of "checks and balances central to the democratic
process" noted by Worth (1972:128). vIt was also indicative

of the belief that the nature of programming inAthe technical
institutes should be responsive to the needs of the general

public as well .as to the needs of the various levelp of * ; '

. o ;..
government. . 7 ' *

Konrad (1977) has commehAted on the issue of

part1t1pa£1on 1n academic governance by internal

1nst1tu£10nal const1tuents; in his study of 35 newly

»

‘appointed community 'college trustees in Alberta, he foumd

.

(1977:149) 'that - g

The provlslon for faculty and student membegship on

governing boards in Alberta i regarded very favorably
by all reqpondentsu If chanq%i ré to be congidered,

it should gbe 1mﬁ1£"gﬁ1req§1 increasing ghé number i 4
of ;nstltutlonal members. S )

Under The peeﬁx;ment of Advanced Education’and Manpower
Act in SasKatchewan, the structure of'ptovincial €
ad;iqist;ation reflected the belief Eﬁaf lay public
participation im the gove;nance;of techn;ca}/vocationaf

v 12 .
education was not desi¥able enough to warrant the sharing

of authority on issues of'institutional governance.' The )
N >
t

techhical 1nst1tutes yere ‘'viewed by senior- government

‘.
han

off1c1als pr1mar11y as vehlcles for the training of skllled

N [ . ¥ ”{ !
manpower in support of prov1nc1al economic development O oY
. N "‘A‘ - .

prlorit;es.' The use of:the Program Adv1sory Commlttee L A g:ﬂ

mechanism was consistent wi;? this view in prov1ding for =
g ' . . : ’

selective participationAnyerepresentatives'of business and

4

-

> . ' - * ‘ / :
. . 4 _ [
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( i!gdustry as ainsors on ieeues of program develppment.
‘ Proyincial administration, then, represented a value
positien thaeraostSecondary téchnical education’ should be
very responsive to the training needs~1dent1f1ed by elected
‘repreéentativeg, with operational support from the
educational establishment. The téchnical institutes were not
‘yiewed to be Fhe appropriate vehicle for.responding to thef
broader edddattonal,needs of society, facilitated by. |
legislated pérticlpahien of lay public members at the level
of institutional governanée; this‘aspeé% of postsecondary
education_was addressed in Saskatchewan through Ihe community
mxgg_g& (1983) which- establlshed reglonal q:ommunltyv
qollegee‘with puhllc boards "for the purpose of providing.
xgﬁult edhcation’programs and services." -
| v‘The difference'in emphasis onylay public pérticipation d
by the two different_governénce structures was alsd evident
‘in the.characteris;icsﬂof the policy organizations described ¢
earliem in this séudY‘End summarized at the beginning,bf this
‘chapter,. In ;he'cgse of board governance;»the formal

structure of the policy organization at NAIT included the

1;&@

Board of Governors and standing committees of the board.

k]

'Polidyldecision making 'included review and final approval at

P
one of these two levels, depending on the degree to whlch ‘he

I

policy represented a significant change from ex1st1ng /v/

Institute practices. - Membership on the Board of GovernOr@\

.was daefined by the Tedhnical Institutes Act, whith s'pe01f1$

\
representation for both Ehe lay public 3nd institutional" '%

0 . ) ﬁ%?
) . :

-
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stak%polder groubs. Although the external environment -
exerteq e.variable effect on the initiation of policy

- setting, the policy process was direeted primarily by.thqse
within NAIT}Vthat‘is,vpolicy setting was directed.through the
structures ané by the meﬁ%ers of the institutional policy
.organization.‘ The brinéiple of legislated lay public J

partic1pation, then, was reflected in the policy settang

process ‘through the elements of she ‘policy otgamzatxon '" .

particularly ,those of forlf 2 tructure, membership,

W N

env1r0239at*\3nd decision npy .
—~— R ~ ' *

: the caseof p;EVfﬁE;al administration, the lack of a
o Q . .

legislative base fo'r lay public participation in

institutioﬁﬁl aovernance was evident in the nature of the ’&'
policyforganizations. The fogpal structures involved
exclusively groups of people within the Department of
Advan..d Education and Manpower and Kelsey Inst1tute,/ As
shown earl1er (fee F1gures 3 & 4),‘formal structure was the
central element that 1nfluenced the nature. of the other i
design elemerits of the policy organizatﬁqn. The lack of lay
public particlpatlon in the formal structyre, therefore,
resulted in no evldence ofilay public imfluence on the other

organizatrgggl design elements.
. X R » \ . )

¥l
)

/  ORGANIZATIONAL CLIMATE

’

. Background
R Organizational climate is related to the perception of

the structure, processes, and values.of an organization.

-
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Kelly (1980) makes the following comments about
orgariizational climﬁte: , '

Every organization has a corporate zeitgeist or general
climate and is characterized by a particular,
distinctive ambience. How this ambience is perceived --
how this bundle of "vibes"™ is organized into a gestalt
-- is tezmed organizatiopal climate, |

| & (p.483)

mate is thuﬁ»an individual's’ perception of the’
A ronpent's Btructure, processes, and values as they
te to s task achievement ard human satisfaction
n Ehe part cular533g nizatiemn to which he belongs.

. (p.48’6”
e

The ‘concepts of organQQLS}onal climaté qu, more

recently, organ:.zational 1culture hawq bee‘:’used to explain
A

the non-ratwnal and symbolic aspects‘f orgnnizat1 (see,

g
for example, Deal and Kennedy, 1982). In this’ respeot, the
' . ' : !
.variable of organizational climate provides a means of »

1nvest1gat1ng people' s perceptions of how governance

7

str8cture affects instltutlonal operations in a generallzed'

©
,’way. . In his study of how ' Dawson Col}ege‘developed a
) ..‘ L4 .

£

structuﬁﬁ to ensure participation in college govérnance by

. ! / ' . .
gtudents, faculty, administrators, and support staff, Kelly
(1973:198) concludes that "the very climate of the College

: ’
itself seems to*have been a product of this angoing

]

R _ | i' B
experimentatlon with partzcipatlon. ‘ (*/
In the present séﬁdy, organizational climate was not !
» .7

‘identified initially as an ‘issue for discussion in the
inlerview phase of the data colleceion. Howéver, during the

interviews with study participants at NAIT, comments

regari%gﬁ}E;Z-impaék of board governance on organizational



2
- climate.did emerge. As a result, an explicit question on the
P ‘ -
nature of the organizational iiimate was added to the

interview schedule for Kelsey "Institute.

[ 4
/

NAIT Findings

The results presented'in this section sme:

‘W
+

exclusively’on int@Eview'ﬂata'that were gather§ ‘

.

to the questior!‘ciil‘éd ‘earlie
autonomy and participation in' c gevernance. During
the discuSSion of these ques , veral of the

interviewees commented expliCi enshow attitufles towards

. ¥ . L 3
th tofe at NAIT had changed as a result of the change in

governance structure, and the cdnsequent changes in the
} .

nature of participation in institutional' sion.making and

Tevels of responsibility. These commentsihere identified by

\ ~

the reseacher as forming a third m‘gor issue of ﬂ

organizational climate.

The comgents on organizational climate arose in most

\

cESes\during thé discussion on the nature and extent of ' o
_pa;tiCipation in institutional governance. ‘The predominant
theme in this respect was- that legislated membership on
governing bodies cggated a nore'pQSitive enVironment within.
NAIT through enablijz people to contribute to‘institutional
‘governance. Interviewees cited various characteristics-of‘the’
morg positive environment, as follows: (1) improved
.reldtionships between, administration and academic staff,.

(2) greater employee motivation, loyalty, and initiatSVe,‘andu~

’Q\(B) greater fulfilment on the Job. There was a well m‘ “l

4 e
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developdd perception that the opportunity to contribute had

engendered a'more positive organizationadl climate, even, - of

de

\

~ though the ‘results of the previous section show that therg

'»

was séme question about the ac al degree of influence on
policy setting by some stakgholder groups.
[N

" A gecond set of comments, which we

_ related to,
1nstitutiongl_autonomy, provided furthg,i nsight into.the
no:;;f”of the organizatidhal climate. e ptincipgi theme
that emerged was that the institdtional7:ogrd structure
forced NAIT to manage a wider range of more difficult‘issues .
. o

than it- had previously dealt with as a provincially'
administered inéé’tution. In this'oontext,'ths‘sop of
Goverho}s was perceivéd to 5@ anhageﬁt‘of support for new
ideas and moderate risk taking, an agent for"%reak;ng up

potential stagnatlon among NAIT staff, and an agent tﬁr.

facilitate action through reaching decisions more quicMy and

effectively. One interviewee commented that it was no, longeTr
possible to avoid responsibility%hx saying, "You can‘éédo

that because{of (a certain) government policy." - Thus, a high

"dggtee of institutional autgnomy'and a sepse'that confrol of

the Institute's future lay within NAIT o%ntrioutedito an

organizational climate characterized by the ability to take

'détidh on issues of 1mportance‘to ihstitutionalfﬁ%akeholders.

. . 9 ‘
In summary, the board structure of govern;nce affected

'the organisational climate positively through the degreé of

institutional autonomy and the nature of part1cipatlonJ1n

§
acadlmic governance that were e;tabrlshed at NAIT. Both of

o~
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these factors faciqitated the development of a cltmaxe that
-was perceived to be pobit%ve -~ .open and respgnsive‘to the
conﬁ:ibutions of internai#insti.ptibnel'stakeﬁelddﬁs.
éﬁhe ﬂahh?!b-presented~4n this sect1on were based on -the
nﬁ v 1ntervgew data gathered in re9p9nse to the iollqy}gg
question- I - Cay T e #

v .

[

1. What is the natiure of the organizational climate withiA
’Kelsey? ) od \~ ' "
In response Eo!tk‘ question, three themes weFe evident, '
' The first theme .tifie’d the relatively low degree of
- institutional autenomy as a key factor”affecting
organizational climate. Several intervigwees within both the
h Deparbment and Kelsey Institute noted that khe hlghly
lllr 'dbntra&ized admlnxstratlve structure for technical 1nstitutes
slowed iown decision making. There waslwhat oné person
called "a lack of crispness in.decis;on“making.F Anothes
view wag that the inability to’eohérol institytional ih
prio:ities,f;;% within Kelsey had an important effect'on
organizationél climate. ~’i‘he hHigh degree of centtelizatioh,_

r' 4 i ]
e the primary factor which influenced the

-theﬁ} was seerf
nature of the drganizationei Climate. -

The sécond theme was an actual assessment of the
'organlzatlonal clxmate w1th1n Kelsey Instltute. A wide .range
of vlews were expressed on this point. The predominant view ,
was that the lqow degree of instifusionalfautondmy and the 1‘

4 .,
hierarchical ‘structure of the Department had a negative
T - " | ) o T
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¢ effect on organizational climaiq? resulting in some degree of
ftu-tration, a "housekeeper mentality" on the pagx of

administratq;;; or "an attitude of resignation. - Another
e
view was at'the organizational climate within Relsey

o

mirrored the“ﬂrganizational climate within the Department, ul

L ]
which waa:gﬂuﬂﬂi confusidn due to the tapld growth in recent
H M%‘ .
aﬂ years. A td yiew was that the organizational climate was
somewhat fr ed, but "not bad for a large organization." ‘}

"Finally, rviewee gommented that, although the

o .Depatth\cmg’wd to impede rather than facilitate' the
,ACﬂievemuqt'vf institutional goals, there was a good degree

of c‘hppi#eﬂbss among xelsey academic staff. The overall
-

impression on thaq,po nt was that the organizational climate
) . . .
Qf,"[_yts‘@ewgd to be in the fange of neutral to somewhat negative

'ﬁu\e pfimarjlﬁ:io'eftethal cons.i:raints on Yrocal initiatives.

i"

The third theipe tonsisted of several comments about thg

” )

cghéequences of the'existing organizational climate. -The

9

principad view was that the organizational clsimate inhibited

?@w ideas from being expressed and acted on. There was a

o

] -
feeling that institutional effectiveness would improve

without as much Central Office inlevement. There was also a
pervading sense of missed opportunities for desirable
institutional development. As one intervieeee commented,
"There are a lot of little issues that keep (the ' .
| organizational climate) from being ae good as it could be."
In summary, the low degree of insfifutional autonomy wes

‘viewed to have a negative influence on the organizational

g



‘ 5 | 265
climate; the pg}ncipal consequence of this was the dampening .
of inﬁidual initiatibe and creativity.

rd

cmn:mmmxﬂmnnﬂnu'

A‘comparﬁgon of the results on organizational climate is
‘ . . \ .

