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RESOURCES AN D THEI R COST-EFFECTIV E USE : 

LOCATING UNTAPPE D RESOURCE S FO R EDUCATIO N 

INTRODUCTION 

1. Educatio n system s ar e operating under sever e financia l 
constraints. I n most Commonwealt h countrie s deman d fo r educatio n 
is strong an d unsatisfied , an d th e authoritie s hav e a  long agend a 
of qualitativ e improvement s whic h the y woul d lik e t o introduce . 
But ther e i s no roo m within nationa l budget s t o satisf y thes e 
demands. 

2. Ther e ar e fiv e main possibl e way s ou t o f this impasse : 

i. t o rais e additiona l resources , financial an d i n kind, 
for educatio n 

ii. t o increas e th e purchasin g powe r o f the educatio n 
budget b y buyin g educatio n input s more cheapl y 

iii. t o reduc e th e leve l o f service s provide d 

iv. t o use the resource s fo r education , particularl y 
teachers an d buildings,mor e efficientl y withi n system s a s 
they ar e a t presen t 

v. t o adop t radicall y ne w system s an d technologies o f 
education. 

The firs t o f these approache s involve s attempt s t o increas e th e 
supply o f resources . Th e secon d coul d b e regarde d a s both supply -
increasing an d demand-reducing . Th e thir d an d fourt h woul d 
involve reducin g demand . Thes e fou r ar e in no sens e mutuall y 
exclusive. Eve n the last approac h i s more amenabl e t o piecemea l 
introduction tha n i t might appear , so it i s not a  complete alter -
native t o the others . Th e pape r discuse s eac h o f the fiv e strate -
gies i n turn an d a  final Appendi x provide s a  summary lis t of 
measures to clos e th e resourc e ga p i n education . 

3. Thi s pape r concentrate s most attentio n o n the firs t an d 
fourth o f these strategies , which correspon d t o the titl e theme s 
of the Conference . I t touches onl y lightl y an d extremel y briefl y 
on the las t o f th e fiv e approaches . Bu t eve n within th e contex t 
of present system s an d technologie s a  basic conclusio n i s that 
there ar e unexploited resource s to be tapped fo r educationa l 
development. Thi s i s in spite o f the fac t tha t th e traditiona l 
sources o f financia l an d material input s fo r educatio n canno t b e 
counted o n to increas e substantiall y i n real term s i n the year s 
ahead. Th e most importan t o f the resource s stil l t o be exploite d 
are not additiona l publi c an d private monies lyin g elsewher e i n 
the econom y an d society , though effort s to locat e an d ta p suc h 
resources must certainl y continue . Rathe r th e greates t potentia l 
is that whic h lie s under ou r nose s i n the educatio n syste m itself , 
and i n particula r 

(a) resource s within school s an d colleges , notably 
teachers an d buildings , that ar e not presentl y bein g use d 
with maximum efficienc y an d 
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(b) students ' own capacity fo r independen t learning . 

To take advantag e o f each o f thes e require s a  careful examinatio n 
of the incentiv e syste m operatin g i n the educatio n system . A 
particular nee d i s to creat e a  situation wher e educatio n manager s 
in ministries, schools an d college s ar e motivated t o maximise th e 
productivity o f expenditur e o n education . 

4. Th e background t o the discussio n i s the growin g pressur e o n 
resources. Educationa l expenditur e ha s been increasing , fo r 
several wel l understoo d reasons : 

i. abov e all , the growt h o f enrolment , reflecting bot h 
the risin g school-ag e populatio n i n most Commonwealt h 
countries (thoug h n o longe r i n all ag e groups i n th e mor e 
industrialised ones ) and highe r schoo l participatio n rate s 
among thos e expande d population s 

ii. risin g price s o f goods, materials an d service s use d 
in education includin g upwar d revision s o f salar y scale s 

iii. i n less developed countrie s a  tendency fo r averag e 
unit cost s to ris e a s the resul t o f attemptin g t o enro l 
ever more marginal an d remot e group s o f learners , in the 
course o f effort s t o attai n universality o f attendanc e 

iv. i n some industrialise d countrie s a  rise i n unit cost s 
in situations o f fallin g roll s where the teache r number s 
and buildings canno t b e reduce d a t th e sam e rat e a s the 
numbers o f pupils drop . 

v. th e inevitabl e shif t i n the balance o f enrolment s 
towards th e mor e expensiv e secondar y an d highe r educatio n 
levels an d toward s more costl y specialise d discipline s wit h 
a technical an d vocationa l orientatio n 

vi. th e effec t o n the salarie s budge t o f a  better quali -
fied teachin g force . Thi s effect i s particularly marke d 
in cases where teacher s ar e paid differentia l amount s 
principally accordin g t o their qualifications , rather tha n 
their actua l seniorit y o r jo b responsibilities . I f forma l 
education qualification s amon g entrants t o th e teachin g 
profession ar e rising , any clos e lin k betwee n qualifica -
tions an d pa y implie s automati c increase s i n average sala -
ries o f teachers. 

vii. improvemen t an d extensio n o f educationa l provision , 
including longe r period s o f schooling , higher allocation s 
of resource s pe r clas s an d pe r student , and ne w service s 
and schemes . 

viii. i n some countrie s a  higher proportio n o f the educatio n 
system tha n hitherto i s now publicl y managed , followin g 
absorption o f private school s int o the stat e syste m 
(though thi s pape r will als o not e som e recen t contrar y 
trends). 
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I, RAISIN G ADDITIONA L RESOURCE S FO R EDUCATIO N 

One ca n consider thi s i n terms o f (a ) finance (b ) non-financia l 
resources. 

I.A. FINDIN G EXTR A MONE Y 

5. Th e educatio n authoritie s woul d naturall y lik e to meet 
increased educationa l cost s by raisin g more money fo r education . 
Indeed educationa l expenditur e continue s t o ris e almos t every -
where i n real terms . Th e onl y countrie s tha t ma y fin d i t possibl e 
to reduc e th e amoun t o f real resource s spen t o n education an d 
training ar e those whose educatio n system s ar e now contractin g i n 
size, mainly fo r demographi c reasons . 

6. I n seeking additiona l fund s fo r educatio n on e ca n look i n 
four main directions : 

i. Additiona l domesti c publi c revenu e 

ii. Privat e source s includin g firms , foundations, and 
individuals 

iii. Educatio n institutions ' own earning s 

iv. Receip t o f developmen t assistance . 

I.A (i ) Additional Domesti c Publi c Revenu e 

7. Th e absolut e volum e o f resource s devote d to educatio n ma y 
increase, but wil l i t rise in line with th e increase d need s an d 
demand? I n only a  very fe w countrie s doe s i t see m likel y tha t th e 
proportion o f educatio n budget s devote d t o educatio n an d trainin g 
will continu e t o ris e a s dramatically a s a decade o r two ago . Th e 
great increas e i n public spendin g o n education, in absolute term s 
and a s a proportion o f both nationa l budge t an d GNP , between th e 
1950s and earl y 1970 s was largel y associate d wit h growt h o f school-
age population an d risin g expectation s o f acces s t o education o n 
the part o f the population. I n less developed Commonwealt h 
countries th e adven t o f independenc e strongl y reinforce d th e 
pressures o f demand . Educatio n wa s much highe r i n the lis t o f 
priorities fo r newl y independen t governments , conscious o f manpowe r 
requirements fo r localisatio n an d economi c growt h an d responsiv e 
to the wishe s of their electorates , than had bee n th e case wit h 
their colonia l predecessors . Th e sam e pressure s ar e observabl e 
today, for exampl e i n Zimbabwe, which ha s raise d quit e dramaticall y 
the proportio n o f it s budget an d GN P devote d t o education . Bu t 
in less developed Commonwealt h countrie s which hav e been indepen -
dent fo r longe r periods , the rat e o f growt h i n educational spend -
ing has tended t o taper off . 

8. Generall y th e economie s o f Commonwealth countrie s ar e unde r 
great strain , public indebtednes s i s rising, and additiona l resour -
ces fo r educatio n ar e not a t al l eas y t o come by. Moreove r th e 
claims o n public expenditur e fro m othe r sector s ar e high. I n 
particular defenc e an d security , an d the repaymen t o f externa l 
debts,have bee n claimin g large r proportion s o f public expenditur e 
than hitherto, leaving a  smaller shar e availabl e fo r socia l servi -
ces like education . I t remains tru e that althoug h th e main sourc e 
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of an y extr a expenditur e devote d t o education wil l probabl y conti -
nue t o be publi c ta x revenue s an d publi c borrowing , thes e ar e no t 
likely t o be sufficien t t o relieve th e sens e o f sever e financia l 
constraint besettin g educatio n nearl y everywhere . 

