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management.1, The rationale for this management philosophy is based on
three propositions: (1) Science-based management can be adapted to
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participative management by objectives. The model is described in
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educational accountability. (CB)
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About Battelle

Battelle is a public-purpose, multinational organization clevitted to scientific
research and development. Battelle's broad objective is the advancement and
utilization of science for the benefit of mankind through the processes of
technological innovation and the better education of man.

Founded under the will of Gordon Battelle, an Ohio industrialist, Battelle
Memorial Institute began operations in 1929 and has since become widely

. recognized for creative research, education, and the application of new
technology for ,the betterment of mankind. Battelle's 5,000 scientists, engi-
neers, and supporting personnel perform research in the physical, life, social,
and behavioral sciences, in economics, and in a variety of - industrial
disciplines. This research extends from fundamental studies for the sake of
new knowledge to applied programs directed toward new products and
processes. Much of this research is supported by government and industry
on a contract basis. In addition to the contract, research, the Institute
supports its own substantial research programs.

Battelle has been active in educational research at federal, state, and local
leveli for more than ten years. Methodblogies applied include educational
technology (a systems approach to instructional development and

utilization), survey design and analysis, experimental design and analysis, job
and task analysis, instructional systems analysis, and planning and manage
anent systems design. The staff has broad experience in a number of specific
methodologies which' are part of educational technology, such as the ?:ey
steps of developing instructional objectives in behavioral terms, the develop-
ment of evaluation techniques and instruments, and the evaluation of
progra;izi effec tiveness.



FOREWORD

A major effort aimed at increasing the effectiveness of educational
management in the nation's community colleges began in May of
1972 as a TCSUlt of a three-year grant from the W. K. Kellogg
'Foundation to Battelle's Center for improved Educaton. The
program is being carried out in cooperation with the League for
Innovation in tic Community College. Goals of the program are to
develop a planning and management model for community
caller to demonstrate the model's effectiveness in actual use, in
three League districts (Brookdale Commtinity College, Cuyahoga
Community College, and Coast Community College District), and
to implement the model nationally through conferences and work-
shops. The purpose of this report is to describe the program,
including the underlying management philosophy, the'plannin{ and
management model, and the procedures being followed in carrying
out the program:

This program is one part of a larger effort at Battelle"s Center for
Improved Education known as Project USHER. The project title is
an acronym for"Uniting Science and Humanness for Educational
Redesign". The objective of this projeet is to combine-the scientific
and technical dimension of education with the human dimension
in .order to "usher in a new educational model.



"The work of education unites the participating groups, through
access in the educative forces and through common service to the
facts, into a model of the great community."

Martin Buber
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SECTION 1

THE PROBLEM

The comMunity college has emerged as a major force in the

nation's educational system. It meets specific needs that are not
met by other institutions of higher educatiOn. The community
college movement has grown rapidly during the past decade,: and
this growth pattern may continue for some years to come. Despite
concerns about the future directions of higher education in the

United States, there seems to be near-unanimous agreement that
the community college will play a role of increasing importance
both in terms of enrollment and influence.

The community college is faced with a number of important
management problems: how to assess educational needs, how to
identify resources, how to articulate goals and objectives, how to
organize effective programs, how to allocate resources, how to
evaluate program effectiVeness, how to establish information. sys
terns, and how to communicate with the public. Underlying all of
these management problems are two fundamental questiOns: (1)'

Where should we be going? and (2) How do we get there?

The community college needs a Management model that is appro
priate for its particular conditions and demands. Such a manage
ment model must be rational and scientific, in order to lead to the
systematic and orderly growth of the community college. It also
must be humane, in order to deal adequately with the personal
needs of the people in the community college.

The rational and scientific dimension of management has been
demonstrated in a new management model that has emerged
during, recent, years. This model is referred to as."management by
objectives". The emphasis is.,ort-results to be attained. According
to Peter Drucker, "management by objecthies and self-control may
legitimately be called a 'philosophy of nianagernent'. It rests on a

*Much of the early part of this report is adapted from Chapter VII in
Education as a Human Enterprise; by William Hitt.



concept. of the job of management. It rests on an analysis of the
specific beak or the management group and the obstacles it faces.
It rests on a concept of human 'action,. human behavior, and
human. motivation." (p. 36'in The Practice of Management)

..,The human dimension of management is best reflected in the

involvement of the people within the educational system. Here the
various groups within the broadeducationalcommunity.participatc.
actively in the manageMent process. Georg Hegel, the great

philosopher, many years ago pointed up the importance of involve-
mcnt: " 'Interest' :means to be in, to be part of something. 'A
purpose for which I am to be active must in some way be my own
purpose. ". Hegel was saying that. what one puts himself into
becomes an extension of his self. If individuals identify with
particular object.ivCs because these., are their objectives they

are much more likely to work toward accomplishing them than if
the objectives are handed down from above.

The uniting of the management-by-objectives model and the
participative-management. model gives us "participative mantige-
ment'bY objectives". This means a uniting of the scientific dimen
sion.of inanagement and the human dimension. The key idea is for
the people within the broad. community to work
together as a team to answer the questions: (1) Where should.we
be going? and (2) How do we get there?