(2

presented in T‘Ble 53.

For NAIT, the organizational climate was found to be
positively 1nf1uenced by both the degree of institutional
autonomy and the natute gf participation in acadenmic o
governance.' These two faetors, whlch were investigated in
detail as part of this stedyz combined in a consistent manner -
to create a highly enapling‘environment. That is, from the *

indiVidualipoint of view, there was a sense that'one‘COUId_“

_exercise initiative and that one's view could find an avenue

for eipressiOn to institutional decision makers.
In coPtrast, the principal finding at Kelsey Instituté"
4 ,

was that the organ#zational climate was viewed to-be

i ' Iy
‘negatively influenced by the high degree 43 centYalization of
decision making on issues of institutional qhyerhance. This .o
' .

contributed to‘En institutional environment' characterized by
a sense of mpssed opportunities and suboptimal effectiveness.

These gtpd1ngs reflect the effects of the two maJor
issues examlned earlier in thlS Chapter -- institutional
autonomy and participation in acedemic governance. Board
governance,,w1th its empha51s on local control of governance
issues and mandd‘%d participation on governing bodies,
contributed to a positive organizational c‘}mate

charqpterized by a sense of personal efficaey. Provincial

\
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to take action effectively
on issues of importance

. to institutional members

at the local level
N, o

> “

-
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Table 53 . [
A Comparison of Findings on
.- Organizational Climate Toe
s : .
--.--,."--'-----‘.--..-'- -.--'-.-..--'..-.-.-..--BIBISBBBRB-SE
. Governance Structure ) »
Issue ©  Board Governance 95‘5}uc1a1‘Aéministrttlon
®participdtion Positive effect on
' on Governing climate through . :

Bodies - enabling stakeholders A -

to contribute to isayes . « -

of institutional *° | N .

governance .

: . I il TP

Institutional Positive effect on climate Negative effect on
Autonomy through perceived ability climate through

percejved .inabjlity
to take action
effectively on
issues of
importance to
institutional
members at the

local level
I'd

--.‘.-'“:I.:‘S'S.S'B‘*:'gggg'.88'========8===============
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administration, with its empﬁa;is on centralized priority
setting and.decisién making without broadly based checks and
balances, contributed to a'soméwhat neggﬁ}ve organizaéional
climate characterized by a sense of blunted initiative and
missed Opporfunities. .
The d}fferenge in organi?aﬁional climate for the two

governance structures was not charly evident in the

characteristics of the policy orbanizations. For example, -thel

.existence of a stable formal stltcture for policy setting

" under board governance was not,:,y itself, indicative of

either a positive or a negative organftatiqnal climate.

Similarly, it would be quite possibie for éh unstable formal

structure for policy setting, as found in the'caéq.of
proGincial aéministration, to be associaged with either a . /
Rositive or a megative organizational climate. Th@~findings' v
on the issue or orgaﬁizationgl climate indicated qhat‘climate

was iNfluenced chiefly by the degree of institutional
autonomy and the natuge of participation in ihstitutional
governance. The orgaﬁizational dqsign élements selected té *

describe the policy organizgtion were more refleqtive of the

étrucpgral/participative aspects of the latter two factonéjh’ﬂliﬁi
B iRl
than of the perceptual aspect of descrxblng the - . . N9

organizaj:ional climate.. =~ "¢ - 4 " - G
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' GENERALIZING ANALYSIS FROM THE TWO INSTITUTIONS . ' 'L

I ) ‘
This section tries to draw together the various !o'aturesv,L

‘ulready described to dévelop some generalizations for the tw

.academic govgénance structugfs examined in this study{/

Lipset et al. (1970:169) described generalizing analydis as

. the development of empirical generalization or theory
.throu e analysis of a single case, using it not
t . onl over gthinq about it as a aystem but as an
’ ‘ enpiz il basis either for generalizations or theory
condtryption. ]
. A . )
’ . They further note that the analysis can be #mproved "if -the .

analyses yndeér cgnsideration are not r@stricted to a single

cup palysis.” ,':'f- ’ : _ ’
T " | ,©
The Policy gur’inxnnm -
3 The fiwst section in thib‘chaptet summarized and ’

q?mpated the elements of the policy organizat1ons found at

NAIT and Kelsey. From that dlscussxon, the foflowxng

conclusions were evident: . . : -

v 3

N 1~"The formal structure of the. poli¢cy organization was
Ra

closely linked to the academzc gbvernance structure of the

e . o .
ﬁ institution. _ Pt "w o a ’:a, L o
i*ms. "g AR R T
'.x “5? he organizational design\element of formal structure had
N
¢;£ an‘ﬁmportant influence on the other elements of the, policy
%~", o:ganization. - .

Tr

Thus, the academic governance structures of the two
institutions 1nf1uencqp the nature of the policy settlng
process th:ough the nganiza;ional design elefent of formal

structure. The local upg‘d !tructure.‘fﬁ"ﬁlberta integrated '
Y AW
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" the board and board committees into the administrative and 7
decision making structure of the ineitution. This provided

- & stable framework for‘the'poli;y organization and affected
éhe,oﬁﬁir elcmcntblof the policy organization as tatia\in

Fighre 3. In contrast, the centralized provincial -

e

administration strué;ure in §aikatchewan‘was assocjated with

two different formal strqfturcs :or policy setting -~ one at
the provincial level and one at the institutional level. Both

structures, however, were found to be relatively temporary,

affecting the other orgahizationhl design elementsJas

I

depicted in Figure 4,

The General Charactemistics - | /
The investigation of ‘the three general aspects of /

+ institutional autonomy, participation in governance, and

' organizatienal climate associated with the two different

. . . - L
governance structures made up the major portion &f this /
chaptér. From that analysis éhe following concluslons were -

drawn: '

1.' The two governance sgructures represented different

; C oA so}ﬁtjbne‘fb-}ﬁe'prbblem‘bf3echievihg the desired balance

begween 1n§ti§§tﬁonal indépendenée aéd‘public control.
2. The two governance structures tgflectéd éafterentlvalue
positions regarding the nature ;nd'extent of
) participation in postsecondary academic governance.
3. The tw6 governance structures were associated with )

diffetentﬂbrganizaéibnal climates, pqrticulirly with

»~
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respect to the perceivedAability of institutional members
to take action ;ffectively,on issues of import&nce to
them.
Further analysis indicated that the nature of the
. characteristics of institutional autonomy and paré;eipation
in governance were consistent Qith the charécteri tics of the
policy organizations developed for ggch institution. |
Organizationai élimate, howe§ér, was’seen to be primarily a

by-product of autonomy ‘and participation but, was not readily

evident from. the characteristics of the policy. organization.

.

: .
Theucompérative summary preseﬁted in Table 54 attempts
to merge the findings for the three general issues with the
elements of the policy 6fganizations t& evaluafe the ‘r
‘generalized impacf of governahce structure on policy sééting.
Goals. In considering the goalsAof the policy
organizations, it was important to examine whose goals were
served by ;he policy setting procgés. In both cases bf‘
pelicy settdng'examined at NAIT, interest aggregatibn
occu;red within senior management groups. The policy
alternatives were formulated and‘réviewed by members of these.
groups -- Executive Committee or Senior Officials -- prior to
any Qeneral review by line managers of other institutional
groups. 'Ultiﬁately, policigs were\téviewed by the full Board
qé Governors or an appropriate standing committee of the
/Koard for final endofsement. Thus, leicy setting wasi an

/ instrument of the senior management groups that shaped the -

d
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A Generalizing Analyszs of the

Charaéterlstics of the Pol1cy Settxng Process

------ﬂb-----.-.--..qﬂtt,-...-..-II"-I‘8"-..======S=-===8====

Governance- Structure

Element

Board. Governanc

" Provincial Admi

stratlon

-——--——-—-—————————--—--—--—-— - - - - . - G S S S - -

_issues,

Policy: sett1ng was an
instrument of professional
educators at the
institutional level, with

- £8rmal checks by appointed

represéntatlves of;the

gg on the Boat
verno
s

{ -

Policy setting was dirdcted

towards 1nstitut1ona1
in an educatxonal "
business context

’ '\

’Policy setting was used in

Members

Environ-
ment

Structufe

/

support of institutional

"Policy setting was

predominantly an
instrument of elected
representatives of the
public and government
officials at the
provincial level,

with weak checks by
institutional personnel

Policy setting was
directed primarily
towards provincial
issues in a public
utility context

Policy sett1ng¢tehdéd
to be usgd in support

long and short term goals« y of current government

. There was legislated

involvement of a broad
range of stakeholder
groups

Institution was more open
the external environment

There were legislated
structures anq\prescrxbed
membership on gove;nlng

bodies

Formal structures were
explicit, stable, and
visible

Structures were similar
for different policies

priorities

Input from some stake-

. holder groups occurred

4

through advisory bodies
and line reporting

relationships | '

Institution was less
open to the external
environment 3

There were ad Hoc

. structures which were

advisory in nature

~

Formal structures were
impermanent

Structures were
dissimilar for
different policies



- Characteristics of the Policy Setting Ptocess “
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Element

Resources

Basks

Decision
Making .

-

Communi-
cations

. %
Table 54'(coﬁ't1nued) R -

A Generalizing Analysis of the _ '

*

L

Governance Structure

Board. Governance Provincial Administration.

Resources were allocased Resources were allocated
implicitly through a © implicitly through
stable formal structure  impermanent structures

Organizational climate . Organizational.climate

‘was such that individual was such that individua]

initiative was fostered initiative was blunted

| : . ot
Tasks were similar¥®for Tasks were dissimilar
different policies “for different policies

Lay pubdic part1c1patlon Control by government °

provided for sensitivity departmeénts maintained

to general societal emphasis on government

conditions and issues priorities and issues

Stable ‘structure Temporary structures .
. contributed to visible obscured actual levéls
. process and access of authority .

to decision makers *

" A stable formal structure: Lack -of both stable

and legislated involvement formal structures and
of a broad range of stake: broad stakeholder

holder groups ensured representaqion on
constitutional access governing bodies
channels for 1nteres§ « . limited the channels of
articulation and access for integest
aggregation ' artitulation anll
aggregation .
\ | -

-
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important in tealizing the-approﬁriate balance between
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initial policy gtatements and recommended their approvel to
‘he Presidents Final review and endorsement of the policy
statements by the Board or its standing committees proviQed a

check on the part of the public representativés that was

ingtitutional autonomy and lay public control'which was .a
) . . y

design featur® of the board’ governance mod
For Kelsey Institute, four of the sik policies
coﬂsideqfd for -examination in this study were prov1nc1a1

level policies, with the other two policies being focused at .

the institutional level. These two levels of policy setting

v activity gave rise to different policy organizations. With
AN

N of
the predominance of policy setting occurring at the

provincial level, this process was primarily an instrument of

senior civil servants -- for example, Executive Committee of

the Department of Advanced Education and Manpower -- and
secondafily an instrument of‘iqstitutional personnel within
Kelsey. For provincial policies, the involvement of Kelsey
personnel was thﬁough line reporting channels and discu551ons
governed by this hierarchical relationship; this structure
provided for relatively weak checks on the policy development
process by professional educators and othernpersonnel at the
institutional level.

