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/ ' ABSTRACT

The purposes of this study were to examine the rgle of ‘the Academic
Couné,il in the academic policy-making proceés of a Quebec CEGEP and to
cdnpare the Academic Council with the Educational Couribil described in

the Parent Report and with a particulgr participatory decision-making

model. A case study method was-employed using one Anglophone CEGEP.:

The minutes of the Academic Council’and thé Board of Governors over a
five year period were analysed. It‘ was found that ’ghe Academic
Cc,:uncil played a limited role in the | academic policy-making process.
It was also found that the Academic Council did ;161: fulfil the ideals
— of the Educational Council nor was its role accurately —fiescribed by

the participatory decision-making model.
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Cette &tude examine le rdle de 1la Commission pédagogique dans le
pr"ocessus df(?laboration des politiques éducativgs d'un CEGEP du
Québec; la Con;riission pécia;gogique fait 1'objet d'une comparaison avec
le Conseil &ducat{f décrit dans le Rapport Parent et avec un modele
spécif’ique de prise de décision par participation collective., Cette
gtude de cas examine un CEGEP anglophone. Les p;océs verbaux des
réunions de la Commission pédagagique et du Conseil d'administration
ont &t& analysés ;oqr une période"de oing ans. T1 ressort de cette
&tude que la Commissiqn pédagogique a joué wn  rBle limité dans le

processus d'elaboration des politiques educatiﬁes. I1 en ressor}t

aussi que la Commission pédagogique n'a pas réalisé les ideaux que"@\(

Conseil éducatif du Rapport Parent prénait et que son réle ne peut pas
8tre véritablement décrit -par le .modéle de prise de décision par
participation collective employé.
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Chapter 1 .

\ INTRODUCTION = ' ,//
The Nature of Lhe Problem »

The CEGEPs (Colléges d'Enseignemz;lt Géndral et Professionnel) are
relatively new institutions within the pr:ovince of Quebec. They are
post-secondary ~ institutions which provide two *years of education
beydnd a Quebec secondary V for Quebec students wishing bor pursue
university studies. They also provide two: and three year career
programs for students who wish to enter directly into the labor forece.

- - “
Over the past fifteen years the CEGEPs have developed their own
identity and management systems including systems for academic
policy-making. In develoxiing these academi;:rpolicy-—making procedures
the colleges have been faced with two problems that have been
difficult to deal with. The f‘irst is related to their position
_between the high school and the univers:ity. Should a college pattern
wits academic decision-making after the traditional approach of the
university where academic faculty have broad powers, or should the
process be centrally controlled as is characteristic of the high
school midel? The second set of opposing forces is found between
those advocating a collegial system ofiéharing responsibilities 'and
authority in an atmosphere of academic freedom and those advocating a
more politicél approach associated with wions and collective

bargaining. These forces, operating in the CEGEPs during a time of

1
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rapid social change, have resulted in an academic policy-making

. proces¢ that is unique and constantly chinging.

ad

Most of - the CEGEPs in Quebec have established an academic
policy-making process in which{ _an Academic Ceuncil was to have played '
a key role. fAn Academic Council was to be composed of representatives
from the v.arious‘ constituencies Sf - the colle.ge. There was to be
representapion from administration, teaching faculty, support sta)ff,
and 'studeni:.s. This Council was .to discuss matters of academic policy

and make their recomendations to the Board of Governors.

The academic polic;-making process . in the CEGEPs ' has not been well
docunmented. Tt is important that it be documented in on er to record
the formative séges of the system. The ademic Oou;;ix has been
given, by govermment, a key role in the “Nacademic policy—making‘
process. It is important to document the rol€ of this council in order

i
to fully understand the policy-—making process. -

’Ihis study will attempt to determine the fumetion and role of the

jAcademic Council in the academic policy-making process of one CEGEP in

I'd

the Quebec college system. -

¢

-

Rationale’

*

Policy-making will be défined as the process whereby decisions are

made that commit the organization to a particular course of action.




( ; - Theref‘ore, since decision-makmg is ti essence of policy-making, the "
) princ1p1es of declsion-makmg will be applied in order to understand
the policx-making process. ‘ h ‘
b
’ ° Y

Parsons (1960) suggested that different types of decisions must be
« N made at different levels in an organization. He identified three

areas of decision-making which, if applied to a college setting, would i

. be Board decisions,” administration or management decisions, and
faculty decisions. It would appear that an Academic Council could
play an important role at all theSe decision-making levels when

academic matters are being considered.

Richardson (1972) proposed a participabory governance model to *
fad\lilitate participation by all groups throughout the three levels of ~
¢’ pollzll‘cy-making. Richardson qonsidered three constituencies within the
coﬂege' ’that'shoﬁlc'i be involved in the pelicy-making process. ‘These
three groups are administration, faculty and students. He proposed an’ ,
\ .. A1 College Senate with equal representation fYom faculty and students A
and 'a somewhat smaller representation ﬁ'om administration. 'Ihe '
gener'al function of the All College Senate was to 'provide a forun to
- discuss and resolve issues of concéin to the entire college' (p. 196).
According to the model, the specific functions of the All College
Senate should be:well defined and approved by the Board. Eaeh

cohstituancy would have .its own internal organizational structure

eompieéeicgy apart from the All College Senate. The All College Sgnatie
. 4 C
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was to be supplemented and assisted by joint committees that r\e\;)Qrt

to the senate. The model may . be yepresenged diagramétic‘a]_.ly as iﬁ\

AN

~
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FIGURE 1 f
COLLEGE GOVERNANCE: A PARTICIPATIVE MODEL
(Taken from Richardson, 1972, p. 191) ‘
: \
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In Quebéc, the concept of par‘tiéipato;'y policy-making has been
encouraged by the legal re’quirement for each college to have an
Academic CO;JHC;'.I. Secfions 17, 19, and 20 of the General and '
Vocational Colleges Act (1968) make provision for an Academic Cbuﬁcil
at  each college. Article' 4.5 of the Féc':ult.y Coflective Agreement

(1979 - 1982) further defines the composition , role and function of

the Academic Council.

" The General and Vocational Colleges Act does not specify the

composition of the Academic Council, nor does it provide a detailed
description of its responsibilities and ‘duties.” Each céllege has,
therefore, consideraﬁle flexibility in the establishment and.
functioning of its Academic Council. Some of this flexibility ﬂas
been removed through the collective bargaining process where the
composition and roie have been stated more explicitly. However, each
college can organize and operate its | Academic Council in the way it
feels appropriate, thus making each Academic Council different from
all the others. E .
& " : /

These differences are emphasized by two major influences operating
;Jithi‘n the CEGEP system. The . first ‘uinﬂuence comes from the
historical development of the Francophone CEGEPs in contrast to that
of the Anglophone CEGEPs. The French CEGEPs, which generally
developed from already existing institutions such as the classical

oolleges,\ brought ‘with them an established pattern of decision-making.

2

6
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On the other hand, the English CEGEPs were developed es completely new

institutions. They- had no traditions to utilize' and hence had to

develop cqmpletely new decision-making processes.

T9

o

The second influence comes from the position taken by the faculty

unions. Since 1975, the CEQ (Centrale de 1'enseignement du Québec) ,

which represents approximately twenty percent of the CEGEPs, has taken

‘the position that the Academic Council is.redundant and has bargained

to have all matters referred to the union executive. The FNEQ

(Federation Nationale des enseignants du Québec), which represents the

~ remaining colleges, has not, as yet, taken that approach and its

A S
member colleges, therefore, have functioning Academic Councils.

K]
*

Richardson (1972) and Zoglin (1976) have lamented the increasing role

played by faculty unions in icy-making at the college level. They

; ‘-;:

believe that the collectivevbargaining approach is replacing the

\
collegial approach and dividing the college into two separate and

—rprobably antagonistic groups. This process has left the Academic

Council or senate in a questionable position as to its function.

o
&

It would appear, however, that two-year colleges , in general, have
always been characterized by two groups that were often in conflict.
These twe groups are generally referred to as the ﬁrofessionals or

o N

instructors and the bureaucracy or administration.

SRS

. L.
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The source of this conflict' between the professional and. the

administration has been described by Corwin (1965) in terms of role

coxflict and the place of experts in a democracy. The professional or”

) ) .
expert, in the case of education, the instructor, is expected to be

loyal to the bureauératie organization or administration while at the
same time his main concern is for the students.  Ideologically, the
professional is granted the right to make rules and these rules need
not be standardized. In the bureaucratic structure the bureaucrat
makes the rules which are Standardized. Professonal authority 1s
legitimated by expertise while the bureaucratic authority is vested in

a position.

Litwak (1961) looﬁed at meéhanisms whereby contradictory forms of
organizational structure could exist side by side without destructive
conflict. Tasks were described as uniform or non-uniform with
non-uniform tasks, associated with professionalism, requiring much
~ more disdretion on the part of the employee. 1In the educational
setting, administration would be described as unifbrm and teaching
faculty as non-undform resulting in a dual organizational system.
Conflict arises as to which structhre makes Qhat‘decisions. ‘Colleges
and universities have traditional%y coped with this dualism through
the use of Academic Senates or Academic Councils where\these two

gr&bps could meet and work out satisfactory solutions to issues of

mutual concern.

Ll
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(__} The role of the Ac,adem'ic Council in thg CEGEP is further complicatea

by 1its position in the organizational structure and communication
network. Figure 2 displays this.gtructure for the college under

cohsideration in this study. The Academic Council is a subcommittee

committees and is only represented on the Board throuéh the Dean. The
faculty union, however, has official representation on both the Board

of Governors and the Academic Council.

_ FIGURE 2
ORGANIZATION AND COMMUNICATION STRUCTURE

Board of Executive

--------- Governors Committee
| s - .
| T )
{ . Director : Policy
{ ’ General j Committee
: ) ‘
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I T
: i
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' Curriculum
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Representation —-w e ceao
Formal Academic Policy Communication ===

LU

of the Board of Governors yet it must report through a series of~~




RN

o -
It would appear that academic poliéy—making y and in particular the

role of the Academic Councify, is not well understood. This view was

‘reflected in the Nadeau report (1975) to the Minister of Education on

the state and needs of college education. In discussing the Academic
Council the report stated that 'the Academic Council generates little

satisfaction' (p. 58).

Tnis study will attempt to determine the role and function of the
Academic Council and to evaluate Richardson's (1972) model of academic
policy-making with reference to one college. It 1is anticipated that
these insights will be useful to both faculty and the administration
at the particular college being studied in making their academic
decision-making more effective and satisfying. It is als:o hoped that
the findings may be of benefit to otper célleges in their attempts to
wriderstand and develop their own policy-making processes. It should
also provide useful information and. insight for ‘those outside the
CEGEP system who may be trying .to understand the college governance

functions in Quebec. N

€

“«

. Although the study will not look directly at the high school versus

3

uhiversity govermance issue or the union versus collegial model, it

could provide a valuable 'springboard' from which a detailed study of
the’éé issues could be launched.

4
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The§is Outline

The backgrohnd information, necessary to place the~ academic k

policy-making of a CEGEP into _proper perspective, will be provided in
chapters two and three. Chapter two will examine the various groups

4

and organizations that havé}some ‘affget on policy-making. This
discusssion will begin with the role of the fedéral and provincial
governments in Canada and will continue to include other groups such
as the faculty unions and the students. |

The philosophy ap? development of the college system in Quebec will be
reviewed in chapter three. The forces which produced the educational
reforms in Quebec during the 1960s and the methods used tp bring about

these reforms will be discussed in order to provide an understanding

of the uniqueness of the college system in Quebec.

The administration and governance of the colleges in Quebec will be
discussed in greater detail in chapter four. This chapter will also
describe the administration and governance patterns of the part{oular

college that will be the focus of this study.