SECTION II.

UNDERLYING PROPOSITIONS

The proposed) model of. Management: for the community college is
apPrOpriatelycalled "Yurnanistic managemient". BaSe'd upon the
Concept of :participative management by objectiveS, the model is a
uniting of science and hu Manness the, two fundamental dimen-
sions of humaniStic Philosophy. The rationale of this humanistic
management philosophy' is summarized in the three propositions
stated below.

Proposition 1: Science-based management can be adapted effec-
,..

'tively to_ 'educational systems.

In .science-based management, emphasis is placed upon measuring
varlables, relating variables, predicting effectiveness, and verifying
through evaluation. Decisions are made ion the basis of facts. A
high degree of rationality prevails. This approat.i, to management
stands in contrast to the solely intuitive or, common -sense
approach.

The main, features of science based management are incorporated
within the management-h; :,bjectives model. Our basic premise
here is that science-baseU management -'in the form of manage-
ment by objectives can br adapted 'effectively to the .manage-
ment of an educat',anal system. By "adapt", we mean that the
conc,:pts and mf.'thods of management by objectives as used in
other ts,'pec ni organizations can be modified to satisfy the unique
needs and conditions of an educational system.

Proposition 2: The human dimension of educational management
is best reflected in the active involvement of the
educational community.

The educational community is defined as all of those people who
have a vital :merest in the educational system, which includes
students, faculty, administrators, alumni, and the community-at-
large. An educational system is a "human organization" to the
extent that the members of the broad educational community



participate actely in the planning and management of the educa-
tional system.

1 nis premise, can be put in perspective by considering two dif-
ferent ways of viewing people. An individual human being may be
treated as either a subject or ;In object. As a subject; he is an "I"
a self. As an object; he is an "It", a thing. The human being as

subject looks out at the world and has some influence on the
world. The human being as object is controlled and manipulated
by the world. OW basic idea here is that the people within an
educational system are treated as subjects to the extent that they

are allowed and encouraged to participate in the planning and
management of the educational system. This is the human dimen-

sion of educational management.

Proposition 3: The scientific dimension of management and the
human dimension can be united effectively through
participative management by objectives.

The scientific dimension of educational management is represented
by the management -by- objectives model. The human dimension is
reflected in thc involvement of the people who constitute the
educational community. These two dimensibns of management. can

be united effe.ctively through participative management by

objectives.

People within the educational system are "objects" to the extent,
that they arc told where they are going and how, they are to get
there. They arc "subjects" to the extent that they formulate their
own objectives and choose the means for achieving the objectives.

The key to success in increasing.the effectiveness of educational
management will be for members of the educational community-to
understand the concepts and methods of management by robjcc
tivcs so that they as sublects -- can apply this knowledge to the
planning and management of their own educational system.



SECTION HI.

THE CONCEPT OF PARTICIPATIVE
MANAGEMENT

Prevailing Models of Management

Three prevailing models of Management found in present-day,
education are: (I) 'the autocratic, (2) the laissez faire, and (3) the
management- labor. The three management models arc indicated in
Figure 1.

AUTOCRATIC

LAISSEZ FAIRE

MANAGEMENT-LABOR

FIGURE I. THREE MODELS OF MANAGEMENT

In the autocratic model, information flows "from the top down".
The organizational structure is a well-defined hierarchy, with each
person knowing his "pecking order" in the hierarchy. Individuals
are told what to do, and they comply or else. Managers are
"bosses" in the traditional sense of the term. This approach to
management was prevalent in industrial management in the early.



part of this century. It also has been prevalent in the military
services. And we see it in some colleges.

The autocratic model has both strengths and limitations. On the
positive side, we see that it produces clear-cut responsibilities and
centralized control. It is efficient, because only a single individual
is involved in the decision-making process. On the negative side of
the ledger is the simple fact that many people in this modern age
will have no part of the autocratic model. The individual employee
in such an organization is treated as an object, a thing, an "It".
Typical reactions to this type of Management are either complete
passivity on the part of the employee (he becomes an automaton),
or else he rebels:

The laissez-faire model of management stands in sharp contrast to
the autocratic. Here More is complete noninterference in the

affairs of others. Each person "does his own thing". The
administrator may administer the paperwork, but Ile is not an
educational manager.

One reason why this :pproach to management (or lack of manage-
ment) has evolved in education is a misinterpretation of academic
freedom; it is assumed that each instructor should be given un-
restricted freedom in the classroom. If this assumption were vaiid,
then there would be no need for managers. A second reason for
the existence of thc laisscz-faire model in education is that college
administrators, by and large, hoe not been trained adequately in
thc principles and concepts, of management. Frequently an

individual moves directly from being an instructor to becoming an
administrator; he moves from the classroom to the administrator's
office because he was availab;e.

One major result of this approach to management is that the staff
members feel that they have considerable freedom in their jobs.
Some may like the idea that thcrc is no one "standing over thcir
shoulders", reviewing and commenting on their work. Other
individuals working in such a college, however, will dislike thc lack
of dircction thcy receive. This system is perceived as a lloundering
ship with no one at the helm. In the present age, of accountability,
this approach to educational management can lead only to

disaster.