I.A (ii ) Private Source s 

Contributions t o Stat e Educatio n 

9. Th e possibilities o f privat e contribution s t o educatio n 
are basically o f two kinds: firs t tha t individual s an d privat e 
organisations wil l contribut e t o the publi c secto r o f educatio n 
by means othe r tha n taxes , and secon d tha t th e non-governmen t 
sector o f education ma y expan d it s operations. Th e major non-ta x 
source o f private contribution s t o th e public educatio n syste m i s 
fees and charge s levie d directl y o n student s an d thei r families . 
Generally th e tren d ha s been to phas e ou t tuition fe e payments i n 
public educatio n fo r thos e level s o f schoolin g wher e attendanc e i s 
more o r les s universal. I t appears both faire r an d more efficien t 
to use ta x revenue s fo r fundin g i n these cases . Bu t eve n a t thes e 
universal level s th e educatio n authoritie s increasingl y fin d them -
selves havin g t o impose o n student s an d parent s direc t charge s fo r 
textbooks, learnin g materials, sports an d games , music, develop-
ment fund s etc. , to meet som e o f the materia l cost s o f operatin g 
schools. 

10. A t the highe r level s of the educatio n system , where educa -
tional opportunit y ha s to be rationed , a  stronger cas e i s foun d 
for levyin g charge s o n student s o r their families . Suc h educatio n 
confers o n the fortunat e minorit y considerabl y bette r earnin g 
opportunities tha n th e majority o f the populatio n enjoys . T o the 
extent tha t th e benefit s o f their educatio n ar e thu s privatel y 
appropriable an d ca n be 'captured ' b y individual s i n the for m 
of subsequen t highe r earnin g power , it seem s more justifiabl e t o 
ask student s to contribute toward s the cost o f their education . 
However i t does not necessaril y follo w tha t ther e shoul d b e 
a full-cos t charge , since the privatel y appropriabl e benefit s 
are not th e onl y benefits . Broa d publi c benefit s als o accru e t o 
society fro m educatin g it s young people. Th e logi c o f this case, 
recently argue d b y the Commonwealt h Standin g Committe e o n Studen t 
Mobility, i s not alway s accepte d i n respect o f student s fro m 
abroad. Som e countrie s hav e ver y considerabl y increase d thei r 
revenue fro m educatio n b y raisin g tuitio n fee s fo r oversea s stu -
dents, though no t withou t imposin g cost s o n other government s an d • 
to the exten t tha t student s fro m abroa d hav e bee n drive n awa y -
causing los s o f benefit t o themselves . 

11. Th e impositio n o f tuition charge s o n home student s meet s 
strong political resistance . Thi s oppositio n ma y no t exten d s o 
fiercely t o board an d lodgin g charge s perhap s because peopl e se e 
that familie s would i n any case hav e t o bear thes e expenditure s 
were thei r childre n no t enrolle d a t a n education institution . A 
number o f countrie s therefore requir e student s to pa y completel y 
or partially fo r boar d an d lodging , offering scholarship s an d 
bursaries t o help those who ar e most hard-presse d financially . 

12. A  new financia l devic e bein g applie d increasingl y i n res -
pect bot h o f livin g cost s and , sometimes , tuition fee s i s the 
student loa n scheme . A  recent Worl d Ban k stud y ha s reviewe d 
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experiences wit h suc h schemes , and' concluded tha t the y ar e feasi -
ble i n developing countries , but nee d t o be well planned . The y 
are certainl y n o substitut e fo r othe r cos t reductio n measures , 
and produc e onl y marginal -  if any -  savings a t first . I t goe s 
without sayin g that studen t loan s ar e more acceptabl e t o the popu -
lation a t larg e when the y involv e assistin g student s t o cove r 
types o f expenditure tha t the y ar e alread y oblige d t o meet, than 
when the y ar e introduce d concurrentl y wit h charge s fo r service s 
that student s previousl y receive d free . 

13- Othe r privat e financia l contribution s t o the educatio n 
sector ma y com e fro m religiou s organisations , charitable founda -
tions an d trusts , firms an d individua l donors . Association s o f 
former students , and parents ' associations, have bee n prominen t 
in raising funds . I n some countrie s collectiv e effort s by villag e 
communities als o constitut e importan t source s o f recurren t expen -
diture fo r schools . Bu t suc h fun d raisin g fro m privat e source s i s 
generally earmarke d fo r equipmen t an d materials o r fo r renovatin g 
school building s an d constructin g additiona l facilities ; th e 
ongoing salar y cost s fo r teachers an d othe r staf f i n state school s 
cannot normall y b e finance d i n this way . 

Development o f th e Independen t Secto r 

14. Resource s fo r educatio n may als o be foun d throug h th e 
expansion o f th e independen t secto r o f educatio n itself . Privat e 
schooling cover s a  great variet y o f differen t type s o f institution . 
There ar e school s unde r th e sponsorshi p o f religiou s bodies ; 
schools ru n b y trusts,includin g internationa l schools ; communit y 
schools finance d b y voluntary contribution s an d fees ; school s an d 
training establishment s ru n by economi c enterprises ; privat e 
proprietorial institution s seekin g t o make a  profit; school s 
organised b y minorities. Ye t othe r varietie s may be foun d out -
side these main groups . I n some countrie s a  large par t o f the 
school syste m i s managed o r owned b y non-government bodies . 
There ar e fe w private universitie s i n the Commonwealth , but a t 
secondary leve l on e find s much wide r privat e provision . I n 
Bangladesh, a s an example, a large par t o f the secondar y syste m 
is in non-government hands . Som e private provisio n i s found a t 
the primary leve l an d nearly everywher e a  large par t o f nurser y 
schooling i s i n non-government hands . Beyon d th e regula r schoo l 
system mos t countrie s hav e extensiv e privat e system s o f commercia l 
training, training scheme s i n firms and privat e tutoria l colleges . 

15. Th e exten t o f the independen t secto r o f education i s not 
simply a  matter o f low publi c confidenc e i n the stat e systems , 
though tha t may accoun t fo r th e increasin g resor t t o private educa -
tion i n some countries . Actuall y i t is difficul t t o generalis e 
about privat e secto r qualit y i n relation t o the publi c sector ; 
in several countrie s th e privat e secto r contain s bot h prestigiou s 
schools o f high qualit y bu t als o som e o f the worst educationa l 
institutions. Recours e t o poor qualit y privat e school s may b e 
forced o n parents b y lack o f stat e facilities.Equall y communities , 
recognising government' s inabilit y t o make adequat e schoo l provi -
sion a t primar y o r secondar y level,ma y tak e matters int o thei r 
own hands by startin g voluntar y unaide d schools , awaiting th e da y 
when government s wil l b e abl e t o take these school s over . Thi s 
has been a  very noticeable tendenc y i n parts o f East Afric a wher e 
Kenya's 'harambee ' school s ar e perhaps the best-know n example . 
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16. Countrie s wil l tak e differen t view s o n th e desirabilit y o f 
encouraging privat e schooling , according t o thei r politica l philo -
sophy. Bu t many government s appea r t o have com e t o th e view i n 
times o f financia l stringenc y tha t privat e an d voluntar y effort s 
can be a useful complemen t t o their ow n programme. Muc h though t 
however need s t o be given t o th e bes t way s o f marrying governmen t 
with privat e an d communit y funding , and t o defining th e correc t 
balance betwee n th e autonom y o f decisio n makin g b y independen t 
school managemen t bodie s o n the on e hand , and th e nee d t o ensur e 
that the y behav e i n a socially responsibl e manne r toward s th e 
students an d parent s the y serve . Ca n suppor t fo r self-relianc e 
initiatives b e reconcile d wit h th e maintenance o f equalit y o f 
opportunity fo r example , given tha t wealthier communitie s ar e 
able t o be more self-reliant ? Membe r countrie s o f the Commonwealt h 
have ric h experienc e i n this are a an d th e Conference ma y se e 
merit i n developing a n exchange o f comparativ e experienc e o f 
Commonwealth countrie s i n the regulatio n an d supervisio n o f 
community an d othe r privat e schools . 