The local board structure of governance for NAIT
established the capability to focus the policy setting -

pzocess on institutional issues in the context of how the

;nstitut( could best conduct its business. The centralized

-
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provincial administration structure of governifice for Kelsey

established a provincial focus for.the pollcy seﬁttng process
'in the context of service to the public wh;ch wag.linkpd ko
government programs and priorities. _

Members, As discussed {n dbtaii in an earlier section
of this chapter, thg nature and extent of participation ip
academic governance was noticeably different for the two
institbtions. Under the Technical Institutes Act, which
established -bhoard governaﬁce for NAIT, there was i;qislated -
involvement of a broad range of stakehofder groups in .
insgfesiiénal géverning bodies which weée an integral part of
“the policy setting process. The pgovincial administration
model of governance emphasized responsiveness to governhent
priorities, with pubic input through advisory bodies on "

-

specific aspects of program development-rather than on

N

general institutional governance issues. o -
Environment. Under board governance, the inclusioﬂ-gf
lay public members on the Board of Governors, standing
committees of the Board, Academic Council, and other ad hoc.
A‘Iﬁétitute committees prévided for the Qirect expression of
public tiewpoints in these councils and committees. Unéer
provincial administration, there were no formal mechanisms to:
facilitate l# public input on ihstitu&ional governance
issues. , ,
, : a
- Structure, As noted earlier ‘in the detailed presentation
‘ of.results and discus;ioné in Chapters 1, 5, and 6, the

formal structure of policy setting at NAIT was integrated
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into the higher levels oi the administrative structure 6T the

Institute. The formal sttucture included the Board of o
i Goveqnors and Academic Council, which weze estabrished wit;'
prlicribed membership under the Igghnignl Institutes Act.
The’features of the formal struct wereé thus stable and
visible. 1In the cases of poiicy setting studied at Kelsey,
Jthe formal attuctutes of poIicy setting were found to be ad
hoc and advisory in nature, providing for a 'high degree of
.iépermanance. '2 o ‘.
k. agggnxggg‘ For all four cases of pol1cy setting studied,
resources for policy development were explicitly allocated to
a small or.moderate extent. The type of resources utilized,
such,ts position power, personal ability to persuade, and
 knowledge of the policy process indicated that resources were
alsa allocated implicitly through the formal structure. In
the case of board governénge, the otganizational cliﬁate was
such that institutional personnel felt enabled-to'utili7e the
reéodrces available in this way to actively participatelin
policy setting. In contrast, the organizational climate
¥ iassotiated with provincial administration was such that the
study particigants generally did not ?eelvenabled to utilize
their resources effectivVely in policy development activities.
Tagks., With a relatively stable structure for policy
setting in the case of:board'governance, the tasks of policy
'EeveIOpment were found to be moderately to greatly simiiar

for different policies. Under provincial administration, \

temporary structures for policy setting were associated with

275
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taskq\of Lolicy devedopment which were viewed to have'a small
, {
dugree—of similarity for different policies.

Recision mnls,i.n,g_l Under board governance,‘a stable formal
structure for the policy organization.and lay public
;;;Elcipation in acadenmic govcénance provided for a policy
decision making process that was visible, accessible, and
sensitive to'environ%entgl conditions. In the case of
provinciai ;dministration, impermanent structures for the
policy organizations and centralized éovernment cénttol of
decisions ‘ontributed to a policy decision making process
for which the levels of authority were not cle?r and
governgent, not soCi‘EETW priorities were emphas{zed.

gommunications., Almond and Powell (1978:178) note that

most political systems permit some forms of at least -
very limited.interest articulation by individuals ....

« In more open systems, a much greater variety of channels
is provided for interest articulation, and demands for
new or corrtinuing policies may legitimately be t1ed to
promises of electoral support.

Two features of board governance -- a stable structure for

the policy organization, gnd\legislated involvement of
representatives of stakeholder groups -- established the

basis for appropriate channels of communication within the

policy .organization. The lack of these features under ‘>
provincial administration meant that legitimate channels of

fccess were not as readily available. o .



CHAPTER 7

SUMMARY, CONCLUSIONS, AND IMPLICATPONS

YV - \"“v
b

] .
The purpose of this chapter is threefold: (

" summarize the study and its findings, (2)
A

general conclusions with regpect to policy makin
’

institutional governance in technical institutes, and (3) to

- discuss the implications of the study.

SUMMARY OF THE STUDY

Focus of the Study

® shifting patterns of governance for technical training
institutions in western Canada provided the opportunity to
examine and compare the characteristics of key organizational
progesses assoc;ated with different’governance ar:angemegts.
This, study focused on the nature of thé policy setting:
process under the structure of board governance that existed

in Alberta and the structure4qé\grovincial administration

that existed in Saskatchewan.

I
Purpose and Statement of the Rxéblﬁm
_ The purpose of the study was to examine two cases of
policy setting in each of two technical institutes in order
to describe and compare the policy organizations that
developed in response to two different academic govern;hce

structures.

271



. B . : | 278
The study addressed he following specific questions:
1. Wwhat is thc.ﬁnturc ot the policy organization, as
described by the following qight organizational design
elements, bY’which‘policies are set for the institution?
1.1 Goals ‘ B
. What are ghe goals of the po%icy?
1.2 Mgmbers
What ig the Pature of the membership of the policy
organization? ' §
1.3 Environment )
What is the nature of the envirdnment of the policy
organization? ’ ‘
- 1.4 Structure _
What is the formal structure‘of the policy
organization?’
1.5 Resources
What organizational resourges e alloc;éed
specifically to the policx setting proces;?
1.6 Tasks -
What is the nature of the tasks performed by the
members of the policy organization?
1.7 Decision making
What is the nature of the policy decision making
process?
1.8 Communication

What is the gature of the_EQWmunications that occur

within the pdlicy organization?
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2. How do the policy organizations cb@paro for the two

- different noadqnié\eovo:nanco'otructuroo?
Q ' .

3. What i‘ the nature of)inltitutional governance at the two
‘ technical institutes, as doqctibod‘by the following three
. {

general chpracteristicé of governance structures and

processes?

3.1 Institutional autonomy -

-

What is the nature of 1n§titutional auﬁbnomy?
3.2 Participation in academic governance
What is the nature and extenfrof participation
in academic governance?
T 3.3 ‘Organizational climate |
What is;the nature of QQS_Otggnizational climate?
4. How do the general éha;agteristicg of institutional
éovernance-compare for the tyo different academic
' /governance structures?
5. To what extent are the general characteristics of
institutional governance evident in the nature of the °

policy organizations? ) : A

Design of the Study

The field work that was undertaken in order to addtesé
the questions enumerated above was carried oat in three
phases: (1) the 1déntif1tation§and choice of specific
policies for detailed examinazlon, (2) the collection of
descriptive data on-the setting of each policy using a survey
questionnaire, and (3) the collection of qualjtative ‘datas g

related to the general characterigtics of institutional‘ :

279
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governance using structured interviews.

Salsgtien of the solisies. One acadenic end one

administrative poiicy at each institution were chosen o the.

(2]

basis of tﬁe tgllowing four criteria, applied in sequential
order: (1) the recency of the policy' (i.e. must have be
approved within the_ period since January, 1983), (2) the
extent to which it 3“ a legislative level policy, (3) the
degree of pervasiveness (i.e. the range of 1netit3tiona1_
personnel affected by the policy), and (4) the degree of
éoibareg{lity of the pblicy'ierues beéween“the two
ingtitutions studied. o

The application of these criteria resulted in the choice
of policies on performance appraisal and tnternationgl
education'at NAIT; at Kelsey Institute, the policies on
_ competency based learning and student counselling and
discipline were chosen.

cgnggp;ugl ﬁxgmgugrk‘ The conceptual framework used in
this study treated the process of policy setting as an
organization within the larger institutional context. To
describe and compare the four cases of policy settiné} data
were gathered on éach of the.fo}lowing &ight organizarional
design elements: (1) vstn.fcture, (2) goals, (3) members,
(4) environment, (5) resources, (6) tasks, (7) decision
making, and (8) communications. The data were used to
describe a picture of the policy ptganization for- each of the

.

four cases of policy setting.
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Davalopmant 91 the instruments. Two instruments woro
dlvcl d to qathck data on the tttpondtnto' perceptions on
both}t:clic aspects of the poncy' setting process and some
genegal characteristics of institutional governance. A
survey qucctionnii;o vas doiiqncd that would provide a basis
for comparison between the policies within each institution
as u;ll as between the two institutions. Structui;9
lntotvigws were used to enrich the survey data on.thc
1ndi§16ua1 cases of policy ;otting and to gath.; inférmation
on the general characteristics on the two different academic

goverrfance structures.

b

- The deVolopmcpt of the survey qdbstionn;ire was based~qn
the ei;ht organizational design elements defined as part of
the conceptual framework for this study. A pilot study was
conducted to ensure the content validity of the instrument.
As a result of this study, some questionnaire items were ' —~
modified tokinCtease their clarity and apéropriaténess.
Revisions to the questionnaire were made in the development'
of the tobr‘zfnal versions of tﬁe instrument.

The stguctured interview questions were prepared after

the questién;:lre data were analyzed. The questions were
designed to cla;ify or amplify the data from thq\
questionnaire. In additjion, questions related to three
characteristics ofxinstitdtiona; governance.  were develbped.
The three general features of institutional governance that

vere investigated were: (1) the nature of institutional -

autonomy, (2) the nature and extent of public input to

[N N
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postsecondatry technical/vocational education, and (3) the
nature of, the organisatishal cié‘;t.' ' ey
Analysis of the'data. Fou

levels of analyais ;qro
carPied out on the questionndire datdhv Pirs rcﬁucncyf//

distributions and the mean responfe were compile to} each °
1tom.vrh0-c descriptive ltltl;t1Cl were compiled separately
for each of the four policies ltgf}(d. A locoﬂg }ovcliot
anglysis was carried out by éompiring the mean responses on
each item for the two policies studied within each
1niti;ution. Third, -from thloiinllysio, similarities in the
zloments for both policies were identified andvdqveloped into
a general description of the po\}gy organizatian for each-
1nst§tution. “A fOthh level vof ;nalylis involved a
 comparison of- the general features of ;he policy

- organizations for NAIT- and Kelsey.

The analysis of the interview data began by grouping the
questions and responses into three major categories: (1)
participation $0 institutional governance, (2) institut?onal
autonomy, and (3) o:éanizational cliriate. The responses wet§
further sorted into themes on each mnior issu:,£6r each .4
institution. A third level of analysis was conduc:ed by .
comparing the themes for the two governance structures
represented in the study. A'fingl, generalizing agalysis was
carried 6ut by applying the theqes from the three generai -
characteristics of institutional govermance to*She eight

organizational design elements of the policy organizations

for each system of academic governance.

e

e



" Eindings of ‘the Study . .

' :The.researchiquestions of the study are restated and the
findings related to each dquestion are summarized in this
gection. ‘ N |
1. What is‘the nature of the‘poli orgaLization for each/

-, institution, as descrfbéd by ééi eight 6rgan{?ational
design elementsg? ."‘ .
) , 'FO{,NAiEB a fa}rly cénsistent picture of one pqlicyﬂ
organization emerged from the-examination of the two c&ses gf ‘5
policy setfing. “The policy organization at NAIf‘included the

following: | ﬂ ‘ o

l.. The formal:.policy strﬁcture was madé up of a relatively
stable c;re and a variable periphery.

2. 'The goals of policy'setting were related more to
achieving strategic andvinStitutional‘éoals than to
solving specific organizational problems or addressing ]

'the'needs of specific interest groups.

3. Membership was détermined to a great extent by membership
in the formal structure.”

4. Environmentaﬁ forces were relatively well understood and
exerted a variable effect on the initiation of policy
Settingr however, the policy procesé itself was
controlled ,primarily by those within NAIT. >~

5. The resources which were '‘used to a great extent were

related more to the proce;s.of policy setting than to the

substantive content of the policy issue.
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The tasks of policy setting were both moderately well

o, :
identified and understooda ‘

Policy debi;ion making was a highly visible process
controlled by a relatively small number of peop;e, but.
the decision making process offereé moderate
participation by a broad range of people.within NAIT.
Communicawions were highly accurate and relatively open;
however, -théy stimulated active discussion to only a .
small extent. , »

For Kelsey Institute, different policy organizations

were identified for policy setting that occurred at the

provincial level and at the institutional level.

The features of the policy organization at the

provincial Department of Advanced Education and Manpower

level were.the following:{

1.

The formal structure was relativelyuunstablé with a lack
of an%_explicit metapolicies o; guidelings governing the
policy setting process. ’

The principal geal was to address aﬁ issue emerging from
Kelsey's external environment.

Membership was determined.by different factors for
Department personnel and Kelsey Institute personnel.
External environmental forces were relativelytwell

understood, but views within the organizational

environment of Kelsey were not well known. The policy
N A § -

process itself was controlled priﬁarily by those within

Saskatchewan Advanced Edycation and Manpower.
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Institute were the following:

1.

285

A wide range gf resources related to both tﬁe policy
content and the policy process were ﬁsed to a moderate
extént. < - .

The tasks of the policy process were moderately well
identified, but not well understood. The tasks were
differeht for each case of policy setting.

Poiicy decision making was controlled by a small number
of people and provided for minimal participatioﬁ\hx those

within Kelsey.
A\ R . -

Communiéations were highly accurate and relatjvely open,

stimulating a moderate degree of active dispuSSionl

The features of the policy organization at Kelsey
i ,

-

The formai‘structure was relativély tempéfary and was
characterized by weak lines of adthorify.

The prinbipal goals of' the policy addressed both the
legislative and operational levels of institutional‘
policy sett~ing. — | , " . 'v
Membersh}p was determined to a great expent_by'membership

<
in the formal structure.