The management-labor model in its present form has brought forth
a true polarization of administrators and faculty. Administrators
have become "management", and faculty have assumed the roie of
"labor". It's "us versus them''. There is a struggle for power. Etch
side tries to maximize its own gains and minimize the gains of the
other side. It is assumed by both sides that there is a fixed
amount of power in an educzttional system; if one side gains in
power, it Then follows that the other side must lose a correspontl-
ing amount of power.

One reason for the emergence of the management-Libor model was
the minimum wages paid to teachers for many years. A- second
reason was that teachers felt they had no say in the major
decisions that 4:feLted their professional lives in the school system.
Teachers wanted more money, and they wanted to be a part of the
action, so many of them unionized.

The management-Libor polarization has produced in our colleges
two distinct groups of people each working toward different goals

its 'own. This is the antithesis of the situation in which the
various groups Of employees are working together to achieve com-
mon goals.

The basic thesis of this report is that none of thesethree manage-
ment models is appropriate for an educational system. Participative
management is the proposed alternative.

The Meaning of Community

In a number of his works, Martin Buber provides us with a rich
description of "community"; "The teal essence of community is
undoubtedly to be found in the manifest or hidden fact that
it has a center" ... "But community, growing community is the
being no longer' side by side but with one another of a multitude
of persons" ... "Community is the overcoming of otherness in
living unity" ... If the world, o' man is to become a human
world, then immediacy must rule between men, and thus also
between human house and human house" . , . "Community is
where community happens". (BetWeen Man and Man)

Building on these concepts of Buber's, we propose a broader
definition of educational community than that which has been

7



used in the past. In our definition, the educational community
goes beyond the walls or the college campus.. It includes all of
those groups that have a vital interest in the educational system::
faculty, administrators, students, board members, and the

conimunitat-large. This constitutes the genuine educational

community:

The cducatrmal community then becomes the educational

organization. Chester Barnard, in "A Theory of Cooperation and

Organization", defines an organization on the basis of three

criteria: An organization conies into being when(1) there arc
persons able to communicate with each other, (2) who are willing

to contribule irction, (3) to accomplish a common purpose. The
elements of an organization are therefore (1) communication, (2)
willingness to serve, and (3) common purpose", (pp 96-97 in Some
Theories of. Organization)

fhe college should be viewed as a community of all those people
having a vital interest in the educational system. This is a

humanistic view of the educational organization.

Toward. Participative Management

In participative management, members of the, educational corn
munity cooperate in formulating educational objectives and in
deciding on methods for accomplishing the objectives. The educa-
tional community includes faculty, board members, administrators,
students, and the community-at-large. These people work together
in deciding what they want to do and how they plan to get there.
This is the essence of participative management.

The concept of participative management, which is suggested in
Figure 2, stands in sharp contrast to the three approaches to

management discussed abovl. In opposition to the autocratic

approach, the participative approach allows and encourages the
flow of information in all directions --- up, down, and lateral; there
is rich communication throughout the system. As contrasted to
the laissez faire model, the pitrticipative model guides all efforts
toward common, objectives. Finally, in opposition to the

managementlabor model, the participative approach involves the
cooperative efforts of all groups in the school system in working
toward agreed-upon objectives.
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FIGURE Z A MODEL FOR PARTICIPATIVE MANAGEMENT

Participative management is related to, but not identical with pure
democratic ,management. Pure democratic management calls for
rule by. the majority; if 51 percent of the people vote one way,

:their'cioice prevails. In contrast, participative management calls for
individual, responsibility and accountability. The idea here is for
the designated leader* to work closely with all members of his
group in encouraging their active participzition in the functions of
management, but he has the final authority for decision making.
In most cases, the group leader will be with the majority. In other
cases, however, he may be in the minority. In either case, he has
the authority to make the final decision, because he must assume
the responsibility for the consequences of the decision.

Rensis Likert clearly articulates this point of individual responsi-
bility: The group method of supervision holds the superior fully
responsible for the quality of all decisions and for their

This "designated leader!' might be an administrator, a faculty member, or
anyone else who has assumed a leadershin role for a particular area of
responsibility:



implementation. He is responsible for building his suborclinines
into a group which makes the best decisionS and carries them out
well. The :Uperior is accountable for all decisions; for their execu7
tion, and for their results." (p. 51 in The Human Organization)



SECTION IV.

A MODEL FOR HUMANISTIC
EDUCATIONAL MANAGEMENT

The major idea underlying our preposed humanistic management
Model: is the application of management by objectives within the
context of participative manzigement. Building on the propositions
stated previously, a humanistic model of eductitional management
is presented mow.

A Rational Approach to Management

FunetionS of managenient include planning programming,

budgeting, and evaluation. Taken together, these function's can

form a cohesive decision-making procedure that leads to the

efficient allocation Of resources to achieve specified objeetives:

(1) Planning

The purpOSC of planning is to decide what is to be accomplished
in the educational system as a Whole or in some part of the
system. Important questions to be answered include: (a) What :is

the mission of: educational system? (b) What are the needS of
the educational -system? (c) What resources are available to the
educational system? (a) What are the systemwide objectives of the:
educittional systcni?