17. On e canno t leav e privat e educatio n withou t mentionin g th e 
great expansio n o f privat e coaching/tutorin g i n many part s of 
the Commonwealth . Th e resor t t o privat e tutorin g i s fuelled b y 
anxiety ove r examination s o n the par t o f student s an d parent s 
and som e los s of confidence perhap s i n the abilit y o f the publi c 
system o f schoolin g t o 'deliver ' exa m passes . Teacher s fo r thei r 
part, under th e pressur e o f fallin g real salarie s which fai l t o 
keep pac e with inflation , are eage r t o increas e thei r earning s 
from thi s source . A  demand fro m well-to-do an d eve n averag e 
income parent s fo r acces s to extra tuitio n fo r thei r childre n i s 
matched b y the need o n the sid e o f teachers t o ear n extr a incom e 
from coachin g an d privat e tuition . A  system grow s up which i s 
little talke d abou t bu t which , at leas t i n the town s o f som e 
countries, begins t o riva l th e forma l schoo l syste m i n terms o f 
the amoun t o f teache r effor t an d parenta l fund s investe d i n it. 
The strai n o f lon g hour s i n the classroo m fo r bot h pupil s an d 
teachers i s a disturbing phenomenon,bu t refor m i s obviousl y 
difficult whe n bot h teacher s an d parent s fin d th e privat e tuitio n 
system necessar y an d mutually convenient . 

I.A. (iii ) Educatio n Institutions ' Ow n Earning s 

18. A  few weeks ag o a  small paragrap h appeare d i n the Britis h 
press announcing tha t seve n universities i n the Unite d Kingdo m 
were no w eac h earnin g ove r £ 1 million a  year fro m lettin g ou t o f 
premises far conference s an d othe r activities . Th e sam e possibi - -
lities would no t necessaril y exis t i n countries where ther e i s 
no larg e privat e an d non-governmen t secto r wit h organisation s 
actively seekin g venues , conferences an d courses . Howeve r i t i s 
but on e exampl e o f a  widening tren d fo r educationa l institution s 
to examin e way s o f raisin g revenu e t o suppor t themselves . Muc h 
of this revenue-raisin g effor t i s comparatively low-leve l loca l 
activity i n the for m o f schoo l socia l event s an d ope n days ofte n 
in conjunction wit h parent s an d th e loca l community . On e mus t 
regard al l these activitie s a s a small bu t usefu l sourc e o f 
finance a t institutiona l level , but a s of onl y margina l importanc e 
for th e syste m a s a whole. 
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19. I n severa l countrie s school s an d college s als o rais e 
revenue throug h productio n units , having a  part-training an d part-
revenue raisin g function . Th e Countr y Paper s refe r briefl y t o 
some examples . Bu t wher e suc h case s have been more full y 
written up , there generall y seem s to be more informatio n o n th e 
value o r quantit y o f the outpu t produced , than o n costs, includin g 
the commitmen t o f unpai d staff . Consequentl y i t i s not alway s 
clear whethe r suc h activitie s ar e i n fact cost-effective . T o 
the exten t tha t th e productio n o f goods an d revenue s i s meant 
to b e incidenta l t o an education an d trainin g function , economi c 
and financia l viabilit y i s perhaps a  secondary consideration . 
But where educatio n institution s ar e require d a s a matter o f 
policy t o meet a  large par t o f thei r revenu e need s fro m economi c 
activities, a full financia l costin g i s indispensable. Thi s i s 
another are a wher e cas e studie s would b e useful, to identif y th e 
kind o f conditions unde r whic h schoo l productio n ca n be a  profit-
able sourc e o f financ e fo r education . 

I.A (iv ) Receip t o f Development Assistanc e 

20. Th e outloo k fo r foreig n fundin g o f educatio n i s not 
particularly good . I t appear s tha t th e world communit y wil l b e 
hard pu t to i t to sustai n educationa l assistanc e a t it s presen t 
levels, and there will certainl y no t b e much prospec t o f short -
falls in funds being met fro m this source . Worl d Ban k fund s hav e 
been under considerabl e strain , and ther e ar e curren t difficul -
ties over th e Internationa l Developmen t Association' s (IDA ) 
replenishment o f funds . Regiona l developmen t bank s ar e becomin g 
more activ e i n education, usually i n vocational education . 
Development assistanc e i s quite crucia l i n som e smalle r countries , 
with lo w publi c revenue s an d shortag e o f foreig n exchange . Bu t 
there ar e basic difficultie s i n using foreig n ai d fo r education . 
Usually th e fund s ar e tied t o import s wherea s much o f the financ e 
needed b y education system s i s for loca l costs . Ther e i s also a 
bewildering variet y o f different programme s an d agencie s and i t i s 
not eas y fo r smal l countrie s t o keep i n touch with possibl e 
sources o f help. On e o f the role s that th e Commonwealt h 
Secretariat ca n perhap s most usefull y pla y i s as a broker, 
helping t o bring togethe r need s an d resource s i n the fiel d o f 
international educationa l assistance . 

I.B. TAPPIN G RESOURCE S I N KIN D 

21. Financia l resource s ar e seldo m 'spare' , since they ca n 
quickly b e diverte d t o som e alternativ e us e an d both publi c an d 
private organisation s hav e many prioritie s fo r th e spendin g o f 
funds. Ar e ther e howeve r resource s i n kind t o be tapped,free o f 
charge o r a t ver y lo w cost ? 

22. Th e principa l suc h resourc e i s the time tha t parent s an d 
voluntary worker s may b e abl e t o give fre e o f charg e t o th e 
education system . Volunteer s may b e used i n school s and i n non-
formal educatio n activities , such a s adult literac y programme s 
and programme s fo r youth . No t al l o f the availabl e hel p i s 
sufficiently exper t o r specialise d t o be full y effective , and 
training o f voluntee r personne l ma y b e required i f full advantag e 
is to be taken o f the resource s offered . Fo r example , trainin g 
in pedagogical an d communicatio n skill s i s valuable i f it i s 
intended t o use loca l craftsme n t o instruc t i n practica l 
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subjects i n schools. 

23. Militar y personne l o r nationa l serviceme n ma y possibl y 
contribute anothe r sourc e o f 'free ' labou r fo r education . I n 
several instance s nationa l servic e scheme s ar e used t o help t o 
staff school s an d to ru n literacy classes . 

24. Personne l ar e not th e onl y resource s whic h educatio n ma y 
hope t o tap o n a below-cost basis . Churc h building s o r communit y 
halls may b e offered fo r school s an d nurser y classes . Unuse d 
open ground ma y b e availabl e fo r us e a s playing fields . Eve n 
specialised recreationa l facilitie s lik e footbal l pitches , tennis 
courts, gymnasia, swimmin g pool s may b e available i n schoo l hour s 
for educationa l us e a t times which d o not conflic t wit h communit y 
demands o n the facilities , these bein g mainly i n evenings an d 
weekends. Wast e product s fro m factorie s coul d provid e material s 
for us e i n the classroom . Th e radi o an d televisio n statio n 
perhaps has ai r time which ca n be made availabl e a t margina l 
cost t o education , because th e basi c overhead s an d runnin g cost s 
of the broadcastin g servic e ar e alread y covere d b y regula r 
programmes. 

25. Ther e ar e many opportunitie s i n this area fo r enrichin g 
the lif e o f the schoo l bot h b y securin g acces s to amenitie s an d 
at the sam e tim e bringin g school s an d college s int o close r 
working relationship s with th e community . I t needs a n entrepre-
neurial hea d o f institutio n t o se e the opportunities an d t o seiz e 
them, and i t i s experienced head s closel y linke d wit h th e commu -
nity i n which thei r institutio n i s located wh o will b e mos t 
successful. Ar e heads given sufficien t freedo m t o engag e i n 
activities o f this kind ? 

