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ABSTRACT

The Management, Administrative Profile System (MAPS)
was developed to permit assessment of a college on three levels. The
de+tailed discussion of each level is preceded by a general process
nodel which identifies the specific instrumentation, available
options, and the major action steps associated with a particular
level of assessment. Level "AY" reveals to menagement and/or
administration the degree to which individuals, departments, or the
college as a whole are invnlved in any particular program; it also
embraces cost analysis. level YP% has been designed to show the
degree to which management, administration, faculty, and staff agree
on work objectives and implementation. Level "C" is designed to quide
the data gathering efforts of MAPS' users and enhance the application
of systems analysis. The primary intent of MAPS is ¢to provide timely,
accurate information in sufficient quantity t¢n enable appropriate
action. It is primarily a descriptive rather than a prescriptive
system. This document describes the program and gquides
implementation, Illustrations and instrumentation of the model are
appended., (Author/MJK)




~
o
o
ko
r
J
-

us DE BARTAYE NT O HLAU K
&[)U(aTIDNLW!anRt
NATIONAL INSTITUTE OF

EDuCATINN
PN e WEEN

AL B Y R R R R T
Tk B e N L T LN )
AN, e L N S

LU SR UL SR t Som . n
N L L "
B3 A e *

THE MANAGEMENT, ADMINISTRATIVE
PROFILE SYSTEM

Presented by
Valencia Community College

For
The Central Florida College's Needs
Assessment Consortia

April 26, 1974

i'ed



TABLE OF CONTENTS

IntrOductionooo0000000000000000000000000000oooooooooooool

programooooooooooooooooo0-00000000000000000000000000000004

Implementation.......0000.000.000.00....000000.00.00..041

Appendices-~Illustrations and Instrumentation..........91

Figure

Figure
Figure

Figure

Figure

Figure

Figure

Figure

Figure

Figure
Figure
Figure

Figure

Figure

Figure

Figure

1-1--Needs Assessment Project--Integration
Of Modules........000000000000000000000000091

2-1--Sample Document Flow Diagrame..eeeeeeocesss92
3-1--Sample Procedures Flow DiagraMe.ceeeeseees .93

4-1--Implementing the Management,
Administrative Profile SysteMe.eeceeeeocess.94

4-2--Level "A" Assessment--Degree of Individual
Involvement in College ProgramSeececoececese 95

4-3--Sub-Program Participation (Individual
Level)--Control Symbol: VCC Form I........96

4~4--Instruction Program Profile by Degree
Area--Control Symbol: VCC Form II........104

4-5--Functional Participation (Individual
Level)~-Control Symbol: VCC Form III.....1l05

4-6--Level "B" Assessment--Individual
perception ArlalYSiSooooooooooooooo00000000106

4-7--Basic Units of Work--VCC Form IV, Part A..107
4--7--Structural Alignment=--VCC Form IV, Part B.1l09
4-7--FinanCing WOI.‘k"‘VCC I'Orm IV' Part Co oo e o0 lll

4-7--Decision Making Process--VCC Form IV,
Part D.OOOOOOOOO0000000000000'000000000000113

4-8-~-Workshecet #l--Sample Format (Recommended)

Closed-End QuestionSOO000.00..00.0.00.00l Ol]S

4-9--Workshect #2--Sample Format (Recommended)
Open-End QUEStiONS.ecesceessosccrsccossececeellh

4-10-Level "C" Assessment--Systems Analysis
of an Opecrational ProcedUrCececeecececeeesll?

-~



Figure 4-1l--The Symbolic Language of the Systems
Approach.0000000000000000.007'_0000000000000118

Figure 4-12--Sub-System Input Data Ccllection--
Control Symbol: VCC FOrm V....eeeeeeeeoo.119

Figure 4-13--Sub-System Output Data Collection--
Control Symbol: VCC FOrm VI..eeeeeeeoe...120



1. INTRODUCTION

The developed Management, Administrative Profile System
permits the realiistic assessment of three levels of abstrac-
tion. The detailed discussion of each level is preceded by a
general process model which identifies the specific instrumen-
tation, available options, and the rajor action steps
associated with a particular level of assessment.