A useful approach to planning is to investigate the discrepancies

between what presently exists in the college and what is desired.

This approach calls for a comprehensive and accurate description
of the present educational system and a clear formulation of a
desired future, system. A systematic analysis, of the deviations
between the actual state of the system and the desired state of the
system points up what needs to be done to effect improvements in
the college. This analysis of discrepancies, along with an analysis
of resources available to the' will then prOvide a Sound
basis for the establishment of priorities and the formulation of
reasonable systemwide objectives



(2) Programming

'the purpose of 'programming is to decide what is to be clone in
order to accomplish the objectives. Some of the questiOns to be
ansWered- hci. are. (a) :What activities 'Must be carriecLout to
accomplish. the objectives? (b) How shbuld these activities 'be
organized? (c) What inanpower, facilities, and materials will be
needed in order tO carry out these activities? (d) What 'are the
constraints that might impede the accomplishment of the

objectives?

The main concept in programming is to think in terms of alterna-
tive ways for achieving the stated :objectives. Rather than fixating
on one particular approach (perhaps because this is the way it
always has been clone), we arc forced to think in terms of

.:altenative approaches: This, type of thinking reqUires creativity
and openness to new ideas. Clbsely- related to this concept of
alternative approaches to achieving objectives is the method of
cost-effectiveness:analysis. The basic idea here is rather simple: it
Means that a rational approach to management calls for a

systematic investigation of the estimated effectiveness and the
estimated costs associated with the various alternative approaches
under consideration.

(3) Budgeting

The purpose of budgeting is to make a rational allocation of
resources to the programs and program elements. Questions that
must be answered include (a) ,,What are the estimated costs for
Carrying out the various activities necessary for accomplishing the
stated objectives? (b) What is the estimated income for the

system? (c) What constraints are imposed upon the expenditure of
various funds? (d) How should:: the income be allocated to the
various programs and program Clements?

Management by objectives calls for program budgeting. Traditional
budgeting has focused on this question: This is what we spent for
these items this year; what should we spend on these items next
year?" In contrast, program budgeting is directed toward these
questions: (a) "Where do we want to go?" (b) "What chi we do to
get there?"



Harry Hartley defines an educational budget as a financial expres-
sion of the objectives, programs, and activities of an'eduCational'
system. He emphasizes that, "Program budgeting relates the
output - oriented programs, or activities, '01 an organization to
specific that .ale then slated in terms of budget dollars.
Both programs .and resources are projected for at least several
years into. the future." (P.76 in Educational Planning-
Programming-Budgeting: A Systems Approach)

Evaltiation

The purpose of evaluation is to compare actual accomplishMents
with desired outcomes in order to improve performance.
Important questions to be answered -arc (a). Which objectiVes were
achieved?-(b) Which objectives were not achieved? (c) What factors
contributed to the accomplishment of specific objeCtives and 'the
failure to 'accomplish other objectives? (c1) What shOuld be done to
improve future performance?. '

An essential requirement for successful 'evaluation is the statement.
of objectives. Evaluation can be only as prceise as the specificity
in the statement of objectives -- and no More. Imprecise .Objectives
lead to imprecise evaltiatien. Management. by objectiVes calls for

.both summative and formative evaluatiOn of .a given operation.
Summativc is the classical experimental- design approach. (One
does not interfere with an activity luting the course of operation,
because he may contaminate the Jesuits.) With formative evalua-
tion, hOwever,..asscssment takes. place during the time that the
activity. is heingcarried out This is done so that performance may
be improved, during'theperiocfOf imPlententation.

..IncOrporating the Human Dimension

How does the educational marager. make effective use of this
'rational approach to management( Me application of management
hy objectives to education without -giving. due consideration' tO,
human feelings,. desires, and values could well ',do' more. harm. than
good.

Underlying the humanistic management' philosophy is the basic
proposition that the human dimension of management and the
scientific dimension can be effectively united through participative



management by.objeciives.The'individuals in the educational awn-
miunity cooperate. in the application of a rational at proach t4a

planning, programming, budgeting, and ;.valuation. The success of
this endeavor requires that those who ate kno,,.iedgeable in the use
61 this rational approach to management the. apprOaelt to

the members of the educational community.

Some suggestions for Lilting the human dimension of management
with the scientific dimension arc presented below.

(I) Participative, Planning

All grOups within the educational' community ShOuld be invited.-
and encouraged to participate actively in a he systematic

planning for..the college. :This includes administrators,.. trustees.
faculty, studentS, and the comnitinitY-at-large.

All of these groups can make major contributions to the fo?inula-
don of the college's miss'on statement and systeMWide objectives.
This can be accomplished throtigh a series of meetings in which
the various groups express their different points of view concern-
ing the objectives. The planning coordinator* can facilitate the
entire process by stimulating,the discussion, by presenting the
groups with alternative objectives, by helping the various groups
arrive at a consensus, and by coordinating the total process. The
desired end-result should be a ClearstateMent of the mission attd

the systemwide objectives, arrived at and agreed upon by repre-
sentativeS of the broad educational community.