II. BUYIN G EDUCATIO N INPUT S MORE CHEAPL Y 

26. I n the introductio n t o this pape r man y factor s causin g 
cost escalatio n i n education wer e noted , one o f which was risin g 
prices. Coul d thi s process b e reverse d and countervailin g pric e 
reductions b e achieved ? Bul k purchasin g i s an obvious possibili y 
particularly wher e order s ar e opene d u p to competitiv e tendering . 
Some o f the Countr y Paper s fro m th e Caribbea n regio n refe r t o 
bulk purchasin g o f book s an d materials wher e a  large scal e orde r 
can be considerably cheaper , particularly wher e competitiv e quota -
tions ar e sought . Standardisatio n o f textbooks allow s longe r 
print run s an d much cheape r uni t costs . Contractor s ma y pu t u p 
buildings mor e cheapl y i f a  large consolidate d projec t wit h 
several school s an d site s i s put together . Th e use o f education' s 
bargaining powe r vis-a-vi s supplier s o f educationa l good s an d 
materials i s obviously extremel y importan t i n obtaining good s 
for th e educationa l syste m a t reasonabl e prices . B y use of th e 
tender syste m competitio n ca n b e encourage d amon g supplier s an d 
more advantageou s deal s ca n b e struck . 

27. A  second devic e b y which resource s fo r educatio n hav e 
been obtaine d mor e cheapl y i s by allowin g th e rea l valu e o f 
teachers' pa y to erod e under th e savag e pressure s o f inflation . 
It i s probably thi s proces s more tha n an y othe r tha t ha s allowe d 
governments t o 'ge t by' i n the fac e o f resourc e shortage . I n 
very many countrie s teache r salarie s fai l t o keep regula r pac e 
with risin g prices . Salar y revision s ar e made bu t the y ar e mad e 
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late an d a t infrequen t intervals . Therefor e th e parit y valu e o f 
teachers' salarie s i s restored eithe r no t a t al l o r onl y moment -
arily. Whe n the y d o regai n parit y wit h othe r salarie s o r th e 
price level , it i s only a  matter o f months befor e th e laggin g 
behind resume s an d the situatio n deteriorate s again . I n th e 
most traumati c situation s teacher s fai l t o get  pai d a t al l fo r 
several month s i n succession : an d thei r pay , when i t finall y 
arrives, i s in currency debase d b y th e amoun t o f inflation . 

28. Teacher s hav e t o reac t t o suc h pressures : and the y do . 
Teacher dissatisfactio n increase s an d teachin g come s to be see n 
not s o much a s a career, but more a s a convenient stoppin g plac e 
on one' s way t o somethin g financiall y mor e rewarding. I n a 
thriving economy , with alternativ e employmen t opportunities , 
teacher wastag e rates rise . Fo r teacher s who sta y i n the prof -
fession th e proble m i s to make end s meet. Wha t the y may d o i s 
combine teachin g wit h anothe r jo b outsid e educatio n -  and thi s 
is a cause o f much teacher absenteeis m an d letharg y o n the jo b -
or to take tw o job s within education . Ho w ca n two job s i n educa-
tion b e achieved ? On e possibilit y i s to teach tw o shifts, 
perhaps i n different publi c institutions ; or to teach on e shif t 
in a state schoo l an d anothe r i n a private college . Whethe r o r 
not suc h activit y i s within th e regulations,i t ma y b e condone d 
by those wh o understand th e teachers ' plight. Th e othe r possib -
ility o f a  second jo b i s fo r teacher s t o engag e i n privat e 
tutoring afte r schoo l hours . A s has already bee n remarke d thi s 
has become substantia l busines s i n som e educatio n system s an d 
offers teachers much highe r reward s tha n thei r 'base ' job a s a 
classroom teache r fo r a  regular session . 

III. REDUCTIO N O F EDUCATIO N PROVISIO N 

29. I f additiona l resource s canno t b e found , the next logica l 
possibility o f closin g th e ga p between desirabl e provisio n an d 
available resource s i s to cu t dow n o n the scal e o r nature o f 
provision b y eliminatin g dispensabl e services . I n some o f the 
industrialised an d newl y industrialisin g Commonwealt h countrie s 
the pattern s o f demographi c developmen t ar e suc h that th e educa -
tion authoritie s no w expec t th e siz e o f som e o r all sector s of 
the forma l schoo l an d colleg e syste m t o contract. Bu t a  drop 
in pupil number s doe s not alway s translate ver y readil y int o a 
possibility o f cuttin g educatio n expenditure , for thre e reasons . 
First ther e may b e som e los s of economies o f scal e when th e 
system reduce s i n size . Wher e clas s size s i n single-strea m 
rural school s fo r exampl e dro p fro m a n average o f 3 5 to 25, 
few salar y saving s woul d b e effected , a s Professor Onabamir o 
demonstrates fo r dro p ou t i n Nigeria. I n any cas e political diffi -
culties o f closin g school s ar e well known , and ther e ar e ver y 
good socia l reason s why suc h a  policy shoul d no t b e pushed to o 
far. Secon d ther e ar e contractua l obligation s t o teachers an d 
other employee s which ar e no t easil y o r cheaply dispense d with : 
the pace o f contractio n i s bound t o be more difficul t an d probabl y 
slower tha n the pac e o f expansion . Moreove r ther e i s a rea l 
danger o f los s of qualit y i n the process: promising youn g applic -
ants cannot b e offere d jobs , the bes t o f the servin g personne l 
are th e one s who ca n most easil y leav e t o obtai n alternativ e 
work outsid e th e educatio n service , and th e staf f wh o remai n ma y 
not b e th e most abl e o r motivated. Third , there wil l b e stron g 
pressures fro m within th e educatio n system , an d perhap s als o fro m 
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the public , to redeplo y 'saved ' educatio n resource s s o as to 
improve condition s within th e school s an d colleges . Instea d o f 
taking teacher s an d building s ou t o f servic e the y propos e 
smaller classes , more specialis t accommodation , shorte r teachin g 
hours. T o take advantag e o f suc h opportunitie s i s tempting , 
but i t does not reduc e educatio n spending . 

30. Enrolmen t declin e i s not o f cours e th e nor m amon g Common -
wealth countrie s a s a whole. Mos t Commonwealt h countrie s ar e i n 
a positio n wher e universa l educatio n ha s not ye t bee n achieved , 
and o f continuing demographi c growth . Wha t possibl e reduction s 
of expenditur e ca n they make ? 

31. Th e basi c choic e i n reducing provisio n i s between cuttin g 
down o n pedagogical input s to the school s -  teachers, equipment, 
textbooks an d othe r thing s directl y affectin g learnin g activi -
ties -  and reducin g th e "socia l services " associated wit h educa -
tion, suc h a s meals, clothing, transport, residential accommoda -
tion. Th e main pedagogica l casualt y o f cuts i n service s tend s 
to be reductio n i n funds fo r book s an d materials an d fo r mainte-
nance expenditur e o n buildings an d grounds . 

32. Give n a  choice, the educatio n authoritie s woul d generall y 
prefer t o fin d economie s i n the non-educationa l activities . 
Apart fro m their ow n veste d professiona l interests , there i s a 
certain logi c i n regarding 'social ' expenditures o n meals, 
clothing, transport a s a basic parenta l responsibility . O f 
course th e lin e canno t alway s be firml y draw n between 'educational' 
and 'social ' expenditure sinc e i t i s well know n tha t a n adequat e 
diet fo r example , is basic t o a  child's abilit y t o learn . I n som e 
countries th e cost-effectiv e us e o f resource s will b e attaine d 
not b y cuttin g ou t schoo l meals , but b y providin g them . Man y 
Commonwealth countrie s i n Asia an d Afric a hav e foun d bette r 
nutrition (e.g . in the for m o f schoo l meal s i n Botswana an d i n 
India, fre e suppl y o f milk i n Kenya) an important facto r i n 
supporting bette r attendanc e an d enrolmen t rate s an d a n improve d 
capacity t o learn . 