THe research, methodology and’a descriptive presentation of the data
will be provided in the f;fth chapter. The final chapter will include
‘a discussion of the findings and some observations about the role and
function of the Academic Council of this particular college. The

chapter will conclude with the presertation of a conceptual model for

N
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| Chapter 2
ACADEMIC POLICY MAKING IN CANADIAN COLLEGES
The academic policy-making process is a complicated process. Mgny
groups, both inside and outside the educational systém, have \an
iInterest in the educational process and hence have attempted to
influence educational policy-making to their special interests or

perspective, As a result, the decisions culminating in educational

‘pélicy have emerged from the interaction of groups and interests in a

power relationship; the give-and-take pr trade-offs that is politigs.
\ .

Q

“Mintzberg's organizational analysis (Mintzberg, 1977), which clearly

1dentif;es the various groups seeking to influence the policy-making
process, will be used as a pattern for this chapter. Mintzberg divided

or'ganizatmn into two general categories: the outside coalition and
the inside coalition. The outside coalition included those groups
outside the organization who wished to influence the policy-making
process of the organization. In Canadian colleges, the following
could be regarded as members of the outside coalition: the federal
government, the érovinqial government, the board of governors, the

faculty unions, and the students. Other groups, such as the parents,

community organizations and the general public may also be considered

, part of the outside coalition and may, at times, have had an affect on

educational policy at the college level, but these groups are beyohd
the scope of this study.

13




The inside coalition described those groups within the organizatio'n
who wished to have some say in -the policy-making process. 1In this
study' the President or Director General, the mid-manaéement or
depaor'cment heads, the faculty, an;i administration and service
personnel will be conéi'dered. It should be noted that in Mintgberg's
model the faculty has been included in the inside coalition while the
faculty union, because of its larger affiliation, has been considered

as part of the outside coalition.

Throughout this chapter ref‘erences; to Canadian colleges will center
on the systems in Alberta and Quebec since these provinces have well
develope(‘:l and comprehensive college networks. Special emphasis will
~be placed on the Quebec system. , f

/.\
P

QUTSIDE COALITION @

Federal Government B

The division of authority between the f‘éderal and provincial
governments in Canada concerning education was spelled out in section
93 of the British North America Act of 1867. This Act gave full
responsibility for education to the provinces. It provided for, and
protected the rights of minority groups to retain dissentient sch9013.
However, according to the B.N.A. Act which ié Canada's constitution,
the federal government was given, suppﬁsedly, a minor role to play in

educational policy. or the process by which that policy was to be
[

14
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established.

The federal government, however, has not remained idle in the field of

education and has been particularily active in post-secondary,
technical and voecational education. This involvement was not}fable

during the early 1900s and again in the 1950s as the federal .

government attempted to \improve the needed technical manpower supply

in order to keep pace with industrialization. The publi'c schools and
wniversities were not providing this type of instructioq so the
federal goverrment altered the type of education provided across the’
country through various acts of "Earliament and through the
introduction of various pr'ogr:ams. There was the Agriculture Training
Program set up in 1913, the Technical Education Act of 1961, the
Adult Occupational Training Act of 1966, and the, War - \;eteran's
Rehabilitation Programs after World War II (Canada Yearbook, 1978:79).
These are examples of some of the -areas in which the federal

government has been a major participant and taken the initiative in

the field of education.

The federal government has also influenced ;;ost-s;condary education
by providing a significant financial contribution for planning and
development of .the post-seco}ldary :3yst.erﬁ3 in order _to accommodate the
rapidly rising enrolments during the 1950s and 1960s. In 1950-51 the

federal govermment initiated a system of grants to the provinces to

assist in the financing and planning of gn‘iversities. In that first ,

15
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year the grant was set at fifty cents per capita based on provincial

population. It amounted to approximatel'y seven million dollars., By

}

. 1971-72 this grant had steadily increased to 750 million dollars

distributed to -the provinces on the basis of their population (Canada

- Yearbook 1978-79). 'Il;e province of Quebec, however, reflised to

participate in this program from 1951-52 to 1960 because it felt the

federal government was encroaching on provincial jurisdiction.

»

|

{ ’

In 1967 the grant system was incorporated into the Federal-,\Provincial

Fiscal Arréngements Act. This act gavé the provinces a Lhoice of‘“

either a per capita grant dr fifty percent of approved operating-

funds. Most of the provinces, including Quebec, choose the latter.
This act remained in f;orc;e uht’ipli Mabch 31, 1977 at which time it was
replaced with the Established Program Financing Plan. Under this plan
each province would receive a payment based on a transfer of tax

credits and a. per capita grant to defray the costs of education,

hospitalization and medicare (Canada Yearbook 1978-79). In the first

year of this plan the federal gov%?nment allocated over one billion
dollars to education of which Quebec received nearly 305 million
dollars (Treasury, 77-78). ’

\
In spite of all this activity the federal government has maintained a
low profile but , at the same time, a signif‘icagt degree of power and
influence. The 'provincial governments, except “for Quebec, have been
placed in a difficult position i}lﬁzthat they dare not assert that the

6 <
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" federal government has invaded the arena of provincial authority lest

the federal government withdraw its funding. This dilemma can be seen
being pLayéd out in the. proceedings of the Council of Ministers of
Education Canada (éMEC). A headline-~ {n University Aftiairs, March
1977, reporting on a meeting of the OMEC in Quebec City described one
side of the’' issue in the/se terms: 'Ministers Tell Federal Government
to Stay out of E‘;ducation' .  The other side of the problem was
described in a repbrt on the same council in the Calgary l:lerald irg
vhich ‘the provinciai ministers wérew very gncerned about possible
reduct.ions of federal financial support for second language
instruction (Calgary Herald, 1979).1 At the present time the federal
government is considering dropping its financial support of higher -

education. This has caused much concern among provincial governments

a'nd the institutions of higher education in recent months.

The province of Quebec has always been careful to guard its provincial
powers frqm . féder'al influence. The government of Quebec has,
therefore, refused to participate in a number of‘ Eederal-Provincial
cost~shared \pr'ograms‘ and forbade private institutions, especially
dniversit:ies; from apcepting federal grants. Quebec not only refused
to -participate 11\1 federal educational programs but also refused to
participate in other federal programs such as the Canada Pension Flan.
Even when federal assistance has been accepted by@CMebecr , 1t has been
cl'{ar;nelled through ‘the provincial treasury. In this way it has
apWT\arec? to the public to have been provincial ﬁr,gncés r'at.her' than

~
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'Ihei*ef‘ore, it is clear that there has resided in Canada a strong
federal force in posl:—secondar'y, education. There has been constant
effort on t\:he part of educators and provincial governments to maintain
the flow of 'federal funds 'and y at  the same time,  to prevent the
federal government from becoming directly- active in educat}onal
¢ policy formation. However, there are some who have argued that the
federal government should play a stronger role in education This
- position has begﬂ\ a:,gjed from four perspectives. First, a strong
“ federal poﬁer could reduce regional and interprovincial disparities of
educational opportunity. Second, the role }of‘ the publie schools in
transmitting the i'listory and political heritage of the nation could be
done more effectively. Third, the role of curriculum ‘in providing'\a
sense of national identity could be more completely actualized. 'Ih:w ;
final argument stated that all students in Canada shé:uld be exposed: to |
a common core of basic subjects regardless of the province of

residence (Manley-Casmir, 1980).

Although the above argwients were directed specifically to public
school education, they db have signiﬁcaﬁce at the college level in

that some of these same concepts could be continued in general studies
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or hunanities courses.

l

In summary, the federal government has influenced education in Canada
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directiy through program policies a_nd -more  indirectly through
financial support via the provinces. The question that now arises is
how much 1ong:er' tlf‘ne federal governmenf. can be expected to provide
these finances without demanding or assuming more control over their
expenditures. It would seem reasonable that it is onfy a matter of
time since t:.‘he pﬁblic, in general, has beeﬁ questioning expenditures

-

in education.

Provincial Governments

\@y The provincial governm?ints were given the sole responsi'bility for

education within their borders by the B.N.A. Act of 1867. As each
\province Joine& Confederation after 1867 these same responsibilities
were granted to them. Therefore, the college education system acréss
Canada has beeﬁ characterized by provincial differences in philogophi'
, and administration. British Columbia, for example, has associated its
colleges with the public school boards and have offered primarily
university transfer courses. Some career programs have developed in
recent years. Alberta, on the other hand, has operated its technical
schools directly from}a govern;nent department ‘;thile the colleges have
used a Board of Governors reporting to a government department.
Alberta colleges provide both career programs and university transfer
programs. Saskatchewan has had a regional contimiing education system
which has provided courses ‘requested by the people of the variocus

regions, Ontario has had a system of technical and vocational

colleges with Boards of Governors that have reported to a commission
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situated between them‘ and the provincial government. Ontario collegés
offer career programs only. Quebec has operated 1its system with
Boards of Governors reporting directly to the Ministry of Education.
Career programs are offered as well as an academic stream. All
prospective Quebec university students must proceed through this
academic stream before being admitted to a Quebec univgrsity. Thus it

can be seen that the college systems vary considerably from -one

province to another. o

-~
L4
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Finaficing' of the college . systems has been provided through the

' N
provinecial governments in all cases. Most provinces have charged a

@

‘tuition fee but these have been minimal and cover only a fraction of

the total cost. The province of _QllePec has charged no tuition fees
for credit courses thus the entire cost has been borne by the
provincial treasury. As a result the colleges have been dependent on
the provincial governments. The provincial governments have set the
educat ional _objectives and priorities for the province and implemented

tﬁem through their financing policies. Therefore the provinces have

‘reserved for themselves the power to make policy regarding the nature

and type of E:ollege education available within their borders.

Each province has developed its own. system of budgeting to p‘rovide the
funds to each of its colleges. These systems have required "each
college to provide a broposed budget to a central authority. These

budgets have subsequently beer; reviewed and appropriate modifications
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have been implemented.  Constant political activity has been required |

on the part of the colleges . to influence the decision-makers in order

to to provide the funds the colleges have requested. Requests haye

been justified, reports presented, and other groups such as advisory
committees, parent groups, students and members of the provincial
legiélatureg have been activated” to lobby in support of their

")

position. -

Program development has been another area where the provinces have
’ (

maintained a considerable degree of control. In Alberta, all new

3

programs must proceed through & program approval proegdure designed to
provide the government wiph coordination authority. Through the
process all the colleges in the pFoviﬁce are informed of new program
initiatives. Thus not only must the politi(rcal weapons of the
initiating college be mustered to gain approval for the program but
the other colleges may join the political arena to .protect similar
programs they méy already offer or to argue that the new program
.should be offered by their institution instead of the initiating
institution. ’

-
Ll

In the province of Quebec the individual college has had very little

to do with the development.of programs and courses. All programs.and

courses are determined by the Ministry of Education. Provineial

%

committees have been established to de\}elop and recommend new courses

as _well as revisions to current c;ourjses. Individual colleges may L

21
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attempt to influence decisions on course content ' through t:he|

provincial committees but the Ministry has had the. final -

decision-making power,

7/

The development of new programs and program revisions has been
financed by the Quebec Ministry i:hrc;ugh a separate fund. If a college

wished to develop a new program a grant from this fund would be

"applied for to provide release time in order that some member of the

faculty could devote his time to the project. Once the funding has
been approved and the task has been assigned to a faculty member, the
college can withdraw from the proc;ess until the program has been
approv'ed by the Ministry. At this point, application for permission
to offer the program may be made by the college. However ‘the
college'; maximum influence may have to_now be exerted in order to
obtain such permission.-

Today, with steady or ;lecliping er;rolménté and reductions in the
purchasing power of the grants, the political nature of policy-making
at the provincial level carnot be 1gn§red. In order to obtaimkthe
funds. required to maintain its programs all the political forces at
the disposal of a college have to be used. Boards of Governors,J
faculty associaiions, student aésociafions, advisory committees ;md
localn resid‘ents may be mobilized to support .and lobby to obtain
provineial approval for the activities that. the college feels are key .

to its success.
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Board of Governors ®

o #
In Alberta, Ontario and Quebec the | colleges have been set up as

' corporations under the jurisdiction of a Board of Governors. These

Boards have been given various duties and responsigilities through the
provincial acts wunder which they were established. They have been
held accountabie for the monies that have been allocated to them from

the provincial authorities. Their general duties have been to provide
appropriaﬁe programs and coﬁrses, to hire the necessary staff, and to

A

appoint the President or Director General. ¢

Dn the surface it would appear that the Boards of Governors have had
considerable pawer _ anq policy:making authority over the coliege but
from the previous discusson it is evident that the Boards of Governors
have very little power or cauthorizy in the critical academic policy
decisions of a colleg? except for the appointment of the Director
General. The keys to the activities and the direction a college
wished to pursue lf;ave been the financial resources at its disposal and
the freedom to spend those resources. Although Boards of Governors
have been accountable to a government authority for their L‘t"inam:es
they have also been burdened with regulations and limitations imposed
by the central authority. Colleges have had to spend their budget as
directed. Any major deviations have prequired prior approval from the
provincial aﬁthority. Colleges could not borrow money, invest money,

or generate additional income witﬁout approval. Capital expenditures

for buildings and equipment must similarly have had. appropriate

-
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Ministry of Education.

approval from authorities above the Boards of Governors.