The faCulty and department chairmen should work closely in the
formulation of program objectiveS. These obt-Qctives are deriVed
from the statement of mission and systemwide objectives; along
with a knowledge of needs, resources, and constraints. This step
can provide the basis for the development of an integrated

curriculum, with the faculty and department chairmen assurning
responsibility for the integration as well as the implementation.

Participative planning. is not an easy process. It is a time-
consuming approach, and the planning coordinator may find it

'The planning coordinator plays a very important role in ll4c total planniri,f

process. II is advisable that this person iieport directly to the colt,

president (ur to the chancellor or superintendent of Ihe district, as the
may be). it



extremely difficult to achieve' a :artily consensus on the
statement of systemwide objectives. Ttts, ...0.0ting benefits,: boys: -

ever, shOuld prove that the entire e k worthwhile. As a'result
of active participation in planning. the lepresentatives of the
educational.: community should iled to .work toward
achieving the objectives, because the are their objectives. These
individuals should become actively Snvor..'ed in the educational
prOcess; they should feel that they are an integral part of the
process.

(2) Participative Programming

The various groups within the educ.,Itic,n,,, community should work
together in deciding how the coll. '-, objectives arc to be

accomplished. Faculty and departn a chairmen would be
expected to make the major decisiom s.4strcling curriculum. There
are a number of other areas, howeN-r, which can benefit sub-.
stantially from contributioi s by stuthtnts, Administrators, and the
general communitow.

Representatives of the educational ,...ommunity should work to-
gether in analyzing the existing proe,rams, including both the
educational programs and the suppor, programs. Each program
is evaluated in terms of its oontributirm to the systernwide'objec-
tives. Plans are made to either moclif, ,r eliminate those programs
that do not contribute to the college L., ,bjectives. A note is made
of those objectives for which no progr,lans exist.

These same representatives then partislote in generating ideas for,
the development of new programs and tile, modification of existing
programs.. Faculty,,administratot-s, ant -s5:udents would be expected
to contribute ideas for ,curriculum mk,:,.1opment. Students should
be able to make useful suggestions tea improving the supportive
programs, such as Food Service, Lihrs:, Service, and Health Ser-
vice. -Representatives of the general community can make useful
recommendations for improving ct tunication between the
college and the general community. .j ->e various ideas are then
evaluated on the basis of the likely contribution to stated objec-
tives, the availabiliry of resources, and the existing constraints.

The faculty and administrators should work together in integriiting
the total array of programs. These prograrrs along with the

15



objectives; should be organized within a' systems framework as

an integrated whole.

This approach to programming has several important applications
for the college. First, the rational structuring of programs will
make them compatible with the Overall management-by-objectives
process. Second, the involvement of a wide range of peOple, in the
programming proeess can lead to many 'innovative ideas for Pro-
gram imprOnmeni. And even if only a fraction of the ideas stand
the test of critical evaluation, this can still be a worthwhile effort.
Third, it may be cfeerned necessary to eliminate certain job posi-
tions as a result of scrutinizing existing'programs against newly
stated objectives. This dOes not mean, however that the in

dividuals filling these positions have to lose their jobs. If they, can
contribute to the college!S objeCtives, then it would be expected
that they COuldbe transferred to different positiOns.

(3) Participative Budgeting

A participative approach to budgeting in a college might proceed
in the f011owing manner:

(a) A planning committee consisting of administrators, program
coordinators, and faculty is given the responsibility for draft-
ing the overall budget for the college. This planning com-
mittee is given a thorough orientation in the college's budget,
including past expenditures, expected revenues, and con.-

straints imposed upon the expenditure of various funds.
Everything is completely open; there is no hidden agenda.

(b) Individuals responsible for the various programs assume the
responsibility for organizing theft particular budget requests.
Alternative levels of funding are requested for each program,
along with a delineation of how the different levels of
expenditures are expected to contribute to the accomplish-
ment of program objectives. These program coordinators
work with their staffs (faculty and administrators, as the case
may be) in drafting their program budgets.

(c) The planning committee then proceeds to match the budget
to the program requests in an iterative manner. A "fftst-cut"
is made at allocating' the budget to the various programs.
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Adjustments are then :Made until a satisfactory match
between budget .requirements estimated revenue is
achieved.. Particular levels "of expenditures for the various
programs are selected on the basis of systemwide objectives
("Top DoWn") as well as demonstrated.need ("Bottom Up").
A high degree Of communication. between the planning cci.m-.

Mince and the program coordinators is maintained through-..
out this process.

(d) After the overall budget is the planning committee
Makes.. its TeCoMmendations ';the board.'.The.educational
community shOtild be...provided with complete information.
regarding 'the' planned budget and given an bppOrtunity to
discUss the Specific...plans'with.the bOardancttheChairman of
the planning committee.

Just as with participative' planning and participative programming,
participative budgeting is a time-consuming process. One major
obstacle in the process, of course, is the difficulty in obtaining
agreement among the many. different individuals participating in
the process. lt is a psychological truism that the majority of the
individuals will emphasize the importance of their own particular
programs or program elements, regardless of the specific system-
wide objectives that have been established.