The policy ptocess was controlled pti;arily by people
within Kelsey. The internal organizational environment
was moderately well known; however, the xé)ernal
enviropment was not well known. | )

A wide range of resources related to both the policy

content and thé'policy'process was used to at least a

" moderate extent.
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6. The tasks of policy setting were well identified and
moderately well understood.
7. Policy decision making was controlled to a moderate

degree by a small number of people, but it also allowed

-

286

for a moderate degree of participétion by a broad range (

'of,pébple within Kelsey.
8. /Cémmﬁnications were highly accurate and relatively open,
stimulating a moderate degreevof active discussion.
2: How do the policy organizations compare for the two =
different academic gov€fnance structures ? »

For the’element of fo:mal.structure, there was a
noticeable difference in the degree of stabi{ity between the
board governed and provincially administered governance
arrangements. Under board governance, NAIT aad deyelopea
both a well defined structure for policy setting that was an
integrgl part of the senior levels of Ihstitute
administration and some explicit metapolicies governing the
policy development *process. Under provincial administration,
the structures for both policies studied were relatively
unstable, having developed as a temporary response to a
particular policy issue. At the provincial level, no
explicit statements of metapolicy were evident.

An examinatio% of the qomparative summary of the
organizational design elements for each institution revealedq
the following generalizations: .

1. The element of formal structure of the policy

organizations was influenced directly by the academic
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governance structure of the institution. \
2. The nature of the seven other organizatiéﬁglfahsign
elements of the policy organizations was‘!nglueﬁced
strongly by the element of formal structhre.
Thus, for both types of governance arrangements studied, the
academic governance structure had a strong, direc? influence
on the for;al stpyucture of the policy organization, and,
through the formal struceure, on the other elements of the
policy organizﬁtion. . |
3. What is the natuse of institutiBnal governance foffgach
institution, as described by the nature of inst;tutihhal
autonomy, participatipn in academic governance,. and |
organizationaf'climate? .
For NAIT, the princ£pal finding related to institutioqal_
autonomy was that control over the full range of Insfit?te
opgrations la} within NAIT. This feature of board governance
created a sense of self-deterh{giiigg,nngr present and future
rinstitute affairs; this sense arose from the perception among
‘the study participants that there was a high degree of.

flexibility within NAIT with respect to the use of resources.

P

The sgnse of self-determingtion was also reinforced by the
advocacy /role played by e NAIT Board of Governors in the
. . . T .
institution's dealings with external groups and
organizations.

For Kelsey Institute, the main finding with respect to

institutional autonomy was that control over almost all

functional areas was centralized in various provincial
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government departments. This characteristic of provinctal .
administration created a sense that control of the '
Institute's future resided to a great extent outside of
Kelsey. The fact that severaf government debartments were
involved in various aspect? of resource management for the
g&nstitute led to some lack of clarity regarding the levels of
authority, and ig contributed to a high degree of
inflexibility regarding thefuse of resources.
For NAIT, the dominant finding related to the issue of :
participation in academic governance was that participation .
in decision making on the part of institutional stakeholder
groups was provided for by the establishment of formal
structures -- a Board of Governors and an Academic_pooncil -
with membership prescribed by the Technical Institutes Act.
This feature of beard governance created a sense amon}l the
study participants that decision making Was effective and
tnat decisions were well understood by the broad range of
public and institutional participants. |
For Kelsey, the principal finding regarding public

participation in academic governance was that the formal
mechanism of the Program Advisory Committees provided input .
that was relatively narrow in scope: the committees were
advisori in nature, dealt only with program level issues,%end

" were made up .almost exclusively of representatives from the
employment sector. The lack of other form&l mechanisms for

public input under the structure of provincial administration

contributed to a sense among several of the study -
. v _
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participants that gecie{;n making was not thimally
responsiv; tq public or insfitutional. needsm

For NAIT, the organizational climate was found to be

\\1nf1uenced ppsitisely by both the degree'of }nstitutional
autonomy and the natureidf participation in academic .
governance, These.two factogs combined in a consistent
manner to create.a'highly supportive environment. From an
individual boint of view, there was a sense that one could
"exercise initiative, and that one's views could find an
avenue fer expression in institutional decision g%king.

For Kelsey Institute, the organizational climate was
Qiewed so be iﬁfluenceé negatively by the high degtee oé
centralization of decision making on institutional governance
issues. This contributed to an'institutional’environment
characterized - by express&ohs ¢f missed opportunities and
suboptimal effectiveness. ..- -

4. How do the general characteristics of institutional
governanée compare between the two different academic
goverhance structsres?

Under\board governance, the establishment of a local
governing authority facilitated local control over
operational and)planninq issues. Public control was
exercised throudh gover?ment regulation and approval of

funding levels, as welk as through provincial policies which
enabled the Department of Advanced Education to cdbrdlnate

some aspects of. postsecondary education. hhder provincial

administration, control over both academic governance and
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system foordination.was centralized in one body, Saskatchewan
Adiancéa Educétion and Manpower. Public control was |
exerciseé by the provincial government through line authority
relatiohships, thus ensuring that the expectations of
society, as represented by pro&incial government priorities,
were achieved. The interests  and aspirations of the
constituencies~withinzthe'technical ingtitutes were
corr?spondingly de-emphasized. Thus, “the findings with
respect to institupidnal au%onomy:tepres:hted gwo approaches

. to achieving different degrees of balance between‘
institutional and public control in postsecondar;-educationf

The findings with respect to public participation in

academic. governance may have reflected two different value
positions regarding the nature and the extent of

. participation in postsecondary academic governance. The
Technical Institutes Act in Alberta reflected the belief that
issues related to the institutional governance of technical
institutes should be determined through dialogte between lay
public representatives and institutional represéntativés.
"The struéture of board governance consciously created a
situation of shared authority by legislating broad S

- participat@on in acadenmic go&jrnance. The Department ﬁf
Advanced Education and Manpower Act in Saskatchewan reflected
the belief that lay public participation in the governance of
technical/vocational education was not desirable enough to

warrant the sharing of authority on issues of institutional

governance. Provincial administration represented a value
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position that postsecondary technical education should be

very responsive to the training needs and priorities

identified by elected representatives, with operational

support feom the educational establishment.

The findings on the issue of_grg;nizational climate
indiéated that for both governance structures, cl@mate was
influenced chiefly by the'degree of institutional autonomy
and the nature of participation in institutional governance.
BoaArd goverhance, with its emphasis on local control
and mandated paxticipafion onqgoverning bodies, contributed
to p positive organizational climate chaxacterized by a sense
of personal efficacy. Provincial admin{stration, with its
eﬁphasis on centralized priority setting and decision making
without broadly based Checkg’and balances, contributed
negatively to an organizational climate characterized by a
sense of blunted initiative and missed opportunities.’

5. To what extent are‘the~general characteristics of
institutional governance evident in the néture of the
policy organizations?

The different degrees of institutional autonomy for the

two governance structurq‘istudied were evident in the
“characferistics of the policy organizations. The relatively
high degree of institutional autonomy perceived by,thoée
interviewed at NAIT was reflected in the nature of the formal

-—s8tructure, goals, and decision making elements of the policy

organization. . The high degree of centralized control over

institutional operations perceived by the Kelsey and SAEM
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interviewees was evident in the-}ejlures of the policy)

{

organization at the provincial level. At this level, |
nature of the elements of structure, goals,\and decil{
making were all congistent witp a highl? centraliled ;j
governanee arrangement. At the institutional level,
however, the high degree of centralized control wa

partlcular, the relatively high degree of perceived

evident in the features of the policy organi

institutional autonomy in the dompins dfprézram maintenance
anq student affairs~was refleoted in the nat re of’ the. policy
organization for tge student counselling and discipline
policy.

The'difference in emphasis on lay public partféipation
by the two different governance structures was also evideﬁt
iq the characteristics of the policy organizations. In the
case of board govefnance, the principle of legislated ley
public participation was reflected in the po}icy setting
process through the elements of the policy organization,

\particularly those of formal structure, membership,
environment, and decision making._.In tﬁg'case of provincial
administration, the lack of a 1egisiative~base for lay public
participation in institutional governance-rggulted~in no
evidence of lay public influence_on any of the orgahizationel
design elements of the policy organization.

The d%fference in organizational climate for the two
governance structures was not cleaily'evident in the

characteristics of the policy organizations. This finding



was attributed to the nature ,of the organizational design

- -
.

elements that were used to dcscribo‘thd policy organizationé§\
these elements vere more sensitive to the structural and
participative aspects than to the climate characteristics of
the policy organizations. Meltsner and Bellavita (1983) did
not address the issue of organizational climate in their
study; thus, their conceptual model was not designed
explicitly to assess the nature of the organizational

elimate. ' -

Discussion of Findings

The following discussxon relates the findings for each
research question in thig study to those of other studies on
policy making and academic govérnance.

Nature of the policy organizations. The first two
regsearch questions in this stﬁdy sought to provide the data
necessary to describe and com;are the nature of the policy
organizations at two technical institutes having different
’governance arrangements., The following generalizations may
be stated on the basis of the findings:

1. The nature of the policy organizations differed for the
two typeg of governance arrangements:
a) Under board governance, stable structureJ existed for
both policies studied; in addition, the
characteristics of the policy organizations were
similar for both policies. 3
b) Under provincial administration, temporary styuctures

r'S
existed for both policies studied; also, the
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characteristics of the policy organizations differed
for th; two cases 6! policy setting. o
2. For both governance arrangements, two relationships were
evident: ( ‘
a) The element of formal sttugture of the policy
~ ‘organizations was influenced éizectly by the

governance structure of the institution. o o
b) The nature of the other seven ogganizaéional design
\ elements of the policy ordanization was influenced
strongly by the element of formal structure. ‘\
Thevgeneralﬁzation that different policy organizations
existed und;t different governance structures is consistent
with most v;ews of the policy making processlas a highly
complex process (Lindblom, 1988; Majchrzak, 1984). Taylor
(1980:224) characterized policy making in universities.as "a
network of policy making systeﬁs, each of which is temporary
in nature.®™ This description suggests unique circumstances
for each case of policy setting, even within the s;me
institution. Thus, the finding &hat a gross structural
difference such as governanCe.sttucthre results in policy
organizations with noticeably éifferent features is highly
compatible with existing views of the policy setting process.
The existence of stable structures, which were similar
for different policies, under board governance suggests an
_.image of thevpolicy formulation process that is contrary to.

the conventional views noted above. This finding could



| teflect a particular stage of development for the i
inltitution. and the policy organization, in which the
environmental circum.tanc’p contributed to tho maintenance of
stable itluctUtol from one case of policy setting to the
next. This suggestion is explored more fully in the
discussion of conclunioqs later in this chapter.

Under provincial administration, the finding thaf
different tonporary structures existed for each case of
policy" lctting conformed very closely to Taylor's (1980:224)
description of the pplicy making process cited above. This
:tesult also reflected the di(fctent orgahizationai contexts
for policy setting at the provincial and institutional
level:: in the former situation, the policy orgapization
1nc1udcq structures and members at both the provincial and
institdtional levels. In the latter cdﬁtéx?, the policy
organization included structures and members at the
1natit;tiona1 lével only.

The influence of governance structure on the,elemenz of
structure of the policy organization and the influence of
formal structure on the other elements éf the poliéy
'organization s consistent with the systems view of
organizational dynamics. Leavitt (1972:265) declares that
“organizations can be thought of as lively sets of
interrelated systems designed to perform complicated tasks."”
Further, Baldridge and Deal (1975:12) suggest that "structure

is the prime administrative handle that provides leverage

for both producing and adjusting to educational innovation."
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In ﬁhe cases of policy setting studied bo;o.quvoxnanco . s
structure influenced the nature of the pol{cy organization
éhrough the element of formal.structure.,

Nature of institutional governance. The third and
fourth research questions ;n this study sought to describe
and compare the nature of 1nstitutioﬁ‘1 governance at the two
institutions studied. For each feature of instifutional
governance -- autonomy, participation, and organizational
climate -- noticeably different charactecrtstics were found
for the two gbvernance structures. U?det board governance,
the existehc; of a local govbrning board créated a sense
among employees of internal control over the institution's
future; broad, mandated participation of stakeholder groups
on institut}onal governing bodies fostere? a positive
organizational cl&mate marked by views among the study
participants that decision making was effective and
individual initiative ;as noiystifled. Under provincial
administration, highly éentralizéd decis{on making within
government departments resulted in a lacklof flexibility in
the use of resources at the institutional level; an ab.cnce.‘
of formal structures for the participation of stakeholder
groups at the institutional governance level contributed to
an organizational climate characterized by some institutional
members as autocratic and,u‘iesponsive to individual and
group'initiatiQes. N

These results are consistent with both the general

literature on organizational sheory and the specific
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literature on governance structures. O‘Eanizational

thgon*&?h (see, for exdmple, Luthan;, 1977:130) generally

agree. that decentralization of dec¢ision making results in

more effective decisions "because of the speed and first-hand

knowledge, that decentralization provi@es"; increased

. S
motivation is a by-product of lower level participdtion in
decision making. Luthans (1977:134) comments that
"decentralization gives an opportunity for individual

responsibility and injtiative at the lower levels."