The primary intent of the Management, Administrative
Profile System (MAPS) is to p.ovide designated managers and
administrators with timely, accurate information, in suffi-
Ccient quantity to enable them to take appropriate problem-
oriented action.

The MAPS is not a panacea. Rather, it is a systematic
process for highlighting the strengths and weaknesses of
institutions in a manner calculated to minimize individual
threat. It is primarly a descriptive, as opposed to prescrip-
tive, system. The manner in which MAPS is implemented is
directly proportional to its value as a descriptive tool.

At this juncture it might well serve our purposes to de-
fine "level" of assessment as employed in this monograph. The
term refers to broad categories of informatior which describe
particular segments cf the college. When these categories are
brought togecher through analysis they form a complete manage-
ment or administrative profile of the college, program, sub-
program, or element. The term has no relationship to the
‘institution's organizational hierarchy or to the degree of
difficulty associated with implementation. 1In addition, desiqgn

considerations dictate flexibility; hence, the developed levels



of applications afford the president alternatives. For
instance, a problem dealing with costs would indicate a Level
"A" assessment; or a suspected communications breakdown would
indicate Level "B"; or consistent procedural errors might indi-
cate Level "C". A problem of greater magnitude--such as col-~
lective bargaining--might indicate the preparation of a complete
profilé depicting work-loads, productivity levels, etc. Then
the particular probloms and the president's desires dictate
how much or all of the Management, Administrative Profile
Syétem is used at any one time.
A. The Level "A" Assessment
The purpose of this assessment is to reveal to
management and/or administration the degree to which
individuals, departments, or the college, as a whole,
is involved in the program areas adopted by the
Florida State Department of Education. 1In addition,
the using college will be able to ascertain relative
costs pursuant to the degree of participation.
The scope of cost-coverage embraced by Level "A"
entails much more than instructional costs, which to
a great degree are currently available, as it permits
the highlighting cf those cost factors associated
with report preparation (ADP or non-ADP), specific
maintenance activities, formal and informal counsel-
ing, committee uctions, and various clerical activi-
ties.

The execution of a Level "A" Assessment enhances

the college's ability to respond to questions, such

?



as: Waat does he do besiues teach "X" number of classes:
What does that report cost? How many people/hours are
wad devot}ng to that program/sub-programs/element? How
much are we spending for the filing and retrieving of
papers/dociments/reports? What is our productivity index
for course/department/major area/degree in comparison
with others? (Thes: questions are intended to be
ind_cative rather than inclusive).
The Level 'B" Assessment

The instrumentation for executing this assessment
procedure has been designed to reveal the degree to
which management, administration, faculty, and staff are
in agreement. The focus is on the manner ia which the
institution determines the work that should be'done,
the adequacy of the organizational pattern to accom-
plish the work, the adequacy and processes for financing
the work, and what decisions are made by whom to complete
the work.
The Level "C" Assessment

The instrumentation associated with Level "C" hasg
been designed to guide the data gathering efforts of
MAPS's users aud cahance the application of systems
analysis.

Figure 1-1 depicts one model ¢f how the severn
mcdules generated by the leedi Assessment Project could
be integrated to guide management action on a continuing

basis.



2. PROGRAM
A. Managemunt and Tiie Assessment Problem
1) The Management Cycle

Both the requiremedt for needs assessment and
the process characterizing it are receiving in-
creased attention across the nation, with state
and federal legislation for funding providing a
good deal of the initial impetus.

Numerous approaches have been utilized to
determine educational needs, ranging from infor-
mal questioning of faculty and personnel as to
what they think the needs are through develcpment
of formal questionnaires aimed at the institution's
total constituency, and/or the gathering of emperi-
cal student performance data.

The identification of needs is basically a
discrepancy analysis that facilitates management's
ability to accurately describe the two polar posi-
tions of:

Where are we now?

Where should we be?
and thus specifies the measurable distance between
the poles. It is crucial to the success of action
designs that the data describing these poles be as
valid and representative as possible.

The spacification of action designed o move an
organization toward zero discrepancy is more

commonly referred to as the planning process. This
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process demands top-level management involvement
because the output, or product, will produce the
goals, priorities, and objectives (GPO's) which, if
achieved, will yield zero discrepancy.