33. Th e issu e o f boardin g versu s da y facilitie s i s a 
recurring on e i n educational debat e i n many countries . Ther e i s 
no doubt tha t studen t residentia l provisio n i s much more expen -
sive than da y provision , both i n recurrent cost s an d i n capita l 
costs, a s much experienc e fro m Afric a shows . Residentia l 
provision fo r teacher s i s also a  very expensiv e item , and i n many 
World Ban k funde d project s fo r example , one notice s tha t a  high 
proportion o f the capita l cos t i s accounted fo r b y staf f housing . 
Repeated statement s o f intentio n t o convert boardin g school s t o 
day,or residentia l universitie s t o non-residential,have prove d 
difficult t o translate int o practice . Th e complication s ar e 
partly th e lack o f fi t betwee n th e presen t distributio n o f 
population an d the existin g networ k o f schools . Som e rura l 
areas canno t mee t Ministr y specification s o f minimum viabl e 
school size , being unable t o muster enoug h correctly-age d child -
ren. I t i s also true tha t a  system o f da y schooling , based o n 
local catchmen t areas , presupposes roug h equalit y i n standard s 
of schools . I f quality varie s widely fro m are a t o area within a 
day system , parent s i n the catchmen t are a o f a  poor schoo l wil l 
demand th e righ t t o transport thei r childre n out , to anothe r 
school. A  boarding schoo l system , justified i n terms of th e 
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needs of children i n sparsel y populate d areas , may actuall y tur n 
out to draw it s main suppor t fro m well-to-do cit y parents . 

IV. MOR E COST-EFFECTIV E US E O F RESOURCE S 

IV.A COST-EFFECTIVENES S 

34. T o the exten t tha t recen t cos t increase s ar e unwelcome an d 
unplanned, government s wil l o f course attemp t t o neutralise thei r 
effects. Howeve r som e o f the extr a expenditur e i s associate d 
with increase d benefits , and i n it s relentless pursui t o f expen -
diture reduction , cost-effectiveness analysi s must als o take int o 
account th e benefit s sid e o f the equation . Th e difficult y i n 
education i s of course t o measure outputs . Whe n ther e i s eve n 
argument a s to whether childre n lear n an y more i n classes o f 2 5 
than of 3 5 pupils, educators must despairingl y wonde r whethe r an d 
how they wil l eve r convincingl y prov e th e efficac y o f reform s 
their experienc e tell s them ar e worthwhile. Becaus e o f th e 
difficulties o f measuring beneficia l outcomes , it i s temptin g 
for educationa l administrator s t o concentrat e o n reducin g 
spending; hopin g tha t educatio n output , however defined , can b e 
maintained i n the fac e o f suc h cuts . Th e countr y paper s 
submitted fo r thi s Conference ten d t o have the sam e emphasi s o n 
cost reductio n a s the principa l approac h t o achievin g greate r 
cost-effectiveness. Bu t ther e may b e instance s where th e loss of 
benefits associate d wit h expenditur e cut s exceeds the saving . 

35. Thu s th e pursui t o f cost-effectivenes s i s about increasin g 
effectiveness a s much a s it i s about reducin g costs . Educatio n 
managers pursuin g greate r cost-effectivenes s shoul d b e intereste d 
in all th e followin g type s o f situation , and no t jus t th e firs t 
two, which ten d t o dominate attentio n whe n budgets ar e unde r 
pressure : 

i. Sam e o r greater effec t fo r les s expenditur e 

ii. Marginall y les s effect fo r much les s expenditur e 

iii. Greate r effec t fo r sam e expenditur e 

iv. Muc h greate r effec t fo r sam e o r marginally mor e 
expenditure. 

36. Th e las t cas e serve s t o remin d u s that ther e will b e 
instances wher e additiona l expenditur e yield s disproportionatel y 
high benefit . Fo r exampl e a  well-tested programm e lik e th e 
Reading Recover y Programme , mentioned i n the Ne w Zealan d paper , 
involves additiona l expenditur e o n teachers an d materials. Bu t 
in terms o f the enhance d capacit y o f childre n t o benefit fro m 
their late r education , suc h a  programme ha s been show n t o 
reduce educationa l wastag e significantl y an d may thu s be extra-
ordinarily cost-effective . Again , extra money spen t o n book s 
and materials fo r pupils , or o n storag e spac e i n the classroo m 
for schoo l equipment , might enhanc e quit e markedly th e produc -
tivity o f the existin g heav y expenditure s o n teachers' salaries. 
Another instanc e wher e additiona l expenditur e migh t yiel d a 
high retur n i s the additio n o f a n extra year' s schooling , 
perhaps to consolidate th e fragil e acquisitio n o f literac y i n a 
system previousl y offerin g the majority onl y fou r o r fiv e year s 
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of primary schooling . 

37. A  cost-effective approac h ma y hav e differen t practica l 
implications i n different countries , or i n the sam e countr y a t 
different point s i n time. Fo r example , in Singapore ther e i s 
active discussio n o f the possibilit y tha t full-da y schoolin g 
might b e preferable t o shift s i n that country' s changin g circum -
stances. Lago s Stat e i n Nigeria i s reported t o hav e abandone d 
shifts a s soon a s possible afte r introducin g them . Bu t othe r 
countries hav e quit e recentl y adopte d shif t schooling ; Cyprus , 
with it s refugee problem , being a  case i n point. On e country ma y 
in its own circumstances fin d th e introductio n o f shif t schoolin g 
cost-effective; while anothe r value s the relativ e cost s an d 
'effects' o f shif t an d full-da y attendanc e differently . A n equa l 
concern i n each cas e fo r cost-effectiveness ma y resul t i n dia-
metrically differen t polic y prescriptions . 

38. Th e exampl e o f shif t schoolin g i s a reminder tha t whe n 
cost i s discussed, on e shoul d alway s ask -  "cost to whom?" Som e 
arrangements whic h ar e expenditure-saving t o Ministries o f 
Education ma y impos e heav y socia l cost s o n others an d may mee t 
opposition fo r that reason . Fo r parent s the 'child-minding ' 
functions o f schoo l ar e not unimportant , and i t may b e inconve -
nient t o have smal l childre n ou t o f schoo l fo r hal f the da y i f 
shift schoolin g i s introduced. Similarl y mergin g o f 'uneconomic ' 
primary school s may impos e heav y burden s o f travel-time o n 
families havin g t o escor t youn g childre n t o school , and may depriv e 
rural communitie s o f the importan t foca l poin t tha t a  primar y 
school represents . 

39. I t i s equally pertinen t t o rais e th e "cos t to whom? " 
question withi n Government . Saving s t o a particular ministr y o r 
organisation ma y b e realise d onl y a t grea t overal l cos t t o 
Government. Tak e th e exampl e o f teachers' housing whic h i n som e 
Commonwealth countrie s fall s t o Government t o provide . I t 
frequently happen s tha t th e Ministry o f Educatio n find s i t 
economic t o build house s fo r teachers instea d o f rentin g house s 
from the privat e sector . The Ministry obtain s capita l fund s 
'free' fro m th e Treasury , an d i s not require d t o servic e th e 
capital i t i s using through recurren t expenditur e o n it s budget. 
Yet th e cos t o f rente d accommodatio n ha s to appea r there . So , 
for th e Ministry, new constructio n make s eminen t sense ; even thoug h 
the opportunit y cos t fo r governmen t o f tying up capital i n teachers' 
houses (instea d o f investin g i n agriculture o r industry ) is much 
higher tha n th e cos t o f rentin g houses fro m the privat e sector . 

IV.B COST-SAVING S I N EDUCATION: PRINCIPLE S AN D APPLICATIO N 

40. A t the ris k o f oversimplifying , on e ca n sa y o f educatio n 
systems that th e main outpu t i s pupils' learning; tha t teachers ' 
salaries accoun t fo r most o f the recurren t expenditure ; an d con -
struction o f buildings fo r most o f the capita l expenditure . The n 
the basi c strateg y o f cos t reductio n i s to maximise th e numbe r o f 
pupils taught pe r uni t o f teacher an d spac e input : or, expresse d 
differently, to minimise teache r an d buildin g cost s fo r eac h batc h 
of pupil s taught . 
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41. Thi s will b e achieve d t o th e exten t tha t 

(a) th e pupils ' timetabl e extend s ove r th e minimum reaso -
nable tim e perio d i n respect o f teacher-contact an d space -
use 

(b) eac h unit o f teacher tim e o r of timetabled spac e i s 
used t o servic e th e maximum feasibl e numbe r o f pupils a t 
acceptable standard s 

(c) a s much operationa l tim e a s is possible, at reaso -
nable cost , is provided b y teachers an d building s 

(d) cheape r teache r an d spac e input s ar e a s far a s 
possible substitute d fo r more expensiv e one s 

In terms o f practic e th e implication s o f thes e principles , ignor-
ing fo r th e moment an y loss of educationa l o r socia l effective -
ness, would b e as follows: 

(a) Pupils'  timetable  to  be  restricted  to  minimum  reasonable time  period 
as regards  teacher-contact  and  space  use. 