This proposed approach to budgeting, however,. will result in
definite benefits for the college: First, the budget is 'linked to
programs in a rational and systematic manner, which should lead
to a greater likelihood of accomplishing program objectives and, in
turn, systemwide objectives. Robert Pavese, author of one of the
papers in Harry Hartley's book, emphasizes that, "program
budgeting will not solve the problem of how to obtain more
dollars, but:-,it will facilitate better management of the funds
available." A second and equally important benefit to be accmeci
is that administrators and faculty will be working together as a
team in relating budget to programs.

(4) Participative Evaluation

Members of theeducational community should cooperate in carry-
ing, out systemwide evaluation. By our definition of evaluation, we
mean that actual' accomplishments arc compared with desired out-
comes in order to improve perfOrmance
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A major requirement for implementing a management-by-objectives

system is the establishment of an information system. The infor-

mation system is used for collecting, analyzing, and disseminating

information for use in evaluation and decision making. Such a
system might be very simple in design (and require only manual
operation) or be quite complex (and require the use of a com-
puter), depending upon the size and needs of the college. Feedin8
into the infornv,Ition system will be two broad classes of informa-

tion: (1) details of the plans, and (2) descriptions of actual
accomplishments. The details of the plans would include program

objectives, descriptions of programs and program Clements, and

budget allocations. Descriptions of actual accomplishments can be

obtained from faculty, administrators, students, and the general

community by systematically surveying their perceptions of actual

accomplishments. Also included here would be any objective data

related to actual accomplishments, such as student test scores am.i

records of student performance,(with the stipuliition being that

these data'are related to the program objectives).

Evaluation is then carried out by comparing actual accomplish-

ments with desired outcomes. Faculty and administrators work

together in answering these questions: (a) Which objectives are

being achieved? (b) Which objectives are not being achieved? (c)

What factors seem to be contributing to the success in accomplish:

frig certain objectives or to the failure in accomplishing other
objectives? and (d) What should be done to improve future per

formance? AS a result of this continual evaluation, modifications

might be made in the objectives, in the means for achieving the

objectives or m the budget allocations.

A periodic evaluation report is given to the educational com-

munity. Desired outcomes and actual accomplishments are re-

ported accurately and honestly. Reactions to the report from the

educational community are welcomed.

This is a constructive approach to evaluation. During the evalua-

tion process, it will become clear if certain individuals are not

doing their share of the work (administrators, faculty, and

students included). The primal y emphasis, however, is placed upon

reducing discrepancies between actual accomplishments and the

desired outcomes in, order to improve student learning.

* *

18



Our model of huMani-,tic management is not proposed here as

samething in addition to what college administrators are now
doing, but is proposed as another way of doing theft jobs. This is
proposed as an alternative to present management practices.'

Humanistic management calls for a special type of leadership in
the educational system. It requires leaders who are effective
human beings, who have a good grasp of science-based manage-
ment, and who are able to bring about genuine cooperation among
all groups:in the educational community. This is a big order, but
the importance of tlic educational enterprise demands it

The effective application of humanistic management should
produce a number of benefits for a community college:

First, the use of management by objectives should have a

liberating effect on the entire college. Mystery, confusion, and
uncertainty can be replaced by understanding, Open communica
tion, and a rational approach to decision making.

Second, the college should be able to 'demonstrate to the entire
community that it is being accountable. It demonstrates this
accountability by clearly communicating its objectives, by
systematically investigating alternative means for achieving the
objectives, by allocating its budget on the basis of clezirly,
established objectives, and by reporting to the community the
results of evaluation and plans for improvement.

Third, humanistic management can show the democratic process at
its best. Here we must agree with Erich Fromm when he says,
"Proposing methods of activation by participation aims at the
revitalization of the democratic process. It is based on the convic-
tion that American democracy must be strengthened itnd
revitalized or it will wither away. It can not remain static."
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SECTION V.

METHOD OF ATTACK

-1-he overall .purpose of the program described in this report is to
increase the effectiveness of educational management in the com-
munity college through the use of participative management by
objectives. !nsupport of this mission are four interrelated program
objectives: (A) to develop an operational manag,ement model; (3)
to develop a management training system; (C) to develop a

management guide; and (D) to disseminate the results of the total
management program on a national basis. (See Figure 3.)

(B)

DEVELOPMENT OF.
TRAINING SYSTEM

(A) (D)

DEVELOPMENT OF
MANAGEMENT MODEL

(C)

DISSEMINATION

DEVELOPMENT OF
MANAGEMENT GUIDE

FIGURE 3. FOUR INTERRELATED OBJECTIVES

The program consists of four projects one for each of the above
objectives._These projects are summarized below.

Project A: Development of Management Model
(Project Director: Gerald Robinson)

The objective of Project A is to develop an operational manage-
ment model for the community college. This model will build on
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the concepts and methods of management by objectives as used in
a variety of organizations, but will be adapted to the unique needs
and conditions of the community college.

Information is being collected for the elaboration of this manage-
ment model by means of reviewing the technical literature and by

visiting selected colleges around the country. In addition to

developing a sound theoretical model, we want to make certain
that the model is adapted to the realities of a "typical" com-
munity college. The end-product of Project A will be an opera-
tional management model in the form of a step-byLstep process for
carrying out the functions of planning, programming, budgeting,
and evaluation within the estimated resources and constraints Oa
typical community college.