Planning, within the context of this monograph,
does not include the identification and sequencing
of specific work activities necessary to the ac-
complishment of any particular GPO. Rather, it in-
volves managerial action that directs at least the
following take place:

Collection of relevant and timely data;

Consolidation and display of collected data in

a manner conducive to managerial decision-

making;

Coucensus, to the extent possible, that the

developed position statements accurately

address the question of "where are we now?";

Matching of developed planning scenarios

(information consolidated from various publics

describing "where should we be?") with curront

position statements;

Analysis and written description of any dis-

crepancy, or gap, between what is and what

should be;

Identification of alternative sets of GPO's

which will permit the achievement of zero dis-

crepancy;

Identification of all vontrols and constraints

Q <4




(social, economic, legal, political, technolog-
ical, and envirormental) that impact each set of
GPO's; and

Selection of the most appropriate set of GPO's.

Of the eight steps identified, the essence of
management planning is embodied in the last step and
therefore, is the only one that should not be dele-
gated.

Needless to say, the degree of success experi-
enced by social institutions in executing the afore-
mentioned eight steps has been coatingent upon many
variables.

It is precisely these situational variables that
create problems for management practitioners in the
accomplishment of management (as opposed to adminis-
trative) responsibilities. These management respon-
sibilities are defined as:

Assessment. For purposes of clarity, this

responsibility will be divided into two parts;

internal and external:

a. Internal assessment focuses on the collection,
aggregation, and reporting c¢f information usco-
ful to management in determining "what is being
dore", "is it legal", "what does it cost", "how
many people are involved", *who is available
for special assignment."

b. External assessment focuses on students, the
community (to include faculty and staff),

)




businesses, etc., that can serve as effective
information inputs to the college for pur-
poses of better defining the college's service
role. Basically, internal assessment deals
with resources; iiow they are being consumed
and the pinpointing of surpluses. External
assessment keeps management informed as to

the changing needs of the community. Together

they are indicators of what needs to be done

and what management has at it's disposal to
accomplish the job;
Planning. The selection from available alterna-
tives of the most appropriate set of goals,
p;}orities, and objectives given particular social,
economic, legal, political, technological, and
environmental impacts

Policy Development. The formal pinpointing of

accountability and the establishment of a work
environment conductive to achicvement;

Communication. In addition to the normal defi-

nition ascribed to this term (e.g., bi-directional
continuous flow of informa*ion), the requirement
for identifying the most practical method of en-
suring new or modified policy statements are; in
fact, brought to the attention of governed person-
nel. This forces management consideration of
impact, time-frames, and depending upon the magni-

tude, selection of the most appropriate training




or orientation vehicle. The bi-directional
characteristic also includes various acticns by
management, e.g., review and approval of lower-
level action plans, review and approval of
budgets, requests for exception, etc.

Evaluation. Maﬁagement has determined what

should be accomplished in terms of broad GPO's;

created a legal framework for change; communi-

cated the reasons for change; and elicited
cooperation through orientation/training ses-
sions and involved operations-level people in
the identification, sequencing, and budgeting
of work activities for which they are account-
able. Evaluation, then becomes m2rely a matter
of determining the degree to which operations-
level people achieved what was required.

The above responsibilities are cyclical in
nature and can never be considered as final actions.
Each cycle completion will result in the expansion
of management's experience-base and, thercfore,
their individual and collective abilities to tailor
the referenced generic management responsibilities
to their management style and institutional climate.

In any organization, formal, informal, quasi-
governmental or other, it is managcment's mandate to
bring to fruition those major intended consequences
that it has identified for itself. To this end,

management must ensure that the organizational
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structure is capable cf responding to dynamic needs
of the secrviced clientele. Additionally, the per-
ception of management, adminisfration, faculty and
staff as to what is required (GPO's) must be
brought into congruence.

Basically, the need for management of adminis-
trative (distinct from management in that adminisg-
tration focuses on the day-to-day operational
problems of programming, budgeting, o::ganizing,
staffing, controlling, accounting, and reporting)
action is contingent upon the degree to which a
determination can be made as to what is going on
now and matching this against what should be taking
place. The gap, if any, indicates the kind and
amount of action needed-~-in effect, this is the
metching of promises with actual (as distinct from
perceived) performance.