" Centralized decision making, however, facilitates closer

-

~control of operations, contributes to Uniformity'of policies.

and actions, draws on the knowledge of staff specialists, and

reduces the risk of errors by subordinates who lack

information. ‘

"

. & B
In his overview of board governance of community

colleges in Canada, Konrad (1975:9) comments in the following

way:

Governing boards participate in setting institutional
policy, establishing operational rules and regulations,
approving or rejecting program developments, and
controlling fiscal and human resqurces.. The
participation of internal constituencies in these
actions makes a substantial contribution to
institutional development. The professional
competence of faculty and the realistic views of
students enhance the ability of a board to govern.

To the extent that a board adopts the orientation

of a governing agencyy it should find ways to

include these representatives.

Some comparative features of board governance relative
t:o provincial administration cited in the governance
literature include the g !lowlng (1) greater public.

part1c1pat10n in higher educatlon (Worth, 1972), (2) imprbved
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institutional response to cliengs: (Bosetti, 1972), .
(3) greater institutional flexibEthy with respect to
}esource allocation and policy making (Walkington, 1975), and
(;) greater balance between gen;rachoordﬁhation and
decentralized govecnancé (Bosetti, 1972; Berghofer &
Vladicka, 1988). Other writers have sHggested the following
points &s factors in support of provincial administration:
(}) institutes offer provincial, not regional, programs
(Stewart, 1965), (2) technical institutes have larger, e’
~capital intensive budgets which require greater SC[U?‘W; ‘«BN
those of iommunity colieges‘ (Campbell, 1971), (3) boar“s®ave
not proven to be effective buffers (Birdsall, 1975), and
(4) government policy makers express satisfacF%on with
provincial administration (Berghofer & Vladicka, 1988).
Influence of governance characteristics on policy
organizations. The last research question sought to
determine the extent to which the nature of the policy
organizations, as developed from the questionnaire responses,
exhibited the characteristics of theﬁinstitutional governance
structures, as described by the interview data. For both
institutions, the degree of institutional autonomy was
reflected in the elements of structure, goals, and decision
making. An observable effect of the nature and extent of
participation in governance was evident in the featureg of -
the policy organization at NAIT only; for Kelsey, which had
no fermal structures other than line reporting relationships

to facilitate stakeholder input to institutional governance,
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no effect was evident. For neither institution was the
influeﬁce of otganizationaliclimate clearly evident in the
characteristics of the policy organizations.

The finding that the characteristics of tﬁe
institutional gobernqnce structure were evident to some
exten£ in fhe nature of the policy orgénizations provided
supggis/for the generalizations reaéhed earlier that
governance struczure’influeﬁced formal’structure directly,

and that formal structure strongly influenced the other

elements of the policy organizatfah. This finding was also

consistent with the views é@pressed by'Kelly (1973) in his
study of the implementation of a participative approach to .

college @overnance; Kelly (1973:208) cbmmented on the

.relationship between the form of governance and the

organizational characteristics by noting that

a college operating with a high degree of participatory
governance might be characterized by certain
organizational features. These included structural
arrangements which accommodate participation of all
constituencies, integrate academié¢ and financial
decision-making, have administrative and governance
components, decentralize decision-making, and are

S adaptable to new conditions. It was also concluded
that such a college would be typified by an open
climate, cultivated by purposeful strategies designed
to facilitate participation and communications. -

CONCLUSIONS

The conclusions, which are based on the discussion
above, are presented in three categories: (1) policy setting

in technical institutes, (2) academic governance structures

P
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of non-university institutions, and (3) methodological

aspects of the study.

Two broad topics are addressed in this section. First,

some insights into the nature of the policy‘setting process

l

based on the findings of this study are discussed, Second,

some comments are made on the ability of various models of

! I}
policy making to accurately‘deqcribé policy making at
technical institutes.

v

IhgmmgﬁLh:mIisxsmmsmAmajor

finding of this study was that, for all the policies studied,

the formal structure of the pclicy orgliization was

influenced directly by the academic governance structure of
"~

the institution. Furthermore, the nature of the other

organizational design elements was influenced strongly by the

element of formal structure. These findings were consistent
with the results which showed that the general
characteristics of institutional governance related to ‘
aq‘gsgmy and participation were clearl,nevident in wje
features of the policy organizations. Based on these
findings,.the first conclusion of this Study Qs:

1. The nature of the policy setting process is strongly
influenced by the Eype of academic governance
structure.

Two specific features of policy setting -- volume of

policy development activity and stability of formal

4
structures -- @exe noticeably different for NAIT and Kelsey.
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At the time of this study, NAIT was in a relatively early
stage of development as a board gévern@d institution. From
the discussion of the descriptive background for NAIT at the
beginning of Chapter 4, it was evident that thé»conversion to
board governance had created fhe need for new policy
developmeﬁt. Thus, NAIT experienced a fairly steady, high e
level of policy development from April, 1982, the time of
conversion, t9 the.spring of 1985 when the specific policies
were selected for this study. This high level of policy
setting activity and an early developmental stage were
associated with stable structures within the policy
organizationkat NAIT.

-Kelsey Instituteﬁ however, had experienced a relatively
low volume Of policy making dyring the same three year »
period. This low level of policy development occurred during
a stage of maturity for Kelsey Institute as é.ﬁrovincially
administered institution; Kelsey had operated under the same
form of governance since'its creapion in 1963. The low 1é§e1
of policy setting and a mature stage of institutional
development under provincial administration were associated
with unstable, temporary structures within the policy
organizations at Kelsey.

The differing natures of the formal structures of the
policy organizations at NAIT and Kelsey may have reflected
wVatying degrees of loose coupling among structural units in
institutions at different stages of development. Weick

(1976) describes a loosely coupled sYstem as one in which
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work units preserve considerable autonomy, leading to a weak
system of authority. Empirical studies (Cohen and Marcﬁ.
1974; Meyer end Rowan, 1978).suggest‘that some aspeets‘of
educational organizations are best understood iﬂ terms of the
concept of loosely coupled systens in which structural
elements are\;nly loosely linked to one another and the
technology for accomplishing tﬁe goals of the etganization

is not well-defined. Hasenfeld (1983:151) notes, however,
that "human service organizations will develop tightly
coupled systems around those activities and tasks that
directly affect the enlistment of legitimation and
procurement of resources";'these conditions would have
applied,to NAIT as it developed new policies under a new form
of academic governance:

The observations with respect to volume of activity and
stebility of structures lead the researcher to speculate on
the characteristics of a.life cycle model of development for
the policy organization. Several models of the
organizational life cycle have been summarized by Cameron and
Whetten (1983). These models have attempted to identify “the
major transitions undergone by organizationé as they develop
over time. Cameron and Whetten (1983:275) comment thaﬁlthe
term organizational life cyele "focuses on evolutionary’
change in the sense that develovwment of b@ganizatiqns is
assumed to follow an a priori sequence of transitions rather

than to occur randomly or metamorphically." 1In their study

of the developmental sequence in Alberta public éolleges,
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Heron and Friesen (1973) noted that, as colleges mature,
decisioﬁ making tends to become more decentralized among more
and lower levels of the college;v |

The characte;istics of the policy otganizations just
descifhed for NAIT and Kelsey'proviée the basis for the |
follo&!&é speculatibn on the possible dynamics of life cycle
development for the policy organization. For institutions in
the early stages of developmeht under a particular form of
academic governance, a need exists ‘to set policies to deal
with newly emerging issues under the new governance
ar;angement. This condition stimulates an increased levelaof
policy setting activity, which,‘in turn, induces the C?
formation of relatively stable, tightly coupled structures to
accommodate the nggd for new policies. As in;titutions reach
maturity under a particular form of academic governance, the
many years of experience with the issues .related to that form
of governance could reduce the need for new policy
development. This trend may result in a gradually decreasing
volume of policy haking activity, as well as decen;ralization
of decision making. With little policy setting occurring in
the mature institution, the formal structure of the policy
organi;ation would fall }nto disuse, resulting in loosely
coupled ¢components of the formal structure. At this point,
the organizatioﬁal response to a new policy issue may be'
to establish ad hoc, temporary structqres to deal with the
issue rather than to utilize the previously established
formal structure. The likelihood of this response might be

L S
1 4 oj )
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increased if there has been a change in the membership of the
policy organization. The net effect of such a model is

stated in the second conclusion:

2. The stage of institutional development under a
particular form of academic gov;rnance would affect’
the level of policy setting activity and the _
stability of the fbrmalustructure of the polic;
organization.

Cameron and Whetten (1983:275) note that "the dypanic
properties of organizations largely have been ignored in
scholarly inquiry in favor of cross-sectional, snap-shot
views." 'This study has presented a snap-shot of the policy
organiiations at two technical instituteé. The dynamics of
the development of these policy organizations is clearly an
area for further research and will be discussed further in
the Implications section of this éhapter.

In summary, the results of this study led to a third
conclusion:

3. Poli;y setting in technical institutes can be
described in terms of a pglicy organization within
the larger institutional context. The central
element of the policy organization is the formal i
structure, which is influenced directly by the type | |
of goyernance structure. _ : ‘

The volume of policy setting activity\and the stage of

institutional development have been identified as other

factors whose potential effects on the policy organization
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could be the subject of future research.

Models of policy making. The data preseated in Chapters
4 and 5 were dsea to develop an understanding of the policy
organizations for the four policies examined @n this study.
The utility of the four models of the policy ;rocess
reviewed in Chapter 2 are assessed below with respect to the
degree to which they provide meanind® to the underlying
dynamics of the policy organizations. .

Institutionalism was presented éarlier (Dye, 1981:20) as
a model of the policy process 1hﬁt emphasizes the role of
governmental structures and institutions iﬁ developing,
implementing, and epforcing public policy. Although the
policy organization at NAIT was localized within the
institution, the element of formal structure was identified
as the key element that ;nfluenced the,pther organizational
design elements. In addition, some important components of
the structural element, such as the Board of Governors, were
ptgéétibed by the Technical Institutes Act.

At Kelsey, policy organizations at two different levels
- thg provincial level and the institutionaf level -- were
identified. Again, the element of formal structure was
viewed to be the central element of the policy organizations,
despite the fact that it was characterized as relatively
unstable. Particularly, for the policy organization at the
provincial level, both the presence and the influence of

governmental structures on-the policy setting process were

clearly evident.
e
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Fa;wbékh institutions, then, the following conclusion- is

stated: \

/ 4. The model of 1ns€&tutionaiilm was useful for
understanding the importance of the element of formal
structure ané its effect on the policy making
process.

i »The'group theory of ﬁblicy development views policy
setting érimarily»in terms of negotiation and bargaining
among stakeholder groups. For both of the policies studied at
NAIT, negotiation akd bargaining were viewed to occur to onl{
a'sma;l extent as part of the policy degision making process.
At Kelsey, palicy decision making involved a moderate degree
of negotiation and bargaining for both policies'investigated.
At both institutions, however, other featur;s of the policy
decision process, such as reference to known facts and
control of the process by a small number of people, were
rated as occurrinb to a great extent. T;us} the conclusion
reached here is: .

5. The group theory model of policy development
described a reliatively small portioﬁ of the policy
setting process as it occurred at both institutions
in this study. o

This conclusion contrasts with the conclusions reached

by Baldridge (1971), Long (1979), and Taylor (1988), who all
determined that the dynamics of negotiation and compromise

played a large part in the cases of policy setting which they

examined. As noted earlier in Chapter 2, however, no single
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model of §h° policy making process is adequate to describe’
all facets of a particylar case. Thus, the cases of policy
setting examined ih this‘study had some degree of negotiatioh
and bargaining as teaturég of the process; however, the
perceptions of the ;tudy participants were that the dynamics

of the group theory model wwre evident to only a small
/ .

~—

extent.

Elite theory describes the¢ policy process in terms of a
small group of people, with a uniform set of values, which
controls the policy setting ptopdss and develops policy
without much réference to the views of those outside of the
elite group. Small (1988:1887) noted the importance of

. f>.
elites in his case study of the genesis of Athabasca
University, as follows:

It is also reasonable to expect that in any

major policy issue some people would be

perceived to be the influentials in shaping this

policy. They could be seen to be operating overtly

as an elite group or alternatively they might operate

in a covert manner as an informal network. In either

event these groups would be seen to be the key,

opinion makers.