The framework within which this model is being .developed is

shown in Figure 4. Included in the overall strategy are the fol-
lowing ten Steps:

(1) Formulate ii he. ultimate objective of the college.

This is thc primary aim of the college, the primary missiOn.
The ultimate objective serves as the. integNithg theme for the
educational system as a .whole. This is the ultimate "why" of
the college.

(2) Assess systemwide needs.

A need is defined in terms of the difference between what
presently exists in thc educational system and what is desired.
This includes progriims, special services, staff, facilities, equip
ment, materials, and anything else required to accomplish the
educational sys'..,:m's ultimate objective.

(3) Estimate resources:

A resource is aM'thing that can contribute to the accomplish
meat of objectives This includes money, people, and facili-
ties Here it is necessary to answer these questions (a) What
Is the predicted enrollment of students in the college ovet the
next one, five, ten years? (b) What is the estimated revenue
for the college over the next one, five, ten years?

22



12)

,\111 11
11111.1M11)1

N1.1 U5

1 1 1

5)1.11M131
01111.1:1111

(.1

VI 141 11451

Pk()) .551

.55,11 )41

III VI 1011
51511. 511311)1

111411.1 1(\1

"11011051 ).11"

111.5)1.1A)))

PRO/ )11.111

SI :5111)141.

-11(1' 110(11)-

a.

51.101.A11.
141.1/A211U

9)

OPL RAIL
1111. 51 slIA1

10)

I '111.lJA 1 1

111111.511

)11 5()51:(1

FIGURE 4. A GENERAL MODEL FOR EDUCATIONAL
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(4) Develop systemwide objectives.

Systemwide objectives are the broad statements of purpose
that cut across all programs and activities and apply to the
college as a whole. These objectives are derived from the
statement of the ultiMate objective and the results of the
needs assessment, and are sensitive to the estimate or

resources.

(5) Develop program structure.

A program is defined here as any set. of related activities
directed toward common objectives. Examples of educational
programs would be Mathematics, Science; Humanities, and so

forth. Supportive programs would include Library Service',
Food Service, Health Service,. and so on. The program struc-
ture is a hierarchical classification of programs encompassing,
all activities' of the college. and 'should be designed in such a.
manner to be ldgically consistent ,. with the statement' of
systethwide objectives...._

(6) Perform program 'analysis.

Program analysis involves several important steps: (a)

specifying program objectives, (b) identifying program

constraints, (c) developing alternative approaches, the

. accomplishment of objectives, and (cl) evaluating the alterna,
tive approaches on the basis of estimated effectiveness and

estimated cost.

(7) Develop program budget.

The program budget is developed in accord with thc program
structure and the results of the program analysis. ''Top
Down" inputs to budget formulation constitute a rational
input based upon systemwide objectives. The "Bottom Up"
approach uses cost estimates frotn program analyses as the
basis for the initial program budget. Both, types of inputs
should be used in the establishment of a program budget.

(8) Allocate resources.

The next step is to allocate the resources to the various
programs and program elements. This allocation is based upon
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the estimated rever:le. and the estimated budgetrequiremems.
Step 8 must be rCL clod back . to Step 7 until there is a

"match" between estimated program expenditures and esti-
mated revenue.

(9) Operate the system.

The overall educational plan is then put into operation.
Operation of the system is guided by the results of the
preceding steps of planning, prograMming, and budgeting.

(10) Evaluate programs.

All of the programs in the college are evaluated on a 'con-
tinuing basis. The .fundamental questions here are: (a) To
what extent are program accomplishments consistent with the
stated program objectives? and (b) ..To what extent are actual
expenditures consistent.. with anticipated 'expenditures?
Modification's are. made in the actual operation of the system
as deemed necessary from the results of the evaluation.

The feedback loop frOm Step 10 (Evaluate Programs) to Step 1
(Formulate Ultimate Objective) is draWn to illustrate the dynamic
nature of the process. We begin with planning and move toward
evaluation, and then begin again with planning; and so forth. This
is a rational and dynamic approach'to eduCational management.

Project B: Development of Management Training System
(Project Dircctor: Robert Rubeck).

The purpose of Project B is to develop an effective means for
teaching community college administrators and others in leadership
roles how to implement the management model developed in

Project A. To this --end; we .are now developing a comprehensive
workshop to cover all of the steps shawn in Figure 4.

Simulation will be one of thc main instructional 'methods used in,
conduct the workshop. One advantage of simulation is that it
can reduce the complexity of management by objectives to a scale
appropriate for learning and initial apPlications. Second, ;the
realism of simulation tends to motivate the participants to learn
new concepts and methods and then apply them to their own
particular situation Another important advantage of simulation rs
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that it can collapse time so that the. participant is able to acquire
considerable realistic exPerience in a relatively short period of
time.

One important feature of the workshop is that it will cover both
technical skills and human skills. For example, technical skills,

include areas such as analyzing the results of needs surveys,
formulating objectives, estimating cost - effectiveness, and allocating
resources. Human skills include areas such as listening, motivating,

and group leadership. Ea Ch of the 20 instructional modules

included in the workshop will be organized in such a manner as to
include both technical skills and human skills. Our basic idea is
that the effective manager, first, is an effective human being and,
second, is able to apply the tools of management.