The problem, to this point in time has been the
availability of suitable instrumentation for decter-
mining precisely what is going on!

Some Methods for Determining Management MNeeds

The tool most generally employed tc determine
the level of performance has been a statement, pre-
ferably written, which describes the conditions
which will exist when the job or objective, is being
discharged properly. Every objective has a standard.
However, this standard is very often only in the

suoordinate's head. Lucky are those subordinates

¥
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who have at least been told what the currént standard
is. Extremely fortunate are those who actually have
been given a copy'of the objective. Where no written
objectives and standards of performance exist there
may be, in fact, conflicting objectives: the one

the superordinate perceived and thus thinks is being
pursued; and the one the subordinate perceived and is
actually pursuing. Needless to say, these "objec-
tives" may not be the same.

Practitioner's have developed many methods of
determining the need for management or administra-
tive action. Each has its strengths, each its
weaknesses; each can be tailored to meet a specific
situation; and each may be used singly or in combina-
tion. An in-depth discusssion of these methods is
beyond the scope of this monograph; however, it was
felt that those methods having the greatest transfer
value to the Management, Administrative Profile
System would add background and clarity to later
discussions. For this reason the following tradi-
tional methods for determining management or
administrative action are presented.

Analysis of an Activity (Process, Job, Operation).

One way to increase productivity is to keep to a
minimum the number of steps which must be taken
to procduce a product or service, then make sure
each step is executed with the least amount of

required resources. The procedure is relatively

10



straightforward: gather the data, analyze the
data, develop options for accomplishment of the
activity, and select the one that best addresses
the constraints of time, cost, performance, and
reliability, identify new or modified skills and
knowledge, and design or contract for skills and
knowledge training.

Analysis of Problems. Clues to trigger manage-

ment or administrative action can come from an
operating problem. The problem may have emerged
in part because an individual or a group did not
know enough, did not have enough skill or did

not have the necessary training (as mentioned
earlier as the supervisors standard and the subor-

dinates standard) to successfully handle thc problem.

Analysis of Behavior. Clues to needed action

can also come from an analysis of atypical be-
havior by individuals or groups. Chronic
absence, spoilage of work, carclessness, acci-
dents, irritability, contentiousness, resistance
to direction, resentment toward instructions/
authority, etc., are symptons of conditions
which may call for corrective action. A mana-
ger, for instance, may need to be a better
planner or communicator.

Analysis of an Organization. DPoor organization

can affect individual and group performance.
(Failure to meet goals, confuscd planning,

.4
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sloppy delegating, weak discipline, capricious
rewarding, unclear goals, absence of written
standards of performance, favoritism, uneven
work loak, etc., can lead to low morale and
marginal organizational performance. The pre-
sence of these or other weaknesses can produce
some of the patterns of individual and group
behavior listed above. An analysis of these
weaknesses can produce indications for
management/administrative action.

Interviews. A management/administrator may

"feel" action of a specific nature is needed

in a particular organizational unit. To sub-
stantuate this feeling he needs information.

He arranges a formal meeting with appropriate
individuals and through the utilization of
previously prepared interview forms he gathers
the necessary data for analysis. Other types
of interviews (employment, transfer, promotion,
etc.) can be utilized in an organization sct-
ting. One which is extremely helpful is the
exit interview. During this "last talk", a
person leaving the organization is in a position
to suggest how things could be better. Some of
these things may point directly to policy
changes, organizational clhanges, ctc.

Research. Most institutions conduct some type

of research as part of their on-going activities.

12



Results may produce new policies, procedures,
techniques, or organizational structures. As
these new assets or strategies are phased into
the organization's planning, implications for
training and development emerge. The management
practitioner, as one of the planning group, re-
cognizes these implications and begins appro-
priate action.

Self-analysis. Most people constantly evaluate

themselves. They want to do their best. They
set high standards for themselves. They are
critical of their performance against these
standards. They "know" what they need in the
way of additional resources, knowledge, skill,
or insight. Given an opportunity to express
these thoughts, as through an organizational
program of formal periodic self-appraisal for
growth purposes, they give direct clues to
organizational climate and employece satisfac-
tion. Where a number of individuals have this
opportunity, a summary of their statements can
reveal organizational needs.