For all four policies studied here, policy decision
making was viewed to be controlled by a small number of
people to at least a moderate extent. However, the process
was also felt to be one that allowed for moderate
participation by a broad range of people. Only in the case of
the policy on competency based learning was there a
combination of a high degree of control by a small number of

people and a low degree of participation by others; in this

case, elite theory may be applicable to the policy setting

—
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behavior of the members of the policy gfganization. On
balance, ﬁowever, the following co;clusion applies to this
study: | .

6. Elite theory by itself did not accurately describe
the characteristics of the policy setting process in
technical institutes. '

Other chatacterisg}cs, such as structures which provided for
broad participation by stakehovlders, modified the influence
of any elite groups that existed.

The final model of the policy process described in.

" Chapter 2 was systems theory. This approach emphasizes

various elements that contribute to policy development and

their dynamic interrelationships. 1In Scott's (1981:103)

terms, "all systems are characterized by an assemblage or

combination of parts with relations among them such that they
are interdependent."” This view of the policy making process
removes the emphasis on a single dominant factor evident in
the other three models reviewed above; it considers, instead,
the interaction of several factors that may be important in
any particular organizational process. This study explored
the nature of eight organizational aghign elements in an

effort to accurately describe the policy organizations at two

.technical institutes. As noted earlier in the discussion of

findings, for both governance arrangements examined in this

308

study formal structure was the central element of the policy .

organization; formal structure was influenced by the

governance structure and, in turn, exerted influence on the
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other seven organizational design elements, Thus, the
tollow;nq'concluglon is stated: - N
7. The oyntdml theory viewpoint was compatible with the
diicript}on of the policy setting process developed

in this study.

Academic Governance Structures of
Non-University Institutions
Although the starting point of this study was the policy
setting process and its relationship to the type of academic
governance, this research also dealt with some general
chatacteristiés of governance structures. Some conclusions
and predictions with respect to the general aspects of |
academic governance for non-university institutions are
discussed in this section. 3
fﬁe findings presented in Chapter 6 on the
characteristics of board governance and provincial-
administration indicated that each ﬁype of gole:nance
structure was associated with different features with respect
to instit&kional autonomy, participition in governance, and
——organizational climate. These findings led to the fdllowi;;
conclusion:
8. The type of governance structure employed represents
a choice on the part of‘pducational policy makers of
a particular set of characteristics for both the ﬁon-
university system of institutions and its

telatiohship to the government department responsible

for poétsecondarf edudaéion.

/7
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A partial listing of the factors associated with the ﬁwo
forms 6( acidont’ qovernance struoture studied here was
provided earlier in the discussion of the findings.

The findings of this study show that the local board
structure provided the basis for both a high degree of
flexibility in the use of institutional resources and an
organizational climate that was receptive to change. Some
.8tudy parvwicipants in Saskatchewan expressed satisfaction
with-the existing conditions associated Qiﬁh provincial
administration; others expressed uncertainty about the.
possible negative aspects of other governance arrangements,
including board governance. HowgvVer, as the number of >
examples of technical institutions that are operating
effectively under board governance increases, these
uncertainti;; will be reduced. Under these conditions, it is
suggested that the willingness of senior policy'makefé to
seriously consider some type of local governance as a viable
alternative mode of academic governance will increase. A

\further tentative conclusion, therefore, is stated as

»

follows: ,

9. As the social, economic, ahd political'contexés of
higher education become‘more complex in the future,
- it is predicted that the structure of local
governance will_contiﬁhe to spread in use as the
preferred govérnance arrangement for technical

institutes. .

As noted in the comparison of NAIT and Kelsey findings
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on the issue of institutional autonomy, an effective pelance
between institutional governance and provincial coordination®
waé supported ny tQS existence of a number of pblicies in
Alberta'Advanced\Education in a variety of "areas, including
program coordination, further education, and community-
consortia.’The'absence of such policies in SasEatchewanvin
all arebs except program development left undefined the
government s view of how prov1nc1al coordination should be
managed. It is the opinion of the researcher that in cases,

where the type of governance structure results in shared

responsipility for system coordination and institutional

governance, the natural tension between government department

and technical institute responsibilities must be actively
managed. This leads to the coqiijjion that:

*18. The effective sharing of responsibilities between

o the provincial and inEtitutional levels will depend

~on the.definitipn,vthrough legisiation or |
appropriate policy statements, of each level's
primary sphere of influence. ’

Beyond this, the acti?ﬁ cooperation of government and
institutional personnel will be required for the effective
implementation of shered responsibilities fot overall system

governance.

-Finally, it is possible to comment on the degree to

., which the expectations for tpe board governance of technical

institutes in Albertd have been achieved. Four such

-expectations were enumerated in Chapter 2; they were that:

311



(I;Jthere should be lay public participation in the
governance of higher education, (2) there should be
‘participation by all institutional stakehol@er groups in
local governance decisions, (3) the;e‘should be a balance
between lay public ant professional educational influence on
insfitutional p?}icy setting, and (4) there should be
effective buffefiﬁg of the institutions from the influence of
specifié intersst groups. A final conclusion regarding
academic governance is the following:

1. The findings of fhis study indicate that the first
three expectations of board governance have beén
substantially met and that the last feature is, as
yet, largely antested. K .

Two summary comments from the Titerature reflect the
‘nature of the conclusions reached in this section. The
Carnegie Commission on Higher Education (1973:37f§tated as a
major theme in its report that "governance is a means and not
an end. It should be devised not #br its own sake but for
the sake of the welfare of the academic enterprise.” 1In a
similar vein, Millett (1984:265) ommented as follows:

Administrative machinery, however, is not the bottom_

line in public higher education. Institutional

effectiveness, social responsibility, governmental

accountability, and the preservation of a free society
are the true goals of such education. %

Methodological Aspects of the Study
The conceptual model employed in this study was adopted
from Meltsner and Bellavita (1983), who utilized the concept

of a policy organization described by eight organizational
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design elements. They applied this framework to a case study

of single policy issue. The current studf modified the use

~ of the framework to facilitate the use of a survey

questionnaire to gather comparative data on four cases of

policy setting at two institutions. In the experience of

this researcher,the following conclusions apply to the use of

this model:

12,

13.

The policy organization‘model was a\useful way of
thinking about the policy setting process. First,
it reduced the apparent compleﬁity of the process by
foqgging on its component parts. Second, the model

proved to be adaptable to a wide range of policies

?

—

set under different conditiqﬁs.
By providing a comprehensive set of organizational
desfan‘fglgmgnis, the model maintained a broad focus
while also providing both appropriate direction for
the investigation and a ;asis for éompa;ison of the

four policies studied.

Operationally, the conceptual model guided the design of

the research, particularly the survey ngstionnaire phase of

the sfudy. The inter¥iew guide v’ developed to gather data

LY -

on the general characteristics of institutional governance

{dentified in the literature, as well as to supplement the

survey questionnaire data en the specific pglicies.

14. The combination of two different reseafth

instruments developed on different bases provided a

313
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valuable method of validating the results of the
investigation. -

It was noted earlier in this chapter that the
organizational climate characteristics, identified tﬁrough
interviews at the two institutions, were not evident in the
elements of the policy organizations. In cases where other
aspects of institutional governance are the subject of
research, the range of organizational design elements in the
conceptual model may not be adequate to provide validation of
results gathered in another part of the study. This suggests
that:

15. The model could be modified to 1nc1ude a d1fferent
set of organizational déélgn elements to be
consistent with the policy or governan'riables

: being studied. e \

% ~ .
Meltsner and Bellavita (1983:230) offer the following view on

' 7/

when the use of theiromodél would be disadvantageoust "a
technical problem that has an obvious technical solution with
few social or organizational implications does not need our
approach.” They (1983:231) comment further that

since using our framework does require time, money, and

people, some managers would be better off relying on

, their own knowledge and intuition about their
organizations. For the manager who works closely with
the members , who gets good feedback, and who has an
appropriate vantage point to get some perspective - -
that manager probably has little need for an
-organizational description. If the manager, however, is
new to the organization or has been so long in the job

that he or she has lost touch, then that manager would
probably benefit from using our approach.

-
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IMPLICATIONS
The implications of this study are presented in two
) /
seﬁtions: (1) implications for practice, anq (2) implications

ﬂaﬁ further research.

The findings of this study have a number of implications
for educational policy makers and senior academic
administrators. As an administrator who is either involved
in or responsible for thé policy making process, an awareness
that formai structure is a key element that iﬁfluences the
other elements of th§’policy organization is necessary to
understand the dynamics of the policy process effectively.
Thus ‘the first Emplication of the finding is that:

1. Administr;tors may improve their effectiveness by
recognizing the importance of the formal structures .
involved in the policy setting process in their
institutions. |

In addition to recognizing the central importance of the
element of formal structure, administrators can develop some
comprehension of the actual nature of the formal strﬁcture.
This study.revealed two general Eypes of structures. At
NAIT, there was a relatively stable core structure that was
augmented by peripheral structures unigque to each particular
policy issue. At Kelsey, there were two different structures,
depending on the level -~ provincial or institutional -- of

the policy considerations; at both levels, however, the

3

N—
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structures were relatively temporary. Other general types of
structures are likely to exist at different institutions.

But in otder to understand and effectively participate in the
policy setting process, administrators need to comprehend the
nature of this critical organizational'design element.

A second, related implication df this study is suggested

e

by the conelusion that the forma;'structure of the policy .
organization is influencegd by a number of factors, including
“the type of governance structure, and the stage of
1nst1tut10nal development A second implication for
administrators, then, 1s that:

‘2. In designing effective policy setting processes, the
administrator responsible for guiding policy
development may improve his understanding of the
process by con81dering the factors noted above and
the degree to which they will affect the nature of
the policy making process. Particularly during
periods of .transition, an understanding\of the life

' cycle stages of the policy organization woJid help ’
administrators tn manage such transitions more

‘ knowledgeably.
. The findings of this study indicated that each
governance struptnre is assq&iated—with a set of
characteristics regarding the degree of institutional
autonomy, the nature and the extent of participation in

institutional governance, and the nature of the

organizational climate. This finding suggests that:

¢



3. Senior government policy makers may recommend

ﬁore effective changes in academic govérnance

structure by considering'the features best sujted to.

the envirjymental condibioﬁs affecting postsecondary
_education. That is, any redesign of the gerrnanCe
a strﬁcture;may be based on both an assessment of the
critical success factors for the postsecondary
educational system and the ability of a particular
governance arranéement to be congruent with those
factors.

A fourth implication for educational practitioners

relates to participating in the administration of ‘a

postseconéaty system in which the primary responsibilities

for system coordination and institutional éovernance are
split between the provincial and institutional levels
respectively. As discussed in conclusion 10 earlier, the Ny
implication is that:

4. Senior administrators at both the system and '
institutional levels may improve their effectiveness
by recognizing the role of policies as the basis for
effective management at both levels.

e
A number of the_conclusions stated‘earlier provide the
basis fér suggestions Eor further research. .Some hypotheses

that require further testing are proposed under the three

[ J
categories of conclusions developed earlier in this chapter.
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This study examinea two cases of policy setting at each
of two technical institutes representing different governance
structures. The following suggestions for further research
could be applie§ to a broader range of policies,
institutions, and governance structures to test the degree of
applicability‘of the findings to other settings. Also, the
conclusions in this study were arrived at using a combination
of survey research and case study techniques. Further
research could test the generalizability of the results
through a broad scale survey (for example, a Canada-wide

~survey of two-year institutions); alternatively, the accuracy
of the conclusions could be festeﬂ*against indiviéual case
studies of policy setting which have been documented already
or which are undertaken ih the future. 1In this context,
specific hypotheses for further research are enumerated
below. o \

Ihe nature of the policy setting process.

Hypothesis 1: The nature Of the policy organi;atioﬁ is
dependent owgthe stage of institutional development under a
particular form of governance structure. \

Hypothesis 2: An early stage of development is
+accompanied by a high volume of policy setting activity and a
relatively stable formaihstructure for the policy
organization. ‘ |

Hypothesis 3: A #ature state of development is
accompanied by a low ¢Slume of policy setting activity and a

relatively unstable formal structure for the policy

»



organization,
Academic goverpance structures of nopn-university
institutions.

Hypothesis 4: The effectiveness of governance
arrangements in’which the .responsibility for system
coordination and institutional governance are located at more
than one level of authority is dependent on the existence of
policies governing the split responsibilities.