) 4
Colleges have also been given the responsibility to carry out the
programs and coursegassigned to them. They have been responsible to
hire staff and to provide the materials necessary for the teaching of
the courses and programs.” However, if‘aa college wished to discontinue

an old program or to introduce a new program, each province has had a

method whereby the provincial authority must grant approval. In

 Alberta this has been done through the Program Approval Procedure. In

Quebec these 'issues have been dealt with through a committee at the

The Boards of Governors in the CEGEPs of Quebec have been very

restricted in their policy-making power. The General and Vocational

.Colleges Act of- Quebec established each college as an 1ndependent

'corporation within the meaning of the civil code, and may exercise
all the Eowers thereof in addition to the special powers assigned to -
it by' the Act (General and Vocational Colleges Act, Article 6). In
general, these povers,, dealt with cooperation with other colleges in.
curriculmntmatteré and in areas of capital purchases, borr:owing money,

issuing bonds and investments. With respegt to the capital and

' financial aspects, the college has been at liberty to carry on as it

deemed necessary but appropriate approval must first be obtained from
the Lieutenant—Gévernor-in-Council or Cabinet (General and Vocational

Colleges Act, Article 6). The Ministry of Education in Quebec has
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granted bo‘t,he college the power to agminister its own intermal
system; to hire its own staff and to define their job function; to
manage its property; “to set u’p the executive committee and the
Academic Council; and to pursue its objectives (Genera'l and Vocational
Colleges Act, Article 17). The Ministry of Education ha;r' r(étained
power to approve budgets and to provide the necessary funding through
a variety of grr;mts; 'to examine annual auditor re‘i)or'ts from each
college; to‘appoint‘ the members of the Board of Governors except for
the Director General, the Academic Dean, ‘and the Director o;‘ Student

Services; to make regulations regarding college admission, program

curriculum and fee structure; and to issue diplomas and certificates.

In summary, it would appéar that the colleges in Canada are state or
provincial colleges 'put in an acceptable democratic form ‘phrough a
Boarci of Governors. The provinces have maintained control "over the
vital areas of college education, leaving the local Boards autonomous
to set up their own internal structures, hire their own staffs, and
manage the da); to day operations of the college. The Boards have hadn

*
- very little power beyond maintaining the status-quo.

This has placed the Boards in a position where they have had to become
- politically active if ' they wished to make any changes in the college

for which they were responsible. Although the Boards have been part ‘
‘ of the outside coalition they have had to interact with the provincial

authority, which has also been part of the outside coalition, if they
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wished to influence the maJor policy declslons affecting the college. ‘
This interaction has, of nece351ty, become political in an attempt to
influence the pplicy-makers. This polltlcal activity may also become
partisan since Boards are appomted by the provincial authorities and
in some cases, notably Alberta, the Chairman of the Board is appomted
by the Cabinet. Therefore, political activity between the Boards and

. ¥
the provinecial authorities can be varied, vigorous and intense.

Since the Board has been responsible for the daily operations of the
college it has become involved in policﬂr decisions .affecting these
operations and has thus become actively involved in the inter/nal

politics of the college.

In sumary, the Boards of Governors have been extensions of the

central provincial authority and have been responsible to carry out

7 .
- the policy degsions of that authority. However, Boards have tended

to bave ambitions for their colleges and so wished to have some input
into the policies and decisions made by the central authority. This
has r'equireci political ;activiby initiated by the Boards. In internal
matters, where the Boards have had poiicy-making power-,fa Board may
become involved in the political activities associated with the
development and implementation of these internal policie‘sx. Boards of
Governors have had very little policy-meking power as such(a\nd have,
thergfore, resorted to political means in lbr"der to compete with all

the other colleges for their share of the resources available to the

-
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system.

Faculty Unions

2

The extent of ugionization among the teaching (f‘apulty in Canadian
colleges varies extensively. In Alberta, unionism has been weak. Each
college has had its own union and has negotiated with its own Board.
In Quebec, where unionism has been strf)nger-, the teae}hing faculty have

belonged to one of two large unions and negptia’cions have been carried

“out at the provincial level. Therefore, the extent of the influence

of faculty unions has appeared to be slight where unions are weak and
sigriificant where unions are strong.

There have been two main arenas where the f\aculty unions have exerted
po\litical pressure to influence decisions. These have been thrtough the
Boards of Governors and at the bargaining table. Boards have been
designed to have faculty input thrgugh faculty members who have been

appointed to the Board. Where unions were strong, these membeis have

been an effective voice and influence on Board decisions. On the.

other hand, where unions were weak, " these faculty members have tended

to speak for themselves r:ather than representing the faculty point of |

view.

Similarly, at the bargaining table, weak unions have had 1little
effect on policy and policy-méking procedures whereas strong unions

have negotiated- active roles in these processes. Such has been the

o7




case in Quebec where unions have negotiated a major role for
themselves in’ the academic council. Through workload regulations they
have negdtiated a rrllajor‘ voice in areas of provincial responsibility
such as program and course changes. They have also negotiated a role
in the development of a formulae for determining ' the number of
instructors required at a college. In Quebec the instructors have had
a right to strike which has added | a power ful weaéon to their political

armaments.

It would appear to be true that
*faculties will only get as much power as they insist on
.ses 1f they actively seek power, if they take advantage of
the existing opportunities to exercise it, and “if they
create new opportunities of their own, then their role in
" institutional government can .... be improved' (King, 1979).
The strdng faculty unions such as exist- in Quebec have exerted vast
political influence over the policy-making process. They have had
access to the Academic Councils, the Boards of Governors, and to the
central provincial authority so that they could influence decisions at

all levels. The extent of their influence has been limited by their

degree of solidarity and the political expertise of their leaders.

The critical issue that must be addressed hgs to do with the extent
over control of college education that will be placed in the hands of
the faculty unions. ‘This 1issue will soon have to be faced in

Quebec. rIt is the opinion of this writer that the Quebec government

-

1
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will not allow the unions to take any more control over management
decisions ‘and policies but will, in fact, take back some of;the

benefits alreadyl granted to the union\s such as the minimal work load,

the tenure agreement and even the right to strike.

Strong faculty unions in Canddian colleges have had a marked influence
on the policy-making process because they have played the political

game effectively. However, there are 1limits to the influence and

power that can be exerted and in Quebec those limits are rapidly being
approached especially in the areas of tenure and surplus tea&ing

faculty. ‘ ’

Students

The f‘inalﬁ member 6f the outside coalition to be discussed in this
chapter 1is the studenf{s. The students are the clients of the
colleges, and the people for whom the colleges exist. Since the
student revolts of the 1960s a place in the policy-making proceSs of
the colleges has been reserved for students. As a result, student
representatives have been on the academéc council and on the Boara of
Governors. The students also have had their own organigations or

unions through which thei could operate to influence the policies. 4

The impact of the students on policy-making has, to a great degree,
depended on the particular student. If the student was alert,

knowledgeable, and practiced some political skills, he or she could
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provide vall;able input and/ hence influence the policy decisions. .
However, most students at the college level do not have the maturity.
or experience, to exert much influence. This is especially true in
Quebec where students are generally one year younger than college

students in other provinces.

The other difficulty with effective stul\ient input has been the result
of the short time student; attend a coliege. fSome students will spend
three gears in a college, but the majority of students will spend only
two years. This has made it difficult for studénts to become familiar
with the processes, people and problems - to the extent that they could

grasp the whole picture and make meaningful input.
4

’

~

-
The role of the student in the’ policy-making process can be summarized

as follows: b

'To say the student is a clientuis not to say his opinions ]
are wnimportant. He may lack the professional knowledge and ]
the experience of the faculty and the administration but .
what he lacks in those areas is more than compensated for by ‘
his numbers and his centrality to the entire process of 1-
education. He can tell where it ‘hurts, so he is capable of

cooperating in the process of improvement. Any assumption /
that the student is an inferilor person, subjecE to the ,
wisdom and authority of his betters in the. persons of the

faculty and administration, will stand only as long as it is

not tested. The student must and will be viewed as a full

partner 1in the process of education' (Richardson, 1972,

p.68).
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M Pr'esi'dent

. i The Chief Executive Off‘lcer- of the Board of Governors and thus the

h]

v college, has® had various titles such as President in Alberta,

SN

Prineipal in British Columbia, and Director General in Quebec.
Regardless of the title, tﬁe Chief Executive Officer has ochpied a

N key position in the orgamzation and policy-making process of the
college. He has been the highest r'ankmg member of the internal

_ . coalition while at the same time he has been entrusted with the

D cgnfidence of the Board’ of‘ Governors fepresentihg the outside
coalition. .He has been hired by the Board of Governors and has been

» assigned ‘'the general responsibility of carrying out the poliey
decisions of the Board. ‘ @

The Chief Executive Of'ficer hawd policy—making power only in those
areas assigned by ﬁ% Boar'd and these have varied from- college to
college. However, he has had potential political power that has been
used to-influence decisions made by the Board. This -power has been
brought about through three }‘actgrs:' first, the /power of position;
second, the power- of being the - most knowledgeable of both the inner
and the out,ér coalitions of the college; third, the power of being

\sble to control the flow of comunication cto the Board. Thus he has‘

had considerable political advantage over anyone else in the

? organization.
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The policy formulation and policy-making power of the Chief Executive
Officer has had to do with the da{ to day operratfions of ‘1':he college.
These have been as%igned to him by the Board. The Board has hel‘ﬁ
other policy matters, such as budget approval, under its control while
the major academic issues of a college have been dealt with at the

prov inciél level.

. Although the Chief Executive Officer has been a key figure in the

policy-making process he rlas had to virtually walk a political tight
rope to be effectives If he has been unable to influence decisions in
accord ” with the/ int'erests of his staff, he will have lost their
confidence. Similarily, if he has not been able to convince his staff
to accept and follow a Board policy, he will have lost the confidence

of the Board. Since the Board has the power to hire and fire him and

the academic council normally has to advise as to his tenure, he has

had to constantly please both parties at the same time. This has
proven to be an impossible task and has probably accounted for the

short 'life-span' of Chief Executive Officers in the college system. *
. 4

This shor"t tenure of Chief Executive .Officers has begn particularily
noteworthy in Quebec where the, average .term of office has been only
1.6 years (Nadeau, 1975, p.10g). This can,.in part, be attributed to
the limited scope of policy-making availat;le to the Directors General

in Quebec. People in these positions have become unhappy with the

illusion of power associated with the positiim. Faculty and Boards
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‘have become disenchanted because they feel their Director General
should be able to do more to obtain the necesséfy resources to fulfill
their objectives. The Director General has become uncomfortable in

this position and has moved on to other areas.