The modules to be included in the workshop will be tested in the
three League. serving as pilot colleges for the program.
Thcsc training materials will be administered to a group of people
(usually thc members of a redesign committee) in each of the
three pilot colleges and then revised as deemed appropriate. The
end product; will be a comprehensive management training program
designed to help community college administrators become more
effective educational managers.

Project C: Development of Management Guide
(Project ,Director: Lana Porter)

The objective of this project is to develop a comprehensive set of
written guidelines for implementing participative management by
objectives in a community college. Our basic assumption is that if
a team of i.idministrators from a given community college par-

ticipate in the management workshop and also have, access to the
management guide, they should be able to implement thc concepts
and methods of participative management by objectives in their

own college with little or no additional outside assistance.

The operational management, model developed in Project A will
provide the theoretical and technical base for organizing the

management guide. The guide will include such topics is (1)

preparing for educational redesign, (2) assessiog educational needs,
(3) assessing icsouices, (4) formulating educthonal objectives, (5)
developing a program structure, (6) conducting program- an-alysis,
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(7) establishing a program budget, (8) allocating resources, (9)
preparing a written plan, (10) executing the plan, and (11)
evaluating.

A draft of the guide will be prepared by the project staff. A
number of people knowledgeable in community college manage-
ment will be asked to review and critique the draft. Changes will
be Made as appropriAe.

Project D: Dissemination.
(Project Director: David Hamilton)

The objective of Project D is to disseminate the results of the total
management program on a national basis. This aim will be

achieved through conferences, workshops, and distribution of the
management guide.

Special conferences will be conducted for League representatives
throughout the course of the three-year grant. Our rationale is that
the League colleges should "stay with" the program throughout
the time period in which it is being carried out so that they can
begin to implement certain of the concepts and methods
immediately rather than wait until the program is completed.

Management workshops (two weeks in length) will be conducted
after the completion of Project B. Thc purposc of these workshops
will be to provide realistic experiences that will enable college
administrators to learn the conccpts and methods of participative
management by objectives. Participants' in the workshops will
include representatives from League colleges and others in leader-
ship roles. One hundred scholarships will be offered to these
groups of people: (a) representatives from League colleges 50,

(b) professors in Junior College Lcadcrship Program 40, (c)
Other 10.

The management guide will be reproduced in large numbers. One
copy will be mailed to each community college in thc nation, to
colleges and universities that are preparing people to be corn-

munity collage administrators, and to organizations such as the
American Association of Community and Junior Colleges and the
Council of State Directors of Community Colleges
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The attainment of the objectives for Project D will constitute the
completion of the grant with Kell Ogg ..FoUndation..This three-year
development period, however, is intended to be only the beginning
()La long-range program directed toward increasing the effective-
ness of educational management in the community college. We
expect the overall program to have a lire of sonic ten to fifteen'
years. After the grant period is ended, the participating League
colleges will continue to expand the management-by-objectives
programs which they have initiated, and Battelie's Center for
Improved Education will provide fee-supported workshops to large
numbers of community college personnel on a continuing basis.
This procedure. should allow the program to have a considerable
nationwide effect on management practices in the community
college.
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SECTION VI.

SUMMING UP

The main idea underlying this program is that educational mai.
meat in the community college can be substantially improved by
uniting the scientific dimension of management and the human
dimension. We propose that management by objectives is the best
present -day representation of science-based management. We also
propose that the genuine involvement of the people in the educa-
tional community in the management process constitutes the best
representation of the human dimension of management.
Combining management by objectives and participative manage-
ment gives us ''participative-management by objectives", which we
are calling humanistic management.

The broad aim of the program described in this report is to help
Community colleges improve the effectiveness of their educatiOnal
management. through the use of participative management by
objectives. In support of this aim are four .program. objeCtives: to
develop an operational 'management'model, to develop a manage -
ment training system, to develop' a, management giaide,, and to
disseminate the'. results of the total management program on a
national basis...

The program is being carried out through the cooperative efforts
of Bzatelle, the League for Innowition in the Community College,
and W. K. Kellogg Foundation. Battelle is managing -the- program
and providing part of the' financial support. The League is actively
involved through the participation of three of its members as pilot
districts, the. partiCipation of other League colleges in the manage-
Mem workshops, ind consultation provided by Dr. B. Lamar
Johnson, Executive Director of the League. The W. K. Kellogg.
Foundation is providing..the larger part of the financial support
needed for launChing the program.

We believe that the ovcrall'program has an expbetedlife:Of at least
ten to fifteen years With W K. Kellogg Foundation and Battelle
providing the financial suppoit needed to launch the pi ogiam

dui the first three yea's, community colleges will be expected
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to provide the support needed to maintain the program after the
initial three-year period.

Active participation in this management progra,1 has the potential
for providing community colleges with the folliswing benefits: (1)
more effective educational programs for students, (2) more effec-
tive supportive programs, (3) a rational basis for the allocation of
resources, (4) improved staff development and staff morale, (5)
improved communication, and (6) a means for demonstrating
educational accountability.
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