Hypothesis 5: As the social, political and economic
_contexts of higher education become more complex, requiring a
range of flexible responses on the part of institutions, the
structure of local gove}nance will become more freduent as
the form of governance for technical institutes.

Methodological aspects of the study.

Bypothesis 6: The formal structure of the policy
organization is the central element which influences the
other organizational design elements.

Hypothesis 7: The policy organization conceptual
frameyork is an approach that may be applied to the general
study of policy setting in organizations.

Future research which tests theSé hypotheses will
improve the general body of knowledge on academic governance
and will, in turn, provide the basis forvimproving the

effectiveness of academic_administrators.

N
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QUESTIONNAIRE EVALUATION STUDY
PARTICIPANTS

- o

e q% el
Board governed institution #/uil p °

l. Dr. G. 0. Kelly, President, Grant MacEwan Community
College .

2. Dr. T. C. Day, Academic Vice-President, Grant MacEwan
Community College

3. Mr. B. L. Snowden, Administrative Vice-President, Grant
MacEwan Community College :

W+ Provincially administered institution
f:?qdl. Dr. M. B. Andrews, President, Alberta Vocatioenal Centre

2. Mr. W. Sokolik, Vice-President, Alberta Vocational
Centre

3. Ms. E. Cunningham; Director of Operations & Planning,'
Field Services Division, Alberta Advanced Education
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June 11, 1985

.,-/ rhune
L.M. Morgan, Director 471-7006

Research and Academic Development

Research Project - Policy Setting at NAIT

The' attached questionnaire, which is concerned with the process of policy
setting at NAIT, is part of a study being conducted by Mr. Bill Glanville
for his doctoral dissertation. -
The goal of this project is to describe policy setting as it occurs under
different academic governance arrangements. NAIT is participating in the
study as a technical institute that is administered by a Board of
Governors. This study will seek to examine two specific policies developed
within the last two years at NAIT: (1) the policy om performance
appraisal, and (2) the policy on international education.

As a person involved in the process of setting NAIT's policies on
international education, you have been selected to participate in this
research. Your role in the institute makes your responses to the attached
questionnaire important to the study. You are asked to complete the
questionnaire and return it to:

Bill Glanville
c/o Division of Research and Academic Development

Your response by June 24, 1985 would be appreciated by Mr. Glanville, since
the other phases of this research project cannot be carried out unti] the
results of this questionnaire have been analyzed.

Mr. Glanville has indicated that the questionnaire has been pre-tested with
a sample of people like yourself, and has been revised on the basis of
comments received from the test group. You can expect to take
approximately 30 minutes to complete each questionnaire.

Once the responses to the questionnaire have been analyzed, Mr. Glanville
will be seeking a personal interview with you to discuss more fully your
views and your involvement in the development of the policy on
international education.

The Institute has endorsed the study and your co-operation will be
appreciated. ‘

.[- W (hongae -

L.M. Morgan, Director
Research & Academic Development
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, This questionnaire 1s designed to gather 1INFfOr-macion on
eight dit+terent elements ot the policy setting process as 1t
occurs at the Northern Alberta Institute of Technologw. For
2ach statement, please circle the response that indicates the
extent to which tne statement 1s true, based on vour
1nvolvement 1n setting NMAIT s policy on international
education. For your reference, a copy of the policy
statement 1s attached.

The number on the questionnaire 1s salely for purpocsés
o+ follow up. Your responses are regarded as contidential .
and will only be used for statistical purposes; they wiil not '
be released 1n any way that will allow them to be 1dentitied
with ‘/(./)Ll. '



Element 1| - GOALS

What do vou perceive to be the qQoals ot the policv on
Indicate the e:tent to which
ot the tolliowing statements describes the agoal ot the
international education. —

international education™

an

Response key

I. Not at alt
2. To a emall extent

4. To a great e:iitent

)
, To a moderate e:tent

S. To a verv great e tent

Set a new direction for NAIT that 1s
percei1ved to be of strategic i1mportance
to the 1nstitution

Address an 1ssue emerging from the
environment outside of MAIT

‘e
-

RAddress an 1nitiative targnddv A speci1tlc
interest group .

Faci1litate the achievement ot specitfic
1institutional long term goals

Facilitate the achievement of specitic
institutional short term goals

Solve a specitic organizational problem
by establishing new guidelines
and procedures

x

Formalize i1nstitutional commitment to past
practices. and procedures 1n the area ot
international education

Update an exi1sting policy

7

r
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Element 2 - MEMBERS

b .
whdﬁfhas the basis for and the extent o+ your 1nvolvement
1n the process for developing the policy on 1nternational
education™ Indicate the e:tent to which the toilowing

cstatements are true regarding your role 1n the process.
“

Response key

1. Not at all

rJ

2. To a small e:tent
J. To a moderate e:tent
4. To a great extent
5. To a very great ertent
OFFICE
USE ONLY
L. I was 1nvolved 1n the policy development
process because of:
a) my knowledge and expertise i1n the | ] 12
subject matter related to the policy '
b) my membership 1n an 1nterest group 1 2 2 4 3 13
affected by the policy
c) my membership 1n a group that‘15 I 14
part of .the formal structure ot
policy setting at NAIT
2. My role 1n the policy process was that of:
a) a person who prepared the 1nitial | 1)
policy statement -
b) a person being consulted regarding my 12 24 % 16
concerns and 1deas on the policy
c) & person granting tinal approval ot 1 2 2 4 5 17
the policy
a. I emploved specit+ic actions 1n an attempt 1 & 2 4 9 18
to 1nfluence the course pf the policvy process
4. The final policy statement i1ncorporated my 1 2 2 4 5 19
preferences for the wording ot the policy
5. My i1nvolvement 1n the policy process was 1 2 2 4 = 20
continuous throughout the consideration ~
of the policy on i1nternational education
6. The other priygary participants involved 1n 1 2 2 4 8 2
the development of the policy remained the
same throughout the policy setting process
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Element I - ENVIRONMENT

What 15 vour view of the environmental context within which
the policv on 1nternational education was set ' Indicate the
exttent to which the tollowing statements are true ot the
conditions associ1ated vwiith the development of the policy on
1nternational education.

Response key

1. Not at all ,

2. To a small eutent

Z. To a moderate e:xtent
4, To a great extent

5. To a very great e tent OFFICE
I USE ONLY
1. There were tew, 1+ anv, torces } S | d. 22

acting on NAIT +rom outside to
1inl1tiate consideration o+ the
policy on 1nternational education

2. The direction DF‘theg;ollcy cetting | R SR 23
process was determxned'prlmarllv bv
peoplie within NAIT

. The environment outside ot IMAlL]d Lo 4y 24
vias characteri-ed by bnown points
of view regarding the policy on
1international education

4, Ihe environment outside of MNAl} Lo e s 25
"was characterized by unitorm points
of view regarding the policy on
international education
The environment inside ot NaIT ) | S S 26
was charactericed by known points
ot view regarding the policy on
international education

n

6. The envaironment inside of NRIT b2 L4y 27
was charactericed by unitorm points
of view regarding the policy on
international education

. The policy on 1ntermnational education I ] - .28
had connections with many other 13sues
and policies within NAIT




Element 4 - RESOURCES

what

wach

13 yOur view ot thelnature ot the resources that are
wsed 1n the policv process Indicate the e:tent to whaich
nt the tollowing statements 15 true of the resources

used to set the policy on 1nternational education.

participants 1n the policy mating process

Response key

1. Not at all
- 2. To a small e:tent
N 7. To a moderate e:tent
4, To a great extent
5. To a verv great e-tent
With respect to setting the policy on 1 e

international education, the resources
used to accomplish the process were:

a' 1n-depth lLnowledge related to | S

the policy 1ssue

b) perconal abili1ty to persuade . | S

c) knowledge of the policy setting process ol

J) power deri1ved trom position 1n the . LoD
organi1zation

e) legal 1nformat:ion | G
f) 1ntormation gathered through research , b2
g) other organizational resources: | S

please specify

Resources to accomplish the setting ot the 1 =z

policv were e:xplicitly allocated to

o

n

Lr
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36
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Element S - TASKS N\ -

A
What 1s vour view ot the tasks 1nvolved 1n setting the policy
on 1nternational education™ Indicate the e:tent to which the
following statements are true of the tasls ot setting the ﬁa'
policy on 1nternational education. '

-

Response Key

—
.

Not at all
To a small e tent

‘ 3. To a moderate e:tent
4. To a -great eutent . OFF ICE
- S. o a verv great e:tent USE ONLY
1. The tasks 1nvolved 1n the policy setting Y ) 37
process were clearly 1dentified
2. Those responsible for various policy I o L4 09 38 -
"tasks were well acquainted with the
policy process and 1ts requirements
T. The specific tasts that occurred 1n
setting the policy on 1nternational
education were: .
a) 1denti1fying the problem o L4 39
b’ developing alternative policy oo sy Lo
positions
c) debating the relative mer1t ot the Lo 2409 L
palicy alternatives
d) deciding on the most appropriate L2 T 4 5 42
policy statement
e) accepting a policy that was N 43
determined outside of NAIT
4. The tasks occurred as a routine i 22 45 L4
sequence of events
S. The tasks of the policy making process 1 & 249 4g
' for i1nternational education were the
same as for other policies
o

Q)]



Element & - DECISION MAKING L 4 °

What 1s your view of the way 1n which policy decisions are
made at NAIT™ Indicate the e:xtent to which the followina
statements are true ot the decision maling process tor the
policy on 1nternational education. )

w -

Response Key

1. Not at all
2. To a small extent -
. To a moderate e tent
4. To a great extent
% [o a very great e:tent
L .
{. Ihe policy decisr10n was made byv L
appl ying pre-set procedures
2. The policy decision was made by 1 o 2 4

negotiatiron and barqgaining among the
various groups 1nvolved 1n the process

7. The policy decision was made by
reterence to the tacts which were
lmown about the policy 1ssue

4. The policy decision was made by a p
small number of people who controlled ;jf
the policy setting process :

5. The policy decision was made by the , 1 2 Ili.
chance 1nteraction petween various peopleﬂi ‘
and vari®us 1ssues thhxn NAIT

6. Folicy decision making was an open
process that allowed for
participation by a broad range ot
people within NAIT

7. The pol1cv‘§tatement on i1nternational
education was granted final approval bv:

a) an 1nstitute committee or council
b) the Fresident
c) the Board of Governors

d) the Department 64 Advanced Education

o

ir

Lh

‘ r

Lr
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Element 7 - COMMUNICATIONS

What 13 your view ot how 1nformation related to poiicy mal 1ny
for NAIT 18 shared through communication ' - lndicate the
etent to which the following statements are true ot
communications 1n the process 0+ setting the policvy on

1nternational edlcation.

rl

_vembal communication

v

Response key

- I'. Not at all”
2. lo a
! *. Tp a
4. To a
.. To a

small e tent

moder ate e tent
great e:tont
ver v great e tent

\
[nformation was shared through
written communications

[Intformation was shared through

Intormation was actively discussed
by groups throughout NAIT

. .o 2
Intormation regarding the policy 04‘

international education wae provfded by:

a) the'Pre51dent

b) a Yice-Fresident

c))the ftoard ot Gévernors

d) the Departmaent ot Advanced Education

The 1nformation that was communicated
regarding the policy was timelv

The 1ntormation that was tommunicatéd
regarding the policy was accurate
Discussion on the policy 1ssue was
stimulated by the distribution of a
policy review paper on 1nternational
education

(]

cr

Lo

r
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58

59
60

61
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‘ ment 8 — STRUCTURE o : > \
Element 8 ’.\R ‘ ‘ s \\

. L g
‘Ihge torm structure ot the Policv process is det+tined by tne
explicit allocation of tasks toc partx&xpants 1N the procese.
L)}
[n- the space pr0v1ded below, summari:ze WRe specitic , g
activities that dccurred during the process ot developina the
international education. For eagh”activityv,

policy’ ' on
had the formal responsibility tror

indicate the person(s) who
accomplishing 1t. ‘ i : Y |
’ L4
\ . . . v
' . FERSON (&)
. FASE/ACTIVITY " RESFONSIELE
R

. '
0 ‘ ' )
S Y V1ce-Presxgg§(~:T §

. Fut 1tem on agenda of Executive "
Committee tor discussion Educational
s Support Services
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. ) ' »
Interview gquestions - NAIT adminifitrators

A. Questions related to the specific policies studied ——
' /

1. What was the origin of the policy issue? /

2. What steps occurred in settlng(the policy?

3. What was your involvement in the process ¢f setfing

the policy?