Mid-Management

Mid-management, in this chapter, will be déf‘ined as those department
hea‘&g. immediately below the Academic Dean. They are primarily .

interested in the policy and decision-making associated with the

internal operation of the college. They are concerned with the

allocation of the budget to ;he various departments, the declar;tion

of surplus staff, the a(c,quisition of materials and supplies, and the

maint7 ance of existing equipment. Decisions regarding thiese matters

are o; en made in a political atmosphere that can be very intense as
t

depa‘::tments attempt to influence and bargain with each other in order
to qﬁtain the maximum benefits for their departments.

Many:t‘imes the§e matters have been referred to committees or to an
Ac;ademiAé‘Council where the mid-manager may not have a direct voiée. .
In these /s;tuations the mid-manager has had to lobby the committee
members in an attempt to influence them to his point of view .

In other instances the mid-manager may be asked to implement a policy
he or his deparhnqut may not agree with. In such a case he has had to

‘gxert his political skills to convince the higher 1levels of the

o
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inadequacy of the policy while, at‘ the same i:ime, work out a‘
compromise with his staff. In doing so, the policy could be

implemgnﬁed in some form or be complétely subverted.

r

: Mid-managers, therefore, have been acitively involved in the

policy-making process. These processes have become more political as
the scarcity of resources has increased and as student enrolments have

stabilized or even decreased.

i

Faculty
The faculty of a’' college have had very little direct policy-making

power. They have had, however, several avenues through which they
have influenced the process. ‘They have (attempted to ;.nf’luence
policy-makers through the faculty un.ions as described earlier. They
have also used the avenues available to them through their department
and department head as well as through Academic Councils and other
college conmittees.‘ It would appear that faculty have not been
effective in makiné their voice heard except through strong faculty

unions and strong representation on Academic Councils.

Administration and Service Staff

In this category the role of the adminstration and service personnel

at acollege will be considered. This will include the student

services, financial services, secretarial services, and maintenance

staff. These employees have generally been concerned only with those

~

it
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policies that affect their working conditions and salary for which
purposes'they haw;a haq thei}* own unions.

Student services and finanecial services ha;/e become involved in other
areas ~of ‘policy because they have been. concerned with the student.
The policies and procedures that have been set up to accommodate both
students and financial accountability have a direct affect on the
academic sector of the- coilege. At this point, the level of political
interaction has 1ncreased-as each academic department has attempted to

obtain its fair share of the students and finances.

CONCLUSION

As set out in the B.N.A. Act, education.has been the prerogative of

the provinces. Each province has, therefore, retained for itself the
policy-making authority in college education. Each province has
determined the type of college education it will provide, how it will
provide it, and how much money it will devote to it. In order\to
implement these educational policies, most provinces have established
their colleges as autonomous corporations operated by a sBoard of
Govetjnor's. These Boards have had limited policy-making powers and
some of these they have delegated to their iChief Executive Officer.
Below this level, = policy-making has been restricted to the daily
éperations of 'the' college. .
. X -

\
\
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Chapﬁer 3
~ PHILOSOPHY AND DEVELOPMENT OF THE CEGEPs

in 196¢1 the government of Quebec established a Royél Commission of
Inquiry on ' Education. The findings and recommendations of this
Commission were published between 1963 and 1966 in five volumes known
as th Report. Royal Commissions set up by governments are not

uncommon. The commissions do their study and publish their findings.

-Their reports are often read by only a few government personnel, filed

away on ‘a shelf and promptly forgotten or ignored. This was not/.;he
case with the Royal Conmié.sion of Inquiry on Education in Quebec. The

_f‘indirigs and recommendations of ,this Commission were used as the

foundation for major reeforms in the %ducational system of Quebec,
particularly at the post-secondary levels. This chapter will review
the reasons why the Commission r-ecdmnenéed such extensive reforms and
the historical development of those reforms.

N L 4
Forces for Educational Reform

The 1960s were characterized by extensive Ichanges in education, not
or;ly in Quebec, but across Capada and the Western mr;d, in general.
Governments poured millions of dollars into education&’to develop new
systems of delivery such as programed 1ear:ning, new curriculum such
as the mew mathematics, and new teaching methods such as open area
schools. Mémy changes'were 1ntrod;1ced in an atmosbhere tﬁat could

¥
almost be described as frantic. .o \

g
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There were two major f‘actor\'s that necessitated the educational reforms
of the ‘ 1960s. The first of these was a c;hange of attitude toward
universal education that developed during the 1940s and the h195()s.
Euducation for all was a utopia that had heen given 1ip service but
never carried out in actual practice. ( Then in tile years immediately

following World War II extensive educational programs were: set up for

the returning service men. As a’ result society began to see that ‘
education could be made available to the masses and not just to the

elite. Education beyond elementary school became viewed as a right

rat}}er than\a privilege. At the same time the emphasis in education
began to shift from the accumulation of knowledge to the development
of the ability to learn. The problems were intensified by the rapidly
i?ncr'easipg student numbers as the post-war baby boom became of school
age. It was necessary to make extengive changes in the educatiopal
system in order to accommodate this changing attitude and the increase
in student population.
* , . P

The second factor was the rapid technological development that took
place during the twenty years prior to 1960. There was the wide
spread Jse of the telephone and television that changed “the life style
of society. There was the development of the transistor in the late

1940s and the commercial availability of the computer in the 1950s.

However , the technological de\}elop;nent that had an immediate effect on

education was the advent of the space age ushered in by .Sputnik I in
the fall of 1957. The Western world was thrown into a state of shock
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C; because it was evidepf that their Eastern counterparts had a e
‘ advanced and 'superior technology. To correct this deficiency the
Western world had Nto upgrade its educational system. Masses of
unskilled labor were no longer ap a§sest. A téchnically competent .

o~

} labor force . was required and this m ant more and better education..

N This not only spurred on the develoﬂ‘iem; of post-secondary education,
but also stimulated the 'New l"éth' 'PSSC Physies', 'Chem Study', and
{ . 'BSCS Biology' as well as new teaching methods and the r'e-designmg of

5

of physical plants. .

| The Quebec Situation

The situation in Quebec in 1960 was such that in order to cope with
the pressures of universal education and technological development
‘ extensive changes in the educational system were required. The

educational system in. Quebec was divided into two groups: the French

speaking or Catholic sector and tk\xe English speaking or Protestant
sector. In the French sector, whi;h was the vast majority. of' the
Quebec population, the educgtrarﬁrmf/;m was operated , in effect, by
the church. It included only elementary education until 1956 when a
secondary level was recognized. The post-secondary education was also
church controlled and tended to be private, elitist, ‘and classical in '
content.ﬁlt tended to be very expensive, and as a ;'esult very few
French were able to pﬁrsue their education beyond the secondary level,

if in fact they went that far. ‘ ‘ o
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" In the English sector the situati was somewhat better in terms of

the availability of post-secondary education anq the percentage of the
population ' that attended. The system was well established and
organized and provided a s?mewh;t broader and moré practical education
than was common in the private colleges of the French. However,(the
English systezfl tended to be very academic and oriented to the

traditional professioné available through university training.

In Quebec, at the beginning of the 1960s, there was a great(

proliferation of post-secondary institutions with very little, if any,
cwrdinqtion between them. They v\:ere largely private or church
operafed institutions that catered to the upper class and provided a
classical curriculum centering on philosophy, history and politics.

The situation was well described in the following words: /

'From this description, there emanates an impression of
incoherence and anarchy: watertight divisions between
pre-university training and vocational training; a
multiplicity of administrative and pedagogical systems; 0)1
repetition of numerous subjects; a variation in entrance
requirements at university level, between sectors and even
within a single sector. All these disadvantages result from
the fact that six parallel systems occupy the field of
post-secondary education' ‘(Education Documents 3, p.26).

The Royal Commission of Inquiry _on Education

@&

It should now be evident that the province of Quebec had to introduce

some major modifications into 1its | educational system - at the
post-secondary level if it was to deal with the pressures of universal

education and if it was to meet the demands of a technological age.




(,j ' It was /56 this end that the government of Quebec commissioned the . -

lioy;l/ Commission of Inquiry on Education #h 1961.

//'I'he Commission began its work immediately under the chairmanship of
// The Right Reverend Alphonse Marie Parent. It based its work on the

assumption that ‘an educational system must meet: three goals:

'To afford everyone the opportunity to learn; to make <
available to each the type of education best suited to his

aptitudes and interests; to prepare the individual for life

in society' (Parent Report, Vol‘I, p.75).

;Ihe Commission also‘toéﬁ the approach that

Qb
'in the past the State left responsibility for teaching to
private initiative, especially to the churches; now the
State has become the principal agent for organizing,
coordinating and financing all education' (Parent Report,

Vol I, p.72).

It felt that

. ) 'to place education at the very forefront of political
issues will invest it with the’ importance it should have'
(Parent Report, Vol I, p.81).

From this basls the Commission began its task

'to ‘study the organization and financing of education in the ~
Province of Quebec, report its findings and opinions and
submit its recommendations as regards measures to -be taken
to ensure the progress of education in the Province'.(Parent

. Report, Vol I, p.IX).

The Commission, first of all, carried put a detailed inventory of the
‘ .
resources currently available within the province. Then they visited

Ci . v Mo
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the other provinces of Canada, many. of the states in the United

States, and various countries in Europe. “The third phase was to
reflect on the f‘irst two steps and recommend a system that would meet
the needs of Quebec. Their objective was not to take one of the
systems that they had seen on their visits and adjust it to the Q.le:bec
scene but rather to develop a completely new system unique to Quebec

and its needs. The system, known today as the CEGEPs, is the result

- of this process at the post-secondary level.

At the post-secondary level the Commission recommended that

'there be established a level of education complete in
itself, of two years duration, after the eleventh grade,
which shall be clearly separate from both the secondary
school course and higher ®ducation' (Parent Report, Vol II,
p.190). .

This level of education was referred to as pre—universi{:y and
vocational education with the following aims:

'to assure the greatest possible number of students who have
the necessary aptitudes:the opportunity to follow studies of

o longer duration and better quality; to cultivate an interest
and a desire for education on the part of the students in
order to 1lessen the number of failures and premature
withdrawals; to further a wider cholce of studies, better
fitted to the level of pre-university studies and vocational
instruction; to establish a uniform system for transition
between secondary and higher education and to give students
a better preparation for embarking on the latter' (Parent
Report, Vol II, p.166). o

The Commission also recommended the formation of an Educatlonal
Council. This Council was to be composed of 'the Principal, his

Assistants, the Department Heads and“ certain Instructors choosen by

I ’

e ]
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theif Colleaques'. The Council was to be of 'primary importance “in
coordinating the departrr:ents, programmes and the various institutes
invzalved in the programs'. It was to be 'something 1like a n"érve
center, giving 1life and direction to the whole Institute'. (Parent

Report, Vol II, p.184)

Implementation of Parent Report

In Feﬁruary of 1965 the Department of Education set up a Planning
Committee for Pre-University and ,bVocational Education ('COPEPP', or
Comite de Planification ae 1'Ensignement Pre-University et
Profesaj.g_gnel) to plan the necessary legislation, policy, procedures
and curriculum in order to implement the recommendations of the Par[ent
Repor'i:: In its original maqdate, this committee was asked to have the
first colleges open their doors to ‘students in September i)f 1965
(Whitelaw, 1973). By May 1965 it was evident that this objective
coul/d not be met ‘causing the first colleges to come on stream in
September of 1967.

)
COPEPP was gstabliéhed in February of 1965 and presented its final

‘report in March of 1966 (Whitelaw, 1973). During those thirteen

months. the recommendations of.the Parent Report were translated into
working plans' by the committee. This involved the first draft of
Regulation Number 3 rgspecti/ng pre-university and professional
studiés, a first draft of a curriculum and the development of The

General and Vocational Colleges Act.