42. Th e implication s are : 

i. th e lengt h o f each pupil' s learnin g day/week/year , 
or cours e lengt h i n years, should b e reduce d a s far a s 
possible. 

ii. withi n th e perio d o f pupils ' timetabled curriculu m 
the proportio n o f time spen t with teacher s o r i n usin g 
expensive teachin g spac e shoul d b e reduce d 

- th e teacher-intensiveness an d space-intensivenes s o f 
pupil learnin g shoul d b e minimised. T o economis e 
demands o n teachers ther e coul d b e more resor t (se e 
the Seychelle s paper ) to independen t learning , more 
supervision b y olde r childre n etc . using the monito-
rial syste m (o f which perhap s Projec t Impac t i n the 
Philippines/Indonesia i s the most dramati c contempo -
rary example) . 

the tim e require d i n teaching space s might b e reduce d 
perhaps (wher e feasibl e i n hot climate s only! ) by 
teaching classe s ou t o f door s fo r som e o f the time, 
or b y requirin g pupil s to undertake independen t stud y 
(homework etc ) at home. 

iii. part-tim e course s shoul d b e substitute d fo r full-tim e 
at those level s where i t i s feasible, and studen t teacher s 
should b e trained in-service , on the job , instead o f in 
college fo r a s much o f their course s a s possible. 

(b) Each  unit  of teaching  time  or timetabled  building  use  should  service 
the maximum  possible  number  of  pupils  at  acceptable  standards. 
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43. Th e implication s are : 

i. registere d clas s siz e must b e sufficientl y larg e fo r 
economic-operation an d thi s involve s th e formatio n o f 
adequately size d teachin g group s 

the official norm s fo r clas s siz e being se t i n the 
regulations a t a  reasonable leve l 

merging o f classes o r even o f school s to obtai n groups 
of more economi c size , closer t o the norm s 

- specialisatio n o f school s an d college s an d concentra -
tion o f teaching o f certain subject s an d option s a t 
a limite d rang e o f institution s t o produce large r 
learning group s 

multiple learnin g group s i n a single uni t o f teachin g 
space, including one-teache r school s i n appropriat e 
circumstances 

ii. onc e formed , siz e o f groups actuall y taugh t t o be 
close t o registere d clas s size . Thi s implie s limitatio n 
of amoun t o f splittin g o f classes int o smalle r teachin g 
groups fo r practica l subjects , options, individua l 
tutoring etc . Cost-savin g clearl y conflict s a t thi s 
point wit h pedagogica l considerations . 

As many  units  of  operational  time  as  possible  should  be  provided  by 
teachers and  buildings. 

The implication s o f this would appea r t o be: 

i. longe r hour s fo r teachers to be brought abou t b y 

norms fo r teaching load s i n periods per week o r 
weeks per yea r t o b e increase d 

such norm s to be enforce d 

where teachin g loa d norm s cannot b e attained i n on e 
school becaus e teacher s ar e too specialise d i n 
relation t o schoo l offering s 

make teachers peripatetic , to work i n more tha n 
one school , or 

train th e teachers (initiall y o r throug h 
retraining) t o handle more tha n on e curriculu m 
subject, to avoi d th e roo t proble m o f over-
specialisation . 

ii. mor e hours o f space-us e fro m eac h availabl e 
teaching spac e b y 

longer schoo l day , or more day s and weeks per yea r 
possibly requirin g reorganisatio n o f academi c yea r 
(four-term yea r etc? ) 
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more period s pe r da y o f use of eac h teachin g space . 
(i.e. higher utilisatio n rates ) achieved by : 

- bette r timetablin g t o ensur e near-continuou s 
use o f teaching space s using suc h device s a s 
staggered lunch-breaks , staggered start s an d 
finishes to schoo l da y 

- usin g an y exces s suppl y o f teaching space s thu s 
created, by increasin g pupi l intake s 

shared us e o f spac e by different learnin g group s 
(non-reservation o f spac e fo r particular lear -
ners) through e.g . rotatio n o f classes withi n 
a singl e shift ; double an d tripl e shif t systems ; 
access to spac e by othe r school s which ar e shor t 
of facilities ; offering spac e to evening classe s 
and communit y educatio n organisations . 

creation o f specialise d centre s (science , 
practical subjects ) close together an d unable t o 
afford separat e expensiv e facilitie s 

versatile desig n s o that teachin g spac e can a s 
far a s possible serv e a  variety o f subjects an d 
educational purposes . 

45. Th e feasibilit y o f lengthenin g teache r hour s i s ver y 
different fro m that o f extending hour s of use o f physical space . 
In the cas e o f teachers, there ar e limit s to the possibilitie s 
of cost reductio n b y extendin g teacher hours . Thes e includ e 
physical limit s (huma n exhaustion ) and th e politica l limi t o f 
teacher willingnes s t o accept longe r workin g hours . Indee d 
many countries , Cyprus amon g them, have, under teacher unio n 
pressure, reduced norm s fo r teaching loads . I t i s natural fo r 
teachers to see k a  reduction i n their hour s i n response t o 
general rise s i n living standard s i n the societ y aroun d the m 
or as a defensive respons e t o threats o f teacher unemployment . 
But reductio n o f norms fo r teachin g load s i s not o f cours e 
compatible wit h cos t reductio n unles s teacher remuneratio n i s 
reduced a t the sam e time . Eve n a  raising o f the workload fo r 
teachers would no t hel p solv e th e cos t proble m i f the extr a 
hours had t o be paid fo r a t standar d hourl y rate s or a t som e 
enhanced overtim e rate . I n that cas e saving s could onl y b e 
realised b y bringing u p to the norm those teacher s alread y draw -
ing a full salar y fo r below-average teachin g loads. 

46. Increasin g th e loa d o n schoo l facilitie s i s less problem -
atical. Classroom s an d laboratorie s d o not complai n a t bein g 
asked t o operate 50 % longer hour s i n a day; nor d o they hav e t o 
be paid extr a fo r s o doing! Ther e coul d b e som e additiona l 
short-term cost s o f cleaning, lighting , caretaking, and long -
run cost s o f extra maintenance; an d i f use b y severa l shift s 
is involved i n extending th e hours o f operation o f a building, 
then extr a cost s o f storag e spac e (locker s etc ) will b e involved . 
But generall y considerabl e capita l saving s would b e possibl e 
from extendin g th e tim e period s fo r which building s ar e in use; 
and i n urban situation s th e resultan t econom y i n land use may b e 
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as important a  cost-reduction facto r a s savings o f expenditur e 
on construction itself . 

(d) Substitution  of  cheaper  inputs  for  more  expensive  ones. 

47. Th e i m p l i c a t i o n s i n c l u d e : 

i. conservin g scarc e an d expensiv e staf f input s fo r 
specialist tasks , perhaps by using studen t monitors , 
teacher aides , or unqualified teacher s t o perfor m mor e 
routine dutie s 

ii. usin g specialis t facilitie s lik e practica l room s 
and laboratorie s et c onl y fo r practica l wor k an d bein g 
careful t o shif t t o general classroom s thos e instructio n 
periods which d o not nee d specialis t facilities . Not : all 
science lectures , for example , need t o b e i n laboratorie s 

48. I n addition t o the foregoin g a  number o f othe r possibl e 
forms o f econom y ar e worth mentioning. Measure s t o reduc e 
waste throug h prope r stoc k control , monitoring o f water an d 
electricity use,ar e on e obviou s approach . Saving s may be mad e 
by limitin g th e grant o f stud y leav e with pa y t o improv e 
qualifications. A  more far-reachin g reform , but a  formidabl e 
task t o implement , would b e a  change i n salar y structur e t o 
remunerate teacher s on the basis leve l o f responsibilities hel d 
(as, e.g. , i n England an d Wales) instea d o f by qualification . 
Since th e number o f responsibilit y post s i s determinate, wherea s 
the numbers obtainin g highe r qualification s i s open-ended , 
this gives much better contro l ove r futur e level s o f salar y 
expenditure, particularly a t a  time o f qualificatio n escalation . 