B. Questions related to policy setting in general (to
confirm or clarify generalizations apparent from the

questionnaire data)

1.To what extent is the ¥ollowing description accurate
for the policy setting process at NAIT? «
a) involvement in policy setting is determined primarily
by the formal policy structure, and ~
b) policy decisions are controlled by a small number of
people, with moderate participation by others within
NAIT .
2.To what extent are policy review papers used.in
communicating background information on policy issuif?

C.Aggueslions relatled to the nature of board governance

1.To what extent does the existence of the Board fac111tate
publi® input to postsecondary techn1cal/vocat1onal '
education?

2.To what extent does the existence of the Board facilitate

institutional independence’ . @?‘
3.To what extent ¥és the Board acted as a buffering
mechanism
*a) to buffer NAIT from external forces and 1nterest\
groups?
b) to buffer the provincial government from operatlonal
- issues within NAIT? , ‘

4 How has the legislated membership of NAIT const1tuenc1es
(e.g. academic staff, non-academig staff, and students)
on the Board oft Governors and on A ademic Council
affected
a) policy setting?

b) dec151on making in general?

™

5 .What other general comments, if any, do you have°



A.

Interview questions - NAIT Board members

Questions related to the specific policies studiéd

1. what was the origin of the policy issue?:

2. What steps occurred in setting the policy?

3. What was your involvement in the process 6f
setting the polJ.cy’> :

4

Questions related to policy setting in general

1. What has been the nature of the 1nvolvement in pOlle

setting of
a) standing committees of the Board?
b) the Board of Governors?

Questions related to the nature of board governance

1. To what extent does the existence of the Board
facilitate public input to postsecondary technical/
vocational education?

2. To what extent does the existence of the Poard
facilitate institutional independence?

3. To what extent has the Board acted as a buffering
mechanism .
a) to buffer NAIT from external forces and interest
groups
b) to buffer the provincial government from operat1ona1
issues within NAIT?

4. How has the legislated membership of NAIT :
constituencies (e.g. academic staff, non-academic
staff, and students) on the Board of Governors and on
Academic Council affected
a) policy setting? . ,

b) decision making in general? _ ’

5. What other general comments, if any, do you have?

¥ -
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Interview questions - Kelsey administrators

?

) A. Questions related to the specific policies studied

b 1. what was the origin of the policy issue?

. 2°. What steps occurred in setting the policy?
. 3. What was your involvement in the process of

B setting the policy?

A

B. Questions related to pelicy setting in general

v

J. What 1is the nature of the policy setting process at
Kelsey: .
a)what is the role of the Kelsey Management Council?
b)what is the role of the Chairpersons' Committee? '
*c)what is the role of senior administrators (Principal
and tworfAssistant Principals)?
- dlwhat izqzie réle the the Principals' Committee?
"e)vhat is the role of Saskatchewan Advanced Education
and Manpower?

C. Questions related to the nature of provincial
inistration :

1. What mechanisms exist to facilitate public input to
postsecondary technical/vocational education?

2. What is the nature of provincial program planning and

coordination? : o
3. What is the nature of institutional indepen;ence? 3

4. What is the nature of the'administrative relationships
between the -Departmeat of Advanced Education & Manpower
and Kelsey Institute?

5. What is the nature of the organizational climate withi
Kelsey? '

6. What other general comments, if any, do you have?

o
[



o

Interview questions - Saskatchewan Advanced
Education & Manpower’

A. Questions related to the specific policies studied

1. What was the origin of the policy issue?
2. What steps occurred in settlng the policy?
3. What was your involvement in the process of setting

the policy?

B. Questions related to poljcy setting in generaI‘

l. What is the relationship of the Department to the

B ‘.""1

technical institutes with respect to policy

setting?

a)what is the role ¢of Departmental Senior Officials

b)what is the role of the Institute Operations
Branch? ‘

c)what is the role of the Principals' Committee?

C. Questions related to the nature of provincial

administration

1.

What mechanisms exist to facilitate public input to
postsecondary technical/vocational education?

What is the nature of provincial program planning and
coordination?

What is the nature of institutional independence?

What is the nature of the administrative relationships
between the Department of Advanced Education & Manpower
and Kelsey Institute?

What is the nature of the organizational climate within
Kelsey?

What other general comments, if any, do you have?
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. o %" NAIT: Preparing People for Tomorrow's Technology

NORTHERN ALBERTA P d e
INSTITUTE OF TECHNOLOGY

11762 - 106 Street
Edmonton. Alberta .
Canada. T5G 2R! ro

May 6, 1985 -,

Mr. W. Glanville

10417 - 134 Street

Edmonton, Alberta e
TSN 2B3 .

Dear Mr. Glanville:

RE: Doctoral Research Proposal

I am pleased to advise that the Executive Committee has reviewed and endorsed
your proposal, subject to the conditions a) that no financial support of NAIT is
provided, and b) that we have the opportunity to review the detailed
questionnaires/survey instruments before they are implemented.

I would appreciate receiving your formal acceptance of these conditions, and ask
that you keep me advised of your progress within the Institute, in connection
with your research.

29

Good luck in your work!

Sincerely,

K. Kamnra , " R
Special Projects Officer

cc: L. Morgan
F. Williamson
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Edmonton Faculty of Education :
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!
% University of Alberta Department of Educational Administration

.

Canada T6G 2GS 7-104 Education Building North, Telephone (403) 432-5241

May 13, 1988

Dr‘ kris Kamra

Special Frojects Officer ¢
Northern Alberta Institute of Technology
11762 - 1046 Street

Edmonton, Alberta

TSG 2R1

Dear kKris:

) a -
Re: Doctoral Research Activities at NAIT '

Thank you for your letter indicating approval for my
access to NAIT and to sa.b of 1ts personnel to carrv out
a portion of my doctoral research project. The nditions

"specified 1n yaur letter are fully acceptable to Re.

I look forward to commencing my activities at NAIT 1n
the 1mmediate future.
. : ’

Yours sincerelvy,

. , VQ' k"/éﬂ{%%?N\ZV\

W. H. Glandﬁﬁre

' Y
cc: A, kKonrad . *
L. Morgan

.

don

PR



Saskatchewan

hekatchewan Kelsey Institute 1dylwyld Drive and 33rd Street ?ui
ASvanced of Apphed Arts Box 1520
‘Education and and Sciences Saskatoon. Canada
" - Manpower ‘ S7K 3RS

-1985 April 23

William H. Glanville

Department of Educational Administration
Faculty of Bducatjon

7-104 Education Building North
University of Alberta-

tdmonton, Alberta "

T6G 2G5

Dear Mr. Glanville:

RE: Your Request to Conduct Research Within Kelsey Institute

I was pleased to receive your letter of April 15 and send to you a
formal invitation to carry out your research project at this
Institute.

We look forward to meeting you in the near future.

Yours sincerely,

FH L

G.M. Brown
Principal

GMB:grm

p.c. Dr. A. Konrad
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STUDY PARTICIPANTS

L}

Northern Alberta Institute of Technology

Policy number 1: Performance Appraisal

S.

F.

J.

A.

A.

L.

Souch, Presidént

Williamson, Vice-Pregident, Instruction

Batty, Vice-President, Administration & Finance
Nixon, Vice-President, Educatiohal Support Services
McCagherty, Chairman, Board of Governors

Jacobs, Public Member, Board of Governors, Chairman,

Personnel Committee of the Board

B.

Ashton, Public Member, Board of Governors; Member,

Personnel Committee of the Board

P.

L.

w.

S.

Baird, Academic Staff Representative, Board of Governors
Bradshaw, Director, Engineering Technology Division
Ralston, Director, Finance

Seethram, Director, Business & Appliéd Arts Division;

Member, Ad Hoc Committee on Performance Appraisal

D.

L}
Willott, Acting Director, Human Resource Services

Policy number 2 - International Education

S.

F.

J.

A.

A.

->

Souch, President

Williamson, Vice-~President, Instruction
Batty, Vice-President, Admiﬁisttation & Finance
Nixon, Vice-President, Educational Support Services
McCagherty, Chairman; Board of Governorsiﬁv
Baird, Academic Staff Representative, Board of Governors
Bradshaw, Director, Engineering Technology Division
Ralston, Director, Finance

Proudfoot, Former Director, International Education

350



Kelsey Institute of Applied Arts & Sci;nces K .
Policy number 3 - Competency-Based Learning i R
G. Brown, Principal
L. Dinter, Assistant Principal, Programs
E. Conrad, Director, Industrial Division

S. Green, Director, Personal & Community Services Program
Division

V. Hamre, Prgram Head, Agricultural Machinery Technician
D. Campbell, fpbogram Head, Welding

E. Evancio, Assistant Deputy Minister, Advanced Education
Division, Saskatchewan Advanced Education & Manpower

M. Burns, Director, Program Development & Standards Branch,
Saskatchewan Advanced Education & Manpower

N. Tamlin, Research Officer, Program Development & Standards
Branch, Saskatchewan Advanced Education & Manpower

M. Swayze, Director, Institute Operations Branch,
Saskatchewan Advanced Education & Manpower

L. Sparling, Program Policy Officer, Institute Operations
Branch, Saskatchewan Advanced Education & Manpower

Policy number 4 - Student Counselling & Discipline

G. Brown, Principal
*

"L. Dinter, Assistant Principal, Programs; Chalrman, Kelsey
Management Council

D. Sollosy, Chairperson, Health Sciences Division; Chairman,.
Kelsey Management Council Subcommittee on Student Discipline
v}

L. Anderson, Program Head, Refrigeration & Air Conditioning;
Member, Kelsey Management Council Subcommitteee on Student
Discipline

K. Fey, Program Head, Personal Development Worker; Member,
Kelsey Management Council Subcommittee on Student Discipline

M. StrankKay, Program Head, Microcomputer Management; Member,
Kelsey Management Council Subcommittee on Student Discipline
D. Reimer, Counsellor, Student Services; Member, Kelsey
Management Council Subcommittee on Student Discipline.

L,
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Documentary Materials Collected
. -
. Nortnern Alberta Institute of Technolgey ) .

L

D I Copies of the policy statements for
a) performance gppra1sal
b) international educatlon . -
1N
2, Summary of standing committees of the Board, their
purposes, and thelr membershlps .
- .

1

3. Annual Report 1 1983 84 ,

- * ‘ .
4. NAIT: A Proflle (September, 1985) . ’,
5. NAIT in Internat;onal ﬁev%}opment (September, 1984)

B. Kelsey Institute of Applied Arts & Sciences

1. Kelsey Calendar, 1984-86

-

2. Organizational chart (April, 1983)
_ .cha . :

3. Copy of the policy statement for student counselling
and disgiple (June 4; 1984y revised June 10, 1985)

4. Copy of gu¥Belines for academic integrity and
examination procedures (May 31, 1985)
A . - T i
. 5. List of the members of the Kelse& Management Council
, (September, 1984) : ,
6. Copy of report entitled C_Qmp.et.en.cx Based Educatjon
B:m (1982)

C. Saskatche\\an Advanced Educatlon & Manpower " »
1. Copy of the pollcy statement for ,
- a) program development :
". b) student-grievance prqgcedure A
e) program advisory committees ' : .

o ~ L .

2. An;ual Report 1983-84. 7 R
3 Copy ofmmmmmammm (‘Aprll.’

j 1983) -, g "
4y Copy of m'i;.qmmunm C.QLL&S.E.S As_t -(October, ..19837
('«i"" - ’ Y ; N“ . » - -
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b

. ¢
POLICY’P -
A consistent-apﬁeciation of what constitutes "policy", "policy development",

etc. is necessary in order to ensure an appropriate focus for Executive

" Committee deliberations.

A synthesis of various definitions, as used by the Department in iis policy
[ ]

development ("Program Coovdmatm Pohcy," "Trade Schools Pohcy," "Fur ther

)

Education Polxcy", etc) is as follows:

p

ORIENTATED, PROBLEM-CENTERED®"

A POLICY IS DEFINED AS A PHILOSOPHICALLY-BASED, GOAL- ~
GUIDE TO FUTURE DISCRETIONARY

ACTION.
"ﬁ A'POLICYISNOT A GUIDELINE )  WHICH ARE INCREASIN%LY
& ) ' e  PROCEDURE ) FRESCRIPTIVE, LACKIN

&

. REGULATION, ) LATITUDE
etc.

. ~ ~
The forﬂ&at often used is to adopt the "POLICY- GUIDELNE PRQCEDURE"

.approach, “in which the policy statement is followed by mcreasmgly spegific

implementation s;atemen’ts.