\\\m,«/ i H2
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Formation of First Francophone Colleges

The General and Vocational Colleges Act became “Law on  dune 29, 1967.
This énabled the first twelve colvleges to open their doors in-
September of that year. More will be sa‘id about the General and
Vocational Colleges At in the chapter o-n Governance ' and
Adminstration\. However, it is important at this point to no'te that the
Act made it - possible for the amalgamation and conversion ‘of
institutions that existed at the time. In this' way several existing
institutions could share their facilities and resources and ‘offer the

college level curriculum approved by the Ministry of Education without

- having to invest 1large sums of money on capital construction or

manpower . This provision ‘accomplishgd two objectives in that it
decreased the costs and time required to open a CEGEP and it provided
for the coordination and §tandardization of the post-secondary system
that existed in Quebec at the time.

It was through this process of amalgamation and conversion that most
of the French CEGEPs were formed. Buildings were available as well as
staff. There were problems with such things as ownership of the
property since many institutions were either privately owned or church

‘ - -
owned. There were also problems with the transfer and qualifications

of staff which resulted in some colleges running short-staffed or
staffed with inappropriately qualified personnel. Perhaps the most
significant problem was the lack of qualified and experienced

administrators to operate the new colleges. Most had come up through
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the ranks of teachers and had no training or experience in
administration. As a result, many mistakes were made and there was a
‘rapid turn-over in staff at the adminstrative leveéls. However, in
spite of the problems the French CEGEPs have flourished and in many
resbects they are meeting the objectives for a college system as .
outlined in the Parent Report.

. “T
Formé“%ion of First Anglophone Colleges

The development of the Englishispeaking CEGEPs is a different story
from that of the French speaking sector. First of all, the English

.. Sector already had an operational system of education from elementary

school through university. Second, the CEGEP plan would add one more
year of study before university graduation. . Previously a student

, could graduate from univer's:ity following four years of study beyond

=

grade eleven, but fr}dw under the CEGEP plan a student would have to
study for two years at CEGEP then three years af university to get the
same degree. Therefore, the English-speaking population of Quebec

3

were, by ‘gnd\ large, opposed to the CEGEP system and did not rush to

' hawks it implemented. /

}

Héwevér., the Gen;ral and Vocational Colleges Act and Regulation Nﬁmbe?
3 made it mar;datorw for a Quebec. student to have two years of college
before ente;'ing a Quebec university. The _English did not have an
existing system of post-sécondary institutions that they could convert

to a college which meant that there were no buildings and no staff

hy
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available. The govermnment was *thus ffaé:ed wlith a whole new set of
problems associated with - building a college from nothing. These
problems centered around the aéquisition of property for classrg;on‘xs,
equipgner:t for laboratories, and hiring of s;taff. These problerhs were
Eandled with varying degrees of success and frustration enablg.ng

, » 12
Dawson College to open in the fall of 1969.

. B ) ‘ .
From.;t}hese beginnings fhe college ggsﬁstem grew until in 1976-77 there
were 38 CEGEPs in total with four Qf them catering to the
EngliSh-speaking sector of the provin‘ce (Statistics Canada Report
1976-77, p.31). Since 1967 the colleges have significantly changed
the post-secondary’ edueational pattern of the province ﬁ*om one
character‘ized by fragnentation;\,apd elitism to a system highly.
coordinated and made available to jall who wish to make use of their

services.

Collective Bargaining

‘Faculty unions and collective bargaining have been a predominant

characteristic of \the/ Quebec cbl,leges from their inception. Through.

' the Labor Code of 1964 the Jgoernment of Quebec approved cBllec;tive

82
uded in this' 1egislation, and thereby

bargaining, unionization, and e right to S&trike for the publi_c?
service incl’uding teachers. Inc

given the same rights, were the !normal schools except for McGill, the-
technical schools and the classié;al colleges. Therefore, by the time

s the first.colleges came' into fxistance in 1967, the concepts and

o
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processes of unionism and collective bargaiﬁing were well established

among the teaching staff that became the instructional staff of the )

- / . S A ‘1:
CEGEPs. ‘

A
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The government consolidated negotiations for all the publjc service

when it passed Bill 25 in 1967. This meant that all sectors of the

A A

.public service went thr’ough collective bargalning at the same time.

Thus ali teachers, from elementary teachers to college instructors,

carried out their collective bargaining process at the same time,

The Rand Formula was also put into effeet in 1967. 'I,Lhe‘ Rand Formula

made it mandatory for all public emplbyees to pay union dues whéther
they w}shgd to’f become members of the union or not. 'Ihus the payment
of wnion dues became a condition of employ‘mentb.
& :
At the present time the teaching faculty at the CEGEPs are representeq
by two unions. Eighty percent of the CEGEPs are represented by the
FNEQ, the Federation Nationale des Enseignants du Québec, which-is
affliated with the CNTU; the Cﬁnfe‘deration ‘of‘ l%tional‘ Trade Unions.
The other twenty percent of the ‘CEGEPs are represented by thé CEQ,
Centrale de 1'enseignement du Québec. N
|
When the CEGEP system began collective bargaining centered around the

bread and butter issues of wages, 'pension plans, health care, ete.
" b

Now the collective bargaining is touching many areas that were

[ 4
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Conclusion

PR Y . o

previousfy left to management. Matters such as formula for

determining the number of instruectors requiired, workload, and program

development are now issues of negotiation. Collective agreements have

( : s
become very large volumes that are complicated and technical in

“nature. * C

{

The administrative V\staff at the colleges are not unionized, although
there is talk to do so. Their saiary and working conditions' are
dictated by the provincial _government in a document entitled
'Politique Administrative et Salariale'. ‘The administrative staff
generally do not enjoy the same degree of job security or tenure as
enjoyed by instructors. Similarly, their salary is not significantly
higher than the top salary pald to ir;structors. Therefore, from a

monetary perspective and in terms of security of position, an

administrative position appears to have very little to offer.

~

L]
s ]

The CEGEP asystem :f.s still young and developing. It has experienced
constant ei'xanges in policies, procedures and regulations.. However, it
remains as a separate entity in tr}g e/c!ucat;i.oﬁéilf s;)ectrl-m between
secondary school and university. The Byst';em continues to Lprovide
accessible post-secondary education to all who wish to bene{é:ﬁt?f‘rom it

regardless of their location in the province or their financial

' position. It has played akey role in bringing Quebec into the

technological modern world within a time span of only fifteen years.

1
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_ Chapter 4
ADMINISTRATION AND GOVERNANCE
The adminstration and governance of the college system in Qleb;c is
affected by five acts of the provincial legislature. These acts are
the Department of Education Act, the Super ior Council of Educatic'm‘
Act, the General and Vocational Colleges Act, the Amendments to the
General ar}d Vocational éolleges Act (Bill 25, 1979), and the Act

o

0 o
Respecting the Council of Colleges (Bill 24, 1979).

L]

Degar;tmentfo{f Education Act

In 1964 the government.of Quebec passed the Depart.mént of E‘ducat.io’n
Act. By this act the government took upon itself .the responsit;ility
for all public education. This responsi'bili‘cy had been previously
left with the church. At that point in time post-secondary education
at the college or pre-unive}'sity level hecame the responsibility of
this new Ministry of Eduecation. $-’

Superior Council of Education Act

' N )
The Superior Council of Education Act was also passed in 1964. 'I‘ne) -

function of the Superior Council of Educatién is to advise the
Minister on specific issues relating to education within the province.
Some of these issues deal with college education and must, therefore,

be referred to the Superior\ Coumeil before‘ the Ministry of Education

can act. Generally, the areas of referral involve college name,

u8
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lociation, programs offered and certificates issued (Superior Council
of Education ‘Act, Section 28). '

Council of Colleges

A College Council was established for the Province through Bill 24 in
1979. The 'genex“*ai objective of the College Council is to advise the
lﬁiniqster of Education on the needs ‘of: college education and to make
rm@endatibns on polifcy, programs and other acti:/ities that the
College Council feels" riecessar:y to m;eet the needs .of' mllgée
education. ,
! | v

The College Council 1is to be assisted in its activities by two
standing committees; one comittee is to deal with evaluation and the
other to deal with professional teaching. The committee on evaluation
has been"vi‘siblyd active but the other committee has not appearéd to be
as active. o

14

In preparing advice for the Minister of Education the College Council

~ 1s to seek the opiriion of the public as weli- as all the constituents

of the dollege milieu. Included in the college scene are the Board of
Vd

.Governors, the faculty, the students and the parents.

(.J -

General and Vocational Colleges Act’
In 1967 the éovernment"passed the General and Vocational Colleges Act

whiél’ was the Ministry of Education's method of fulfilling {its

9
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responsibility for public college education. The Act was set up as
recommended 'in the Parent 'Report and provided for the implementation

of most of the Parent Report retommendations.

A}
[

The ngeral and Vocational Colleges Act was designed bo_ establish a
type of institution rather than a specific institution. as such;".“the
Act.had to leave considerable flexibility so that the various'col&meﬂges
could develop ‘their own uniqueness and characl;er. At the same time
the act’ had ‘to be firm enough. to provide for départmental

standardization, especially in the areas of finance and curriculum.

The Act established each college as an 1ndependent corporation
governed by a Board of Governors. It specified the membership,
appointment and tenure of the Board of Governors. It also specified
the duties and responsibilities of the Board and its relationship to
the Ministry of Education. ' ‘

3

Board of Governors ;

As a corporation, the college . is governed by a Board which is
responsible to carry out the rights and powers of the college (General
and Vocational Colleges Act/ article 6). 'Ihe compo ition{ appointment
and tenure of the board members was spelled out in sectibn 8 and 9 ‘of
the General and Vocational Colleges Act and amended through se?tion l
of the Amending Act in 1979. At the present time all board members

. must be approved by the Minister after their nomination by their

{
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respective constituency as follows:

a)

b)

e)

d)

e)

)

g)

h)
i)

U

4

five persons appointed for three years fréom the varipu;
sectors of the community served by the college.

four parents of students appointed for two years.

three members of the instructional staff nominated by the
faculty union‘and appointed for three years.

one ' professional non-teaching .staff member abpoi’nted for

three years.

_two regular studenté either full or ~part-time apppinted for

L

one year.
one memberr of the support-staff appointed for three years.
The B-irector General. s . ‘
the Academic Dean.’ |

the Director of Student Services.

%

The _first chairman of the Board was to be appointed by the

Lieutenant-Governor-in-Council. .Thereafter, the Board is to_ choose

~11;3 own chairman- annually (General and Vocational Colleges Act,

article 13).

The Ministryc of Eduecation has‘ granted to the college the power to

administer 1its own internal system; to hii‘e its own staff and to

define their job functions; to manage its property; to set up the

Executive f Committee and the Academic Council; and to pursue its

.objectives (General - and Vocational Colleges Act, article 19). The

b
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Ministry has retained the power tb. approve all budgets and to provide
the necessary funds through a variety "of grants; to examine an annual
auditors report from each college; to appoint the m;nb'ers gf i.he
Board of Governors; to make regulations regarding college adm;lssion,
program cgrriculum and fee structure; and to issue diplomas énd

certificates.

Director General and Academic Dean =

The Director General of each college is responsible to see that the
decisions of the Board and the Executive Cpnmittee are carried out.
—— /

The Academic Dean is responsible for all matters of an academic nature

and to fill the role of the Director General in the latter's absence.

The Executive Committee

The ordinary administration of the college is to be carried out by the
Executive Committee (General and Vocational Collegeé Act, article 14).
This committee 1is to be elecfed from the Board and chaired by the
Director General. It is . to carry out whatever duties and
requnsibilities are assigneci to it through the by-laws of the Board.