IV.C OBSTACLE S T O MAKING ECONOMIE S 

49. Eve n thoug h th e foregoin g lis t o f ways t o make saving s i n 
education ma y no t b e full y comprehensiv e i t represent s a 
formidable agenda . Mos t o f the idea s are i n no sens e new an d s o 
the interestin g questio n arise s a s to why man y well know n idea s 
are not more widel y applied . A  few possibilities whic h immed -
iately sugges t themselve s are : 

i. Managemen t incapacit y fo r realisin g saving s and for 
expenditure control . 

ii. Socia l cost s of som e expenditur e reductio n measures , 
resulting i n public hostilit y t o suc h measures. 

iii. Professiona l reaction s t o educational aspect s o f 
cost-saving measures . 

iv. Lac k o f incentiv e fo r teacher s an d schoo l manager s 
to engage i n cost-saving . 

IV.C (i ) Managemen t Incapacit y 

50. On e major reaso n fo r non-implementation o f cost-savin g 
measures may b e that management s lac k specifi c skill s i n time-
tabling an d cos t analysis , or they lac k basi c managemen t tool s 
including informatio n systems , to enable the m t o discharge thei r 
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responsibilities effectively . E n some case s th e regulation s an d 
norms t o keep educational expenditur e a t reasonabl e an d manageabl e 
levels exist; but the y ar e no t applied . Expenditur e trend s 
develop locally , unknown t o the centra l authorities , and loca l 
expenditure decision s ar e taken which hav e no t bee n centrall y 
authorised. Eve n where these confor m t o the regulations , 
staffing norms et c o f the system , they may b e beyond wha t i s 
financially sustainabl e a t a particular momen t o f time. 
Systems ar e required fo r reportin g an d analysin g expenditure s 
on a unit-cost basi s an d fo r matching expenditure s with budge t 
categories. I n many countrie s th e dat a collectio n an d 
recording syste m i s inadequate t o the task i n hand wit h discre -
pancies between th e syste m o f basic statistica l return s an d 
budgetary categories . Man y o f the cost-savin g measure s mentione d 
in this paper rashl y assum e a n adequacy o f basic dat a fo r manage-
ment. Som e o f th e Country Paper s (notabl y tha t o f New Zealand ) 
point u p the relationshi p betwee n dat a improvemen t an d th e 
achievement o f cost-effectiveness . 

IV. C (ii ) Socia l Cos t Factor s an d Parenta l Resistanc e 

51. Th e point ha s alread y bee n made earlie r tha t som e o f 
the expenditure-reduction possibilitie s outline d i n this pape r 
involve heav y socia l costs . Thi s obviousl y applie s to all thos e 
measures which indirectl y transfe r expenditure s o n 
pupil maintenance (accommodation , feeding , clothing etc ) fro m 
the public secto r t o parents an d communities . Bu t beyon d thi s 
it applies to som e exten t t o an y measures whic h 

(a) remov e school s an d college s physically furthe r fro m 
students1 homes , thus raisin g their cost s i n time an d mone y 
of acquiring education . Consolidatio n exercises , to obtai n 
economies o f scal e i n more viabl e institutiona l units , 
inevitably involv e som e distancin g o f home an d schoo l 
or college. 

(b) reduc e schoo l hour s o f young children , particularl y 
in urban area s where mothers are more likel y t o be in 
paid job s and childre n ar e les s saf e roamin g unattended . 

This underlines th e need (a ) to take a  broad vie w of socia l 
welfare whe n plannin g education saving s an d t o be ready i n som e 
instances t o giv e precedenc e t o non-economic consideration s 
(b) to accompany cost-savin g measures by intensiv e publi c 
consultation an d information . 

IV.C (iii ) Professiona l Concer n ove r Educationa l Aspect s 

52. Professiona l concer n ove r educationa l aspect s of saving s 
must als o b e considered. Ther e ar e a t leas t tw o categorie s o f 
educational effect s to be considered. Th e firs t arise s fro m 
any diminution o f learnin g a s a direct resul t o f 'diluted ' acces s 
to instuctiona l resource s -  larger classe s producin g les s teache r 
attention pe r pupil , less physical spac e pe r pupil , fewer books, 
a narrower curriculu m throug h reductio n o f options o r elimin-
ation o f resource-intensiv e practica l activity . Th e secon d se t i s 
psychological losses , impacting o n learning, from a  loss of sens e 
of securit y an d communit y i n schools . Man y o f the cos t savin g 
measures touched o n in these page s involv e shiftin g an d recom -
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bining pupi l group s an d teacher s i n the interest s o f 'efficiency' . 
The clas s o f childre n tha t i s never stable , always o n the mov e 
between teachers , classrooms, and eve n schools , eve r changin g 
times of attendanc e fro m week t o week o r term t o term, may pa y 
a certai n pric e i n emotional insecurit y an d deprivation . Schoo l 
is no longer a  community o f stabl e socia l relationships : i t may 
become -  perish th e thought -  a mere 'learnin g station. ' I t 
seems possible tha t teacher s resis t som e cost-savin g measure s 
because o f the threa t the y se e t o educational standard s an d thei r 
own los s of identit y and securit y i n a larger more impersona l 
school. Teachers ' lack o f enthusiasm fo r device s lik e rotatio n 
of classe s i s well known . 

IV.C (iv ) Lac k o f Incentive s fo r Teacher s an d Schoo l Manager s 

53. Th e factor s mentioned i n paragraphs 50-5 2 constitut e 
reason enoug h perhap s t o fee l gloom y abou t th e prospect s o f 
cost-saving i n education. Ther e appea r t o be too many pressures , 
and to o many excuses , standing ii i the way o f getting anythin g 
done. Bu t isn' t tha t t o take to o cynical a  view? Teacher s ar e 
professionals an d huma n being s a s well a s trade unionists. 
School manager s hav e a  personal stak e an d prid e i n runnin g a 
successful an d respecte d institution . A s taxpayers, parent s 
understand th e need t o conserve publi c resource s an d t o operat e 
schools with economy . 

54. Perhap s a  major faul t o f our cost-reductio n strategie s 
is that the y ar e too ofte n impose d 'against ' teacher s an d 
administrators an d no t 'with ' them. An y on e entitle d t o clai m 
expenses knows the differenc e betwee n expenditure s registere d 
when expenditure s ar e full y reimburse d (firs t clas s travel an d 
hotels unfortunatel y inescapable ) an d whe n a  fixed monetar y 
allowance o r entitlemen t i s paid ('bucke t shop' tickets an d 
staying wit h friend s suddenl y becom e rea l possibilities) . B y 
extension, could greate r discretio n b e given to schoo l boards , 
heads o f institutions , individual teacher s to exercis e greate r 
freedom i n choosing an d purchasin g input s fo r education ? Ho w 
realistic i s it to substitut e a  resource entitlemen t syste m fo r 
an earmarking/reimbursement system ? Coul d school s be given a 
basic allowanc e o f funds/teacher s an d b e told tha t the y ca n 
apply an y saving s to improvin g th e amenitie s o f the institution ? 
Can grant condition s fo r school s incorporat e som e kin d o f 
incentive system s which reward s effor t an d savings ? D o presen t 
systems penalis e th e schoo l tha t make s savings,b y confiscatin g 
its surplu s an d settin g it s pruned expenditur e a s next year' s 
budget baseline ? D o we operat e a  system o f capita l spendin g 
which tolerate s price s fo r governmen t buildin g contract s s o 
high that the y enrag e communit y leader s an d religiou s manager s 
of school s who know that , using direc t labou r an d thei r ow n 
supervision, they coul d hav e built fo r a  third o f the price ? 

55. I t i s no use being naively starry-eye d abou t thes e possi-
bilities an d overlookin g th e comple x issue s involve d i n devo-
lving responsibilit y fo r financia l decision s to loca l level s o f 
management. Autonom y i n decision-making als o involve s freedo m 
to mismanage, so careful provisio n fo r system s o f accountabilit y 
and monitoring o f performance i s needed. I f efficient school s 
can keep som e o f their saving s fo r ploughin g bac k int o bette r 
educational provision , won't th e ga p between well-managed an d 
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poorly-managed school s increase,'wit h resultan t inequalit y an d 
unfairness t o pupil s unfortunat e enoug h t o hav e a  poor manage r 
as head? Woul d system s be flexibl e enoug h t o take accoun t o f 
the fac t tha t som e colleges an d universitie s migh t fac e inexo -
rable cos t rise s fo r reason s beyond thei r control , while other s 
had rea l potentia l fo r effectin g savings ? 