The Academic Council

/

}'he Board is also required to establish an Academic Council (General

and Vocational Colleges Act, article 16). The function of this
‘Council is to advise the Boa;'q on the organization and development of
finstruction (General and Vocational Colleges Act, Article 17). The
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Academic Dean is an ex. officio member of this Council. The remaining
membership of the Counc11 has been negotiated through the collective
agr'eement with the teaching f‘aculty and is s0 designed to give the

' teachipg faculty a fifty percent plus one majority membership. The

collective agreement recommends a total membership of seventeen with
nigg faculty members. However, each college can determine it:i( own
membership within the bounds of the collective sgreement through their
own by-latgs (F?aculty Collective Agreement 1979-1982, Sec ‘4-5.03). The
college being studied 1n this project has anuAcademic Council with a
membership of seve'nteen made up as follows:
9 Facultjy members.

Administration members with one being the Academic Dean.
Profassional non-teaching staff‘

Support staff.

n N N

Student representatives.

The functions of the Academic Council are stated in geneiral terms in
the General and Vocational Colleges Act (Article 17). These functions
have been stated mre explivnitly in the Faculty Collective Agreement
as follows:

'The Academic Gouneil is to be consulted on the following
questions~ N {

a) The determination of criteria for creating departments
' and fixing their numbers.

* b) - The development and introduction of training for regular
students, notably the development of new specialties and
options in relation to the needs of the milieu and the

53
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¢)

d)

e)

f)

g)

resources of the college.

Thé policies concerning academic development, notably

‘and amongst others:

1. academic poliey concerning the use of‘ awdio-visual
and data-processing “sérvices;

2. academic policy concerning the library, the buying
and selection of books;

3. the norms and the priorities concerning academic
accoutrements; the furnishing and modification of
teaching locals;

4, policy relative to the organization of teaching;

5. experiments and academic research projects.
/

The academic calendar ‘and the fixing of variable leave
dates.

Teaching transfers, agreements with other teaching
institgtions, modifications of educational structures,
closing! of options, programp and specializations,
(partial or total transfer of an  option)
regionalization, the introduction of institutional
courses in view of the academic possibilities.

Any policy  concerning admission standards,
classification and for the fixing of student quotas or
choicg of complementary. courses offered to students.

Policy concerning leave for academic research' (Faculty
Collective Agreement, 1979-1982, Sec 4-5.02). .

General Governance

The governance of this particular college follows the regulations as

described above,

Figure 3 illustrates this organizational structure.

U
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FIGURE 3
COLLEGE GOVERNANCE

Ministry of
Education

‘ . Board of
. Governors

V2

Executive ,
Committee ®

— N
Director General

Directors of
College Departments

Academic Pol icy-Making -

Academic policy-making is carried out through the various levels A}Iia a

system of committees as represented in figure U. ¢
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FIGURE 4
ACADEMIC POLICY-MAKING STRUCTURE .

\

Board of . Executive
- Governors Comnittee ’

Director Policy
General "’} Committee
Academic | ' .ol Pedagogical
Dean Committee

Academic Council

B . v
% l o
¢ |

Curriculum Committees .

}

“The Academic Council reviews and makes reqomnendations on all matters
as described in the General and Vocationgl Colleges Act and the
Faculty Collective Agreement. This Council has a standing committee
to which it refers curriculum, matters for study énd input prior to the

Council making its recommendations.

The recommendations may then go to the Pedagogical Committee. This
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conmittee is composed of the Academic Dean and the mid-managers who'
report directly to the Academic Dean. ' The committee focuses its
attention on the operational procedures and the.b'udget allacations for

the academic services. It discusses and implements broad pedagogical

'matters. The Pedagogical Committee may refer a ;ecomnen@’ion to the

Po(licy Committee.
The Policy Committee is composed of'tThe Director General and. those .whou
report directly to that position. This coﬁnittee seeks .the input of
its membership in terms of general matters as well as academ;c
proposals. In specific terms the Policy Committee is concerned with
policy and p(rocedure ratification, operational coordin.ation in
following up college objectives and decisions, and:as a clear‘ing house
for information considered of mut 1) interest to department Directors

3

whose responsgbilities encompass the full scope of college activities.

Academic policy that still r quir'es the approval of the Board of

Governors would then proceed thro he Executive Committee to the

2
&

Board.

[s L ,
Should a recommendation of Academic &noil be rejected at any stage
Academic Council is to be informed of the decision, in writing,

I

stating the reasons for the decision. . &
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Conclusion

The -organizational structure for a CEGEP isj clearl_y prescribed through'
iegislation ar;d each cqllege in the system_conf‘omj;;j 1:0 this structure
including the college under investigation In this s?tiiiiy. The question
ow is to investigate the effectiveness of this structure with
particular reference to the Academic Council and its role in the

,acadenic policy-making process.
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Research Questions

'l’he following two questlons Will be addressed in an. attempt to
‘ determine the role of the Aeademm Couneil. in the agademic

A policy-making process -and to| evaluate a model for the academic

, @ .
policy-making process, *

’

* | 1), Does the ‘Academic tmeil cérry' out the mandate of the
Educational Couneil I recommended in ’the Parent reiaort?

2) To what extent doeb the acwtesic -policy-making ‘process

conform to the partioipatory decision-—making model ‘proposed

l
. ‘ by Rich%on €1972) !? v S

o

In order to resolve the abov% quyéstions the following sub-questions
Will need to be addge ‘f
‘1? ‘What types of iss’ues{ does the Academic Council address?
~ f 12)1 Does the Acaden?ic Coineil make academic decisions
: (j‘ E 1n the areas specifically assig’ned to' it by the Genera;:
and VYocational lleges Act? -
’- ‘ . b) in the areas specifically assigned to it by the
- - collective a’g;'eepxent ?
. 3) Does the Board of deernors make academic decisions
;) | after consultiné the Academic Council ?

b) without consulting the Academic Council ?

Q
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(z ' " ¢) consultifg the Academic Council after the fact ? o
.4) Do the recommendations ‘of the Academic Council become

J
accepted and acted upon by the college?

’\—-n\' ‘

Methodology
The methodology employed was based on tﬁe cése study approach using

!

one ecollege during the time period of Se;tember 1975 to June 1980,
The case study approach was chosen sinqe each college ean ‘and does |
operate its Academic éouncil differently. Information was obtained
from the other Anglophone colleges in order to define the general
setting of academic policy-making in the Anglophone sector.

', ‘The college chosen was a well established Anglophone college that had
a good set of%ademic Council records for the year’s wunder study.
During the year‘s‘ of the study, the college had operated with a stable.

administration and without any major daisruptions to the policy-making

process.

LY

Y

y The time sg;an‘ from September 1975 to Jun%e 1980 provided five years of

| : activity from which to seek the enswers to-the research questions.

' " This study did not consider the activities of the years prior to
Septembér 1975 since thosé were the initial years of the college and
much of the activity of the Academic Counci,l "dpring that time was

- associated wit';h defining its role, establishing its direction and .-

determining its position in, the policy-making -process. It was, ) p

"
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therefore, assumed that the Academic Couticil was well established and
operating as intended by the act and 'the college by September 1975.

The data for the study was obtained from a detéiledoanalysis of the
min;tes of the Academic Council and those sections ,°f the Board of
Governor's minutes that dealt with academic magters. 'I'hé minutes of
other committees on campus, such as the Pedagogical Corrmit_tggg and tl@g \?) ‘
Policy,Committee, were consulted in oﬁg@r to trace the develop.rhent of

an acadefiic recomendation. This data was supplemented thf'ough .

interviews with several key persons who were actively involved in the

' CEGEPs in general, and some who were involved with the particular

‘college of this studys —

For the purpose of the analysis, the activities of the Academic
Council reported in the minutes were zategorized into two general
categories following those described by Likert (1961); namely, task
ac;tivities and group maintenance activities. For this study the

categories were defined as follows:

GROUP MAINTENANCE: these activities were associated with the
maintenance of the group or council. They included discussions of
role, eonstb:itution,l membérship, position of chairman, frequency of
meei:ings, and the 1ike.l : .

yi
/

TASK MAINTENANCE: These activities were activities associated with

' 3
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C ) D ¥ accomplishing the ta§ks set before the group. These activitieshwere
) " subdivided into three subclasses ag follows:

1) College Maintenance: these activities centered around the

maintenance of the whole ‘college. Activities such as academic

calendar, student enrﬁnent, job descriptions, administrative

structure, and the like were included.

2) Acad;emic considerations: thesé/fincluded the academic
considerations of the Council chafgéterized by such items ‘as'
courses, program development,“ maintenance apd dispoptinuation of ‘

7 ° programs, éenure of academic staff, entrance require;nepts and

academic standards.

A v

3) Provincial Issueq: these activities related to province-wide
LR
issues such as the Ngdeau Report (1975) or the more recent White
Paper (1978) on college education.

The study concentrated on the academic considerations_ of the Academic
Council and attempted to follow the recommendations made by the«
Academic Council through to their implementation or rejection.

i s .
The academic deliberations of the Board of Governors, as reported in

the minutes of their meetings, were compared by issue and resulting

policy with the academic considerations of the Academic Council.

/" ]
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- the academic policy-making process of the college under study’.

Limitations . ¢

J e - permenie

This study was essentially desgri‘ptive and analytical "in relation to

This stidy was, subject‘ ;r,o two major limitations as listed below:
’( 1) The study was based, on one college and therefore any
conclusions will hgre limited application beyonc; £Mt
college. - »

2) The §t.udy emphésizef the process of policy-making and did not
investigate socio~-psychological affects on the

poi icy-makers.

_— S - {

*

Data Presentation

discussion were identifiable from the minutes but the amount of time

Between September 1975 and June 1980 a fotal of 92 Academic Couneil
meetings were held. Minutes covering these meetings were found for 87
meetings which left five meetings without records. During the course
of the 87 meetings recorded through a set of minutes, a total of 547
agenda ite\ams were discussed. it should be noted that the itemé of

devoted to each item was rarely indicated.

The following profile appears when these 547 items are .classified

63 ¢




O

'

' +
»

according to the criteria described earlier in this chapter.

CATEGORY - _ ITEMS DISCUSSED (%)

Group Maintenance - 21 ‘

College Maintenance _ o - K

Academic Considerations ‘ 32 /\ y

Provincial Issues : 5 ‘

A t;,otal of 53 clearly identifiable policy decisions: and/or
reconmendati&ns were made during the time span of the study by the
Academic Council. Of these recorrmendatio'ns,i 29 could be traced
through to the Board of Governors a’irhich approved 26 of the
recommendations as preserited or with miﬂnori modifications (Apﬁendix B).

The recommendations of the Academic Council were generally in' the

X

areas of academic calendar, student and faculty projections and

b

matters dealing with eomplimentary courses.

There were three récommendations forwarded to the Board of Governors
that the Board of Governors rejected. These dealt with one achiemic
calendar, the apbointment of a sector head, and the renewal of the
Director General's mandate. *The Board appr:oged an academic calendar
proposed by another secjtor of the .college. - The sector head was
appointed and the Director General's mandate v;as e{tt.ended by the Board

of Governors against the recommendations of the Academic Couneil.

“+ There were oy decisions made by the Academic ‘Council which did appear
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in the minutes@of‘ the meetings of the Board of Governors but were

(impleménted (Appendix A)@ These involved academic policy such as

attendance records at examihations, cheating and’ p{agﬂarism, credit
equivalents, program transfers, academic awards, sténding and
ad‘\‘rancement, and several other mlie}es. Policy 'recommendations of
this nature were forwarded to thg Pplicg:y Committee which had the power
and autr;ority to approve and implement them.
&

The Board of Governors approved seven academic policy matters without
referring them to the Academic Council a;xd to which the Acadenmic
Council reacted after the fact. 'Ipese 1te;ns‘ included a policy

regarding tutorials, the appointment of an Assistant Dean, an open

admissioné policy, the appointment of a Media Regouice Coordinator, a

division between physical education and athletics, a remedial English
report and an academic calendar extension. Several of these

decisions were made by the Board of‘%overnors during the summer months

when the Academic Council tended to be i'nacti’ve‘. The Board felt that

the physical education - athletics issue was not a matter for Acaden{ic'

Council"s consideration. The matter of the academic calendar
extension was taken out of the Acaciemic Cobuncil's mandate and assigned
to the Board by the Ministr‘y of Education. Finally, theo Board made a
decision on the open admissions% policy issue without Academic

Council's advice because of procrastination on that issue by Academic

1

- Council.

)
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The minutes of the Board of Governors revealed Board decisions on six
items which are never mentioned in the Academic Council minutes.
These items included the appointment of two academic administrative

posts, two enrolment projection reports, and . the ap'pr'ovai of two

. complimentary courses. The two complimentary courses were approved at

the beginning of the college year just after the appointment of a new
Academic Dean.

During the five years of this study a total of 66 academic policies

were implemented. The Board of Governors approved 26 of these

policies as reconmended by the Academic Council. The Academic Council
ﬁade three recommendations that were rejected by the Board of
Governors and for which thé Board estdblished alternate policies._’ﬂ
total of 13 academic policies were established by the Board of
Governors without a recommendation from the Academic Council (Appendix

C). The Academic Council recommended 24 academic policies that were

_initiated without the formal approval of the Board of Governors.

The Academic. Council's discussion items included concerns of group
maintenance. Of the 547 itemé discussed by the Council, 114 items
centered on the maintenance of the Council itself. These items
included the annual change of membership plus a number of
resignations and appointments during the year. However, the actual
role and méction of thé Academic Council was discussed to some extent

at 18 percent of the ‘meetings with at least three complete meetings
®
. LY )
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(j ‘and one full Aay session devoted to the topic. It was discussed at

: ' least ;ance each year. In addition, the position of chairman .was
disoussed at 26 percent of the meetings. . The discussions dealt with -

. either the resignation of a.chairman, the appointment of a chairman,

i . the role of thcla chairman, or some administrative aésistancé for the

4

chairman.

§ \

The role and function of the Academic Council was discussed on only
f

N ¥
; two occasions by the Board of Governors. In 1976 the Board was
; concerned about laison with the Academic Council and in 1978 the Board
set up a committee to study the role and function of the Academic

I

Council. -

The activity of the Academic Council, in terms of.academic policy
recommendations and of discussion of its own role and mandate, ar:e "_
summarized in the following chart where ‘'total activity® is the total
activitx f:or' the entire tel‘*m of this‘ study.

f ~ YEAR % OF TOTAL ACTIVITY '

157506 40 L . '
1977 . 2K '

1 ( , 1978 s e

\ T 1979 | 15 |

l» . ' 191?0 ' 6

3 o

Q\ . The Academic Comcil discussedy ‘two basic issues of a brovifxcial
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nature. The first was the GTX Report of 1975 in which DGEC (Direction
*Benerale de 1'enseignement collegial) expressed their view on college
education in Quebec. The GTX Report regularly appeat®ed on the

Academic Council's agenda during 1976 and 1977. The second provincial

' matter that appeared in.the Academic =Council minutes was the 'White

Paper'. This item appeared in the minutes during 1977 and 1978. The

"Wnite Paper' was published in 1978 under the title, 'Colleges in
I

Quebec - A New Phase - Government Projects in the Area of the CEGEPs'.

Several changes in key administrative personnel took place either just
prior to September 1975 or during the course of the study. First, a
new Director General took office in January 1975. Second, the

Academic” Dean, 1in place as at September 1975, resigned and 1left the
college in September 1978. Third, a new Academic Dean was appointed
in June 1979. |
o~

The Academic Council tended to meet at regular intervals during the
period of September 1975 to June 1980. During the early fall of 1975,
the Council was meeting every week which appeared to be the practice
from previous years. However, the Cour;cil decided to meet every
second week ané this practice carried on from the late fall of 1975
until the end of the study in June 1980. One exception to this took
Qiace during the winter of 1979 when the college was without an
Academic Dean. From January 1979 to June 1979 the Council met only

three times. ’ N
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The college had maintained an almost complete collection of Academic
Council minutes which covered the time span Sf‘ this study. The types
of, issues discussed by the Academic Council were easily identified
from the minutes. Recommendations and decisions made by the Aca(;emie
Council were also readily identifiable. Consequences, of these
‘decisions and recommendations were traced through“the records of the
Board of Governors meetings or through tl?e minutes of the Academic
Council. 'Ihei'ef‘ore, .the data appears to be complete and should
provuide meaningful insight into the role of the Agademic Council in
the policy-making process.
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Chapter 6
CONCLUSIONS

DISCUSSION OF FINDINGS

%

Activities of the Academic Council

'Thek ’;Academic Council addres;sed itself to issues of r;m academic nature
and to matters concerning the role and preservation of the council
itelf. In academic matters_ the council generally dealt with those
issues assigned to it by the Collective Agreement and the General and
Vocational Colleges Act. However, some of the items assigned.to the
Academic Council by the Collective Agreement did not appear to be
discussed by tljle council. These included policy concerning
audio-visual and data processing services, ‘the buying and selec;.ion of
books for the library, experiments and academic research projects, and -
policy concerning leave for academic research. S?me of these policies

may have been established prior to.September 1975, but the selection

and buying of books for the 1library should have merited some

discussibn over the five yrears of this study. ¢

~

-

Decisions and recommenddtions of the Academic Council were generally
accepted and implemented by the college. The Board of‘ Governors,
except for three cases, approved the recommendations’ “of the Academic

Council.

’
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The Board of Governors, however, established 20 percent of the total
academic policies without consulting or obtaining a reconmendatfon
from the Academic Council. These policies included the appointment of

several academic administrators, the renewal of the Director General's

'mandate, an academic calendar, an open admissions policy and two

eprolment projections. This would indicate that the Board of
Governors accepted® Academic Council's recommendations on 1issues
dealing with the routine academic technicalities such as che_ating and
plagiarism but did not trust Academic Council's judgement on 1issues
witp critical implications such as the renewal o;?‘ the Director
General's mandate. X
s

' . N
Academic Council's discussions of group maintenance issues tended to-
center around the rble of the Acaciemic Council and the position of the
Chairman. Thesea discussions tended to be intensified during the fall
of 1975, the winter 1976 and the winter of 1979. The proble!,ns' of
1975~76 appear to have been brought about by the néw Director General
who had a different attitude and ph‘ilosophy toward the Academic
Council. Previous to the new Director General, the Academic Council
considered itself to be a decision-making body and acted acco éingly.
The newdDirector General, however, considered the Academic Council to
be an advisory body as specified in the General and YVodational
Colleges Act. This lead to a m;sure of unrest and unc téir;ty
regarding the nature and role of the Academic Coupcil and hence much

discussion concerning the matter. : o

i
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The issue of the role of the Academlc Council was again brought to the
fore in the winter and fall of 1979. During most of t.h;ls time the
college operated without an Academic Dean. The oAcadémic Council
appeared to bg directic;nless during the absence of an Academic Dean
and then after the \new Dean was appointed some time was réqlxi:red to

establish the role and function of the Academlc Council as perceived

Ed

by the new Dean.

The marked decrease in the number of recommendations .and decisions
made by the Academic Council during the time hperiod of the s l is'of
inte:r'est. There are three factors that might explain Jsome of this
decrease. The first and most impor‘tant~ was the change in the

expectations and role of the Academic Council that took place during

’1975-76. The change from a decision-making body to an advisory body

was not taken 1lightly by either the Academic Council or by the
faculty. The faculty members began to ‘seripusly question the value of
the Academic Council. They appeared to lose interest in the Academic

Council as well as in any academic nétter that went beyond the courses

!

for which they .were responsible. This interest has evidently begun to

reappear during the past year.

o

e
!

The second factor producing a decrease in the activity of the Academic

Council was that during the early part of‘ the study . many acadehnic

- policies were required and established. Policies Quch as the

examination retention policy, policy on students with outstanding

T2
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debts and pof!cy regarding attendance r{*ec‘g)rds at examinations were

i
‘ developed early in the study and remained in effect throughout the

, . ‘
study. Thus the 'need to develop new policy decreased with time.
Since -these policies did nat require revi’s\ion during the course of the

study they did not reappear in the minutes.

A I

The third factor was that some of the items discussed by the Academic

v

o

Council during the ‘early part of the study had become &e prerogative

6f the faculty union by the end of the study. The’ faculty gtudent
relations policy and the faculty projections for each year are tuo

such items that were on the agenda of the Academic Council at one time

* but by\the end of the study period were under the jurisdiction of the

faculty union and were not cop‘sidered ~an academic matte; for Academic
Council's attentior. :

. . -
In summary, the Academic Council played an important role in the
-abademic policy-making proce:ss of the{ college under study. The
Academic Council de\;elopéd the academic policy that was lreq:;ired for
the daily operation of the college. However, the Academic Council was

Y ©

- not effective in the development of policy that had major implications

that went beyond the confines of the campus. These issues were dealt

-

Id

with by the Board of Governors. ‘ ~

]

The role and function of the Academic - Council depended upon the

attitudes and philosophy of.the Director General and the Academic

l . w3
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Dean. This dependence resulted in the Academic Council feelf’mgi

confused and directionless during the times when the new pe’ople took
these offices. However, the Academic ‘Council played a_major rqle in
Ehe academic policy-malfing of the college since 76 percent,\;of‘ the
academic policies implemented were recommended by the Academic

Council/

. The Educational Council

The Parent Report reconmended that each ccrllege have an Educational
Council‘that/\ was.to have functions similar to those of the Academic
Council. .The general functjon that was to ne -assigned to the
Educational Council was to coordinate udepar‘tmGhtS y programmes and the
various institutions involved in the programs. This could alip
describe the general funotion of .the Academic Coumeil since it h&s\
been given the responsibility to recommend to the Board of Governors

in these areas. '

)
i

{

. J
There were, however, some major dif’ferences between what the Parent

Report proposed in the Educational Council and in the AcaMemic Council
of this study. The first differgnce was the membership. The
Educational Council was to be corﬂpos,ed/qlbf the Director General, his
assistants, the department heads, and certain instructors. The
Academic Council did not include the Director General and it included
only one of his assistants - the Academic Dean. It did not includDe
department heads.  The Academic Council. included some student

™

%
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. representation but. the majority of the membership was from the faculty

union. These differences in membership have appéared to diminish the

“importance of the Academic Council -in comparison with the importance

that was env(isionedl for ‘the Educational pounéil. The majority
membership on the Academic’ Council from the faculty union tended to
intensify the conflict \betweeh administration and the faculty and made
it more difficult for the Academic Codncil to- fulfil the role that was
qssigned to the Educational Council.

The second difference between the Educationdl Couneil and the Academic
Council was that': the Academic Council did not fulfil the role of béing
the 'nerve center' of the whole institution. The absence of the top

administration on the Academic Council and the majority presence of

p B
the faculty union accounted for part of this difference. The other

factor was related to the advisory role of the Academic Council. It
was difficult for an advisory body to be a *nerve center! gi\;ing life
and direction to the 1institution. Such a function could be most
efficiently and’ é:ontiguously carried out | by a body that had

decision-making powers so that it could initiate the action it deemed

appropriate for the whole college. i'Ihe‘ Academic Coumeil played a key -

g 1

role in the academid “decision-making ‘ process, however, the 21 bercent
of the agenda items which related to the Council's role and mandate
would indicate that the Council aid not perceive itself to be the

']

'nerve center'. In the college under stud& the Policy Comittee

appeared to have been more in this position of 'nerve center'.

5
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The Academic Council did not fulfil the role of the Educational

Council as proposed by the Parent Report. The Academic Council had
the potential to' fulfil that role if its membership was restr:xctured
20 include fewer faculi:y union men;ber's and more administration mem£>er's
and, in particular, the Director General. The role of the Academic
Co'uncil would also have to be changed from an advisory role to a

decision-making role in order to provide it with the power to be a
/5' —

'nerve center!'.