56. Thes e issue s ar e rea l enough . Bu t they d o not negat e 
the cas e fo r seekin g partnershi p wit h teachers , heads an d schoo l 
managers i n attempts a t cos t reduction . I t i s certain tha t 
without thei r co-operatio n substantia l improvement s i n 
cost-effectiveness canno t b e made. I f they ca n se e possibl e 
benefit t o themselves, their school s an d thei r pupils , their 
response i s likely t o be positive. Thi s whole are a o f devolve d 
management responsibilit y combine d wit h accountabilit y an d 
management contro l i s one where Commonwealt h countrie s clearl y 
have much experienc e -  in the independen t a s well a s the publi c 
sector o f educatio n - worth sharing . 

V. ALTERNATIV E LEARNIN G TECHNOLOGIE S 

57. Th e fina l rang e o f possibilitie s i s to reconstruc t 
learning system s themselve s a s a way o f reducin g costs . Som e 
radical prototype s exis t bu t i t i s not ye t clea r i n all case s 
under wha t condition s the y ar e widely applicable . On e thinks o f 
course o f Zimbabwe' s ZINTE C schem e an d the simila r programm e fo r 
producing UP E teachers i n Tanzania; o r o f Britain's Ope n 
University. Bu t many o f the othe r example s whic h com e t o mind -
some o f them abortiv e -  are fro m beyond th e Commonwealth . Projec t 
Impact fro m Indonesi a an d th e Philippine s ha s been mentioned: i t 
is designed t o economise o n regular teacher s b y using teache r 
aides an d volunteers , peer grou p learning , and heav y recours e t o 
resource bank s o f printed materials . Ther e was the large-scal e 
ETV projec t i n Ivor y Coast , seeking (bu t not apparentl y succee -
ding) to replac e par t o f the regula r teache r functio n b y tele-
vision beame d int o ever y primar y school . Ther e i s Ramkhamhaeng 
Open University i n Thailand wit h nearl y hal f a  million student s 
being educate d a t a  fraction o f the cos t o f th e regular univer -
sities, and no w being succeeded b y the newer Sukotha i University . 

58. Th e essenc e o f al l these scheme s i s essentially th e same . 
They see k t o capitalis e o n perhaps the leas t exploite d o f al l 
resources i n education, student energ y an d studen t time. 
Are educatio n system s s o busy 'instructing ' tha t the y 
provide insufficien t tim e t o learn ? Th e possibilities o f exten -
ding independen t stud y ar e ver y variou s an d would see m t o hav e 
the dua l virtue s o f educationa l meri t an d cost-effectiv e poten -
tial. Withi n school s the emphasi s i s likely t o be more i n per-: 
sonalised learning , individua l master y o f knowledge an d skills , 
and th e possibilit y o f using independen t stud y period s to fre e 
teachers fo r more individua l tutoria l wor k an d remedia l teachin g 
in smaller groups . Th e one - and two-teache r primar y school , 
handling severa l grade s i n a single classroom,become s a  viable 
proposition i f there ar e adequat e materials, audio- and visua l 
aids, to keep severa l disparat e group s occupie d whil e th e 
teacher concentrate s o n a particular age - or ability-group . A t 
secondary leve l man y possibilitie s ope n up i f school s have well -
stocked librarie s which student s ar e taught t o consul t an d use, 
and i f the schoo l timetabl e make s provisio n fo r supervise d 
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periods of independen t study . Th e propositio n onl y appear s 
financially unrealisti c i f one overlook s what i s being spen t 
on teachers'salaries, a small par t o f which coul d financ e suc h 
a system . On e moves o n to system s o f part-time attendanc e an d 
evening classes , suited mor e t o youth an d youn g working adult s 
than to children . A t the apex , so to speak, of the system , 
but no t necessaril y th e most cost-effectiv e o f all , stand th e 
'open universities' using radio , television an d correspondence . 
On the horizon, revolutionary communication s an d informatio n 
technology ope n u p extraordinar y prospect s o f learning . The y 
challenge th e teache r les s with redundanc y tha n with t he prospec t 
of new professional tool s an d a  new role. 

59. Wit h budget s under pressure , but with eve r increasin g 
numbers seekin g educatio n a t the ver y expensiv e uppe r secondar y 
and tertiar y level s i n both genera l an d vocational education , 
I believ e tha t i t is to learne r motivatio n an d learne r tim e w e 
must loo k fo r the most underuse d resource s fo r education . Thos e 
are th e resources which ou r educationa l strategie s shoul d abov e 
all see k t o tap i n their effor t t o creat e system s o f educatio n 
which ar e more cost-effective . 
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APPENDIX 

SUMMARY O F WAYS T O CLOSE TH E RESOURCE GA P I N EDUCATIO N 

I. RAISIN G ADDITIONA L RESOURCE S FO R EDUCATIO N 

A. FINDIN G EXTR A MONE Y 

(i) Additiona l Domesti c Publi c Revenu e 

(ii) Privat e Source s 

Contributions t o State School s 

Tuition fee s 

Other charge s (fo r academi c an d non-academi c 
services) 
Private gift s 

Development o f the Independen t Schoo l Secto r 

(iii) Educatio n Institutions ' Ow n Earning s 

Production unit s 

Other earning s 

(iv) Receip t o f Developmen t Assistanc e 

B. TAPPIN G RESOURCE S I N KIN D 

- Tim e o f personne l 

Buildings, materials, service s 

II. BUYIN G EDUCATIO N INPUT S MORE CHEAPL Y 

(i) Bul k purchas e an d competitiv e tenderin g 

(ii) Erosio n o f salarie s through inflatio n 

III. REDUCTIO N O F EDUCATIO N PROVISIO N 

(i) Scalin g dow n siz e to reflect demographi c declin e 

(ii) Cuttin g educatio n expenditur e 

(iii) Cuttin g socia l expenditures , including residentia l 
provision. 

IV. COST-EFFECTIV E US E O F RESOURCE S 

A. GREATE R EFFEC T THROUG H IMPROVE D PRACTIC E 

B. COST-REDUCTIO N 
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IV.B COS T REDUCTIO N 

(i) Reducin g Pupi l Contac t Tim e with Teacher s an d 
Buildings. 

- Shorte r learnin g day/week/yea r an d shorte r 
courses 

More independen t learnin g by student s 

More extra-classroo m learnin g 

Part-time elemen t o f courses to be increase d 
especially fo r teacher trainee s 

(ii) Teachers/Building s t o Servic e Maximum Numbe r o f 
Pupils. 

Norms fo r clas s size s to be se t a t economi c 
level 

Merging classes an d school s 

Specialisation o f institution s an d concentratio n 
of studie s 

- Combinin g learnin g group s an d one-teache r 
schools 

Limitation o f splitting o f classe s 

(iii) Extending work perio d o f Teachers an d Buildings . 
Teachers 

Higher teachin g load s and enforcemen t o f sam e 

Peripatetic teacher s workin g i n more tha n on e 
school 

Training teacher s i n more tha n on e subjec t 

Buildings 

Longer timetable d school-da y 

- Highe r utilisatio n rate s through improve d time -
tabling 

- Share d us e o f spac e 

rotation o f classe s 

shifts 

sharing o f facilitie s b y tw o or more school s 

- usin g school building s fo r evening classe s 

Creation o f specialis t centre s 
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Design o f multi-purpose classroo m spac e 

(iv) Substitut e Cheape r Input s fo r Expensiv e Ones . 

Substitute studen t monitors , teacher aides , 
unqualified teacher s fo r full y qualifie d 
teachers i n routine task s 

Restrict us e of specialis t room s etc. to form s 
of instructio n requirin g the m 

- Us e 'free ' studen t labou r fo r cleanin g an d 
maintenance task s o n institutional compound s 

(v) Miscellaneou s Measure s 

Cut ou t wast e throug h bette r managemen t 

Substitute leav e withou t pa y fo r leav e wit h 
pay, for educationa l personne l undergoin g 
further trainin g 

- Restructur e salar y scale s 

(vi) Bette r Managemen t 

- Improve d expenditur e contro l based o n bette r 
information 

- Greate r incentive s t o educational manager s cu t 
costs 

V. ALTERNATIV E LEARNIN G TECHNOLOGIE S 
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