All College Sendte

Richardson (1972‘\) described a model for participative policy-making at
thf college level which involved the concept of an A1l College Senate.
In its composition and f))mction jthe A1l College. Senate be(ars some
simn,a;it‘ies to the Academic:founcil. The All College Senate was to
be composed of administrat'ion, faculty and students was the
Academic Council. The major difference lay in the fact that the All
College Senate was to have equal represenfaition from faculty and
stu:ient;s. This equal representation was not practiced in the Acaéemic
Council because of the membe;';%nip criteria spelled out in the
collective agreement. | |

The role of the All College Senate was to provide a forum for the

discussion and resolution of issues that were of concern to the whole

- ‘college. The Academic Council had a similar, but rﬁore restricted

role, 1in that it- was to provide a forum for the discussi,pn and
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resolution of academic matters only. The All College Senate was to

tiave decision-making powers with all of its decisions passed on to the
Board of Governors. The Board of Governors could, if it deemed
necessary, veto any decision made by the All , College Senate. The
Academic Council, on the other pand, had advisory responsibilities and
may have had any of its reconmendations prevented from reaching the
Board of Governors' through action of other committees or
administrators.

Richardson's model did not take into consideration strong °faculty
wmionism and ‘ e\)en suggested that union philosophy and tactics would
prevent the effectivg operation of an All College Senate. The All

College Senate was to operate on a collegial model where information

was to be shared freely in order to arrive at the best possible \

solution for the college. The Academic Council operated on a more
political model where information was not necessarily shared in ofder
to arrive at a solutidn that was acceptable to the majority of the
members. The Richardson model , therefore, appeareqkinappropriate for
the eoilege involved in this study since strong uﬁ‘ionism was an

integral part of the college and of the Academic Council.

/

- o

-~

. Richardson also sugggsted that many of the activities of the ALl
College Senate be carried out by various Joint Committees which report
to the All College Senate. Once again, this did not deseribe the

Academic Council which did not make wuse of permanent joint committees
t [}

<
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" Although there were some similarities between the All College Senate |

" describe a‘q&curately the academic policy-making process or the role of

per se but used ad hoc joint committees for specific tasks.

and the Academic Council, the All College Senate model did not

il

the Academic Council at the college that was the foeus of this study.

Sumary of Conclusions

. The Academic Council addressed itself to group maintenance activities

_ responsibility of the provincial govermment and, therefore, did not oy

7

and task activities. Much of the group maintenance discussion was

brought about by a persistant sense of uncertainty regarding the role
of the Academic Council - and its relationship to the Board of
Governors. The task activities centered on the academic calendar, |
student enrolment projections, complimentary courses and program
facility reorganization. These were the academic activities over

which the college had some control. Maiy other academic issues, suc

as develzoping new programs and updating cur:rent programs, are thé
appear in the discussions of the Academic Council. -
The Acedemic Council did make recommendations on the areas specified

in the General and Vocation Colleges Act. However, there were fou;'

. o .
items listed in the Collective Agreement that did not appear for ,

discussion in the minute's of the Academic Council. These were: policy

{
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('j concerning audio-visual aﬁd data processing services; the selection
and buying of books for the 1library; policy regarding experiments and

——academic research projects; and policy cbncerning leave for academic

=%

resdarch.

- The Board of Governors made most of their acad{emic policy decisions on
the basis of a recommendation from Academic Council. However on major
issues, that tended to have public and, hence, political significance

the Board of Governors. acted unilaterally.‘ -

In spite of an active role in the academic policy-making process the
‘ Academic Council did not meet the expectations of the Parent Report.
The Academic Council did not appear to be the 'nerve center' of the - '

college. ' L

The- Academic Council conformed to Richardson's participatory
decision-making model in its general concept and function. However,

there were major differences in membership, attitudes toward unions,

: and reiationships with the Board of Governors that made the model
. ‘inappropriate for this college. :
» . .
In summary, the Academic Council struggled to fulfil its roie as L
specififd in the General and Vocational Colleges Act and in the
collective agreement. The lack of clarity regarding theéxpectations

i

of the Board of Governors and the lines of communiecation and !

(o f 19
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relationships with other committees kept —the Academic Council

‘questioning its role. The Academic Council's ability to carry out its

F2 o
obligation to the Gergx%\and Vocational Colleges Act and the
collective agreement was, further frustrated by the practice of, the
Board of Governors to either reject Academic Council's recommendations

or not to consult Academic Council on the most important issues.

Central Council Model

A

The following Central Council model is presented in ordef to deseribe
an academic policy-making process that will be more efficient in

[ 2

operation and meaningful to the participants. k

7

The key element' in the model could be a Central Coancil composed of
administration, which includes the Board of Governors, the facul!txxand
the students. The membership should be such that no one constituency
has a majority of the seats on the Central Council. The Central
Council, in order to comply with Quebec goyerg_nent regulations, would
have to be advisory to the Board of Gov;rnors. It could be considered
to be a sub-conmittee of the Board of Governors and could report
directly to the Board. All recommendations of the Central Council
would be commnicated directly to the.Board of Governors to be
aceepted or rejected. If accepted, they could become college policy
and, if rejected, the Board must provide the Central Council with

their rationale. -~ ’ .

—N
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The Central Council could advise ::he Board of Governors on all matters
of an academic nature. 'Iﬁe Coun‘cil could consider such matters as
prdgrams, courses, academic standards and other topics that- relate
directly to the academio component of the college and that have a
direct af‘f‘ect on the college constituencles represented on the
Council. The Council must be aware of the Collective Agreements in
effgct and make their recommendatibns within the parameters of those
agreements. ‘However, salary negotiations, work Jloads and working
conditions are not issues to which the Central Council is to make
recommendations. Similarly, there are concerns of the student t;ody
that are not directly academic and can be dealt with through segqrate

4

channels with the Board of Governors or the faculty.

Figure 5 provides a diagrammatic presentation of the model. The
Central Gounci.l appears in the center of the diagram uhere the

administration faculty,zunion and student Association sets intersect.

_This represents the centrality and composition of the Council. The-

\
area where the administration and faculty wnion interse;:t represents
an interface where issues such as collective bargaining are dealt
with. Similarly, there are areas where the student association

intersects with administation or‘the faculty union. These represent

' the commumnication links between the students association and

administration and faculty to enable the students to deal with the

appropriai;e group.
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A successful Central Council could be one in which each constituency

‘of the college has equal representation. The recomendations of the

Council would be . referred directly to the Board - of Governors without

the censorship of the Director General or some executive committee.

Care must be taken to insure that the Central Council  deals with all
academic matters and that other issues are not discussed but are

directed to other appropriate channels,
' [ 4

4

In ‘the Central Council model there could be only one academic
policy-making body and that could be the Board of Governors. The
Board could make academic policy) only after hearing the
recommendations of the Céntral Council. Therefore, all academic

polic'y must proceed through the Central Council aho could make

recommendations upon which the Board could act.
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Recommendations \;,

/
The following recommendations are made in the hope that they could

1
make the Academic Council more effective and-efficient. They are a
compilation of 'this research project, a review of the literature, and

the author's personal experience in a college setting. (

First, the Academic Council should opgrate as a standing committee of

_the Board of Governors and should report its decisions directly to the

Board. The Academic Council has been established by legislation as a
committee set up by the Board of Governors to advise them on specific
matters. Therefore, the Academic Council should report directly to
the Board and not have its recommendations filtered to the Board
through an Academic Dean, a Policy Committee, or the Director General.
) / -
cond, the duties, expectations and 1lines of commmication for the
Ap{ademic Council should be clearly identified by the Board of .
Governors. Since the Academic Council is responsible to the Board of
Governors, the Board should establish the function of the Council and
the par%;peter§ within which it is to operate. This would minimize the
conmsic;n of role and function that the Academic Council often

experienced.

Third, there should be a clear definition between the role of the
faculty union in the Academic Council and its role in collective
bargaining and welfare concerns. This definition could be flifficult

t
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since the Academic Council is° based on a collegial model while the

collective bargainoing is based ot a more political model. The ability

of the faculty union to - alter its approach when dealiﬁg with the .

Academic Council is critical ' to the successful operation of the

Council. -

Fourth, the .-Board of Governors should be the only academic
policy-making body. The Board of Goyernors should obtain the

recommendations of the Academic Council before any academic policy is .

established. Therefore, the Board of Governors a?d the Academic
Council should develop an open, coopgrative working relationship based
on a collegial model. mﬂer groﬁps 'that are concerned about aca‘demic
pb‘licy and which could have constructive suggestions and ] comnents
should be able to direct their input to the Academic Council and thus

influence the academic policy. i
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G ' - APPENDIX A~ '+,

ACADEMIC COUNCIL, K RECOMMENDATIONS IMPLEMENTED WITHOUT
APPEARING IN THE BOARD OF GOVERNORS' MINUTES

1. Academic awards policy. ' \ oL '

2. Admission of deaf students policy. .
3.  Attendance records at examinations policy. l I
B,  Calculation of class averages policy.
' 5. ) Changes in- Electrotechnology program.
6: Cheating and plagiarism.policy.«
, 7. Confidentiality policy. B , T
. 8. Continuing Education department representat;on on N
e Academic Council. . ‘
9. Credit equivalence policy.
10. Credit: for intercollegiate sports. ey .
1. Examination retention poiioy. ' s
12. Missed examination policy. .
13.. Mursing merﬁer pﬁ)posal. ' (
14. Program articulation with universities.
| 15. Program transfer policy. . ﬁ‘ o
16. Research and development policy. ‘
D 17.  Responsibility for 1mp1e;nentation of student award
; ‘ procedures assigned to student services.
18. Secretariall Science accelerated program. ﬁy‘
19..‘ Social Science department f:bnstitution -
20, Special Humanities program expériment. .
.21, Special program extension for one year. s v
" |
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5.
|
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22,

e

23.

24,

N\

Standing and advancement policy.
Student faculty relations policy.

‘Students with outstanding debts policy. -
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APPENDIX B
—_—t

ACADEMIC COUNCIL RECOMMENDATIONS APPROVED
BY THE BOARD OF GOVERNORS g

Academic Calendar 1976 - 1977.

2. Academiq Calendar 1977 - 1978.
« qﬂ . : .
3. . Academic Calendar 1978 = 1979. . ¢
4. Academic Calendar 1979 - 1980 ,
5. Enrolment Projections 1976 - 1977.
6. FEnrolment Projections 1977 - 1978. y
7. Faculty Projections 1976 - 1977.
8. The following complimentary courses:
laboratory Animal Care
Literary Publishing and Editing P
Sign Language .
Arabs and Jews: Dialogue and GonfrontatiorL
Economic Role of Women
Learning Skills
Energy and Society
. Encounters inh Space.
9. Appointment of a Science Sector Head.
10. Appointment of a Careers Sector Head.
11. Appointment’ of a Campus Di}ector.
12, Appointment of an Academic Dean. . ®
13. 'Renewal of an Academic Dean's mandate.
14, Extension of a semester.
;l5. Suspension of a program for one year. e
16; Establishment of a permanent enrolment projections
" committee.
. ¢
17. Attestation for a Canadian Studies major.
.18, A special educatio;'lal project — project 400,
C_‘ 19:;" An English testing program.
A 92 ‘
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(j - | - .APPENDlXC . C e
' A(‘IADEMIC POLICY ESTABLISHED BY THE BOARb OF GOVERNORS
WITHOUT CONSULTING ACADEMIC COUNCIL "
- ® 1. Appointment of an Acting Campus Director. »
' 2 Appointment of an Assistant Academic/ Dean.
"3.  Appointment of a Curriculum Coordinator.  *
© y, Appoir?tment of a Media Resource Coordinator.
. 5. Enrolment projections 1978 - 79.
6. Enrolment projections 197§ - 80. . ,
7. Policy regarding tutorials. ) ’ ”
8. - Open admissions policy.
9. English remedial report. ¥ /
10. An Academic Calendar extension. | .

1. Approved the following complimentary Courses:
Italian -Civilization I.
Italian Civilization II.
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