Surveys. Surveys can be used to take inventory
of operations, advanced planning, etc. Like
studies, surveys can be delimited to a part of
the organization, or can be organization-wide.
They can be focused on a single activity, or
beamed at a function or program. Like studics,

’
4
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they are mounted only after a felt need exists

for the information they will produce. Surveys,

as a rule are costly to implement. Part of the
findings of a survey can identify college needs.

Surveys often are one step in a study sequence.

The foregoing gives some indication as to the
magnitude of the assessment problem. Everycne seems
to agree that it would be done; however, what
method should be used? If not one method, what con-
stitutes the best mix? These questions, as well as
many others, must be resolved by management based
on their individual and collective experience-bases
and intuitive judgment. We have not even touched on
the multiple problems associated with displaying,
analvzing, and initiating action as a result of
employing one or more of the identified "finding
out" methods.

Thus management's attempts at achieving zcro
discrepancy have been hamstrung by the lack of
precise instrumentat.on and procedures that would
ensure a timely, accurate flow of information in
sufficient quantity to enhancc the decision-making
process. Ideally, this instrumentation would:

Permit the gathering of dcsigndtcd data

throughout the institution from a single

department (e.g., budgeting, travel, pur-
chasing, or personnel), or from a par-

ticular level of administration (e.q.,

ERIC H




vice president, deans, etc.);

Facilitate the consolidation of collected data
for purposes of conversion to meaningful, single-
page, decision-oriented information;

Facilitate the analysis process by higalighting
specific needs of problem areas;

Facilitate the analysis process by showing all
"points of impact" associated with the identi-
fied need or problem;

Facilitate the analysis process through identi-
fication of influencing controls, constraints,
overlaps (duplication) of authority, accountabil-
ity, and/or products;

Facilitate the analysis process by pinpointing
major -ost factors associated with the genecra-
tion of institutional programs--instruction,
data processing, maintenance, administration,
etc,;

Facilitate the analysis process by assisting in
the development of options for meeting the iden-
tified needs or problems;

Facilitate "full disclosure" presentation of
options for management selection; and

Facilitate administrative control over the
selected solution's design, development, imple-
mentation, and evaluation stages.

As the above characteristics of "ideal instru-

mentation" indicate, the management responsibilitics

ERIC 15




of assessment and planning are a great deal more
complex than merely selecting a "finding out" tool.

In summary this chapter has addressed the pro-
blems of determining what action is xequired of the
management or aaninistrative teams and, in so doing,
has discussed eicht of the conventional methods
employed by practitioners., Additionally, the com~
Plecity of the assessment problem was highlighted
and the characteristics of "ideal instrumentation"
were identified.

Throughout this chapter the guiding philcsophy
has been that management practitioners must avail
themselves of the best possible diagnostic tools.
As in medicine, the specific disease must be iden-
tified before effective treatment can begin. In a
management context, progress can only be made Ly
first determining your exact position relevant to
any constituency group, policy, process, or product
and then comparing this position with where you
thought you were or where you must strive to be.
Therein lies the basic problem--the precise answer
to the question: "where are w_: now?"

The conventiinal approaches to the assessment
problem all have a common shortcouming. They all
assume the practitioner has a broad experience
base. He supposedly has the requisite skills to
select the most appropriate technique for assess-
ment, design the necessary data gathering

- )
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instruments, analyze the results of data collection,

isolate the problem, and recommend or implement a

practical solution.

It has been the explicit intention of this chap-~
ter to develop the assessment problem as the single
most important responsibility of the management
team for it is only through an effective assess-
ment process that management and the administration
can move from decision-making predicated on one crises
crises after another to a planned, programmed, and
budgeted work environment conducive to goal-
congruence,

B, Systems Approach and the Assessment Problem: An Overview

System is defined in the dictionary as "an assem-
blage of ohjucts united by some form of regular inter-
action or interdependence; an organic or organized whole;
as the solar system."

The dictionary definition is a good introduction to
a discussion of systems. However, it is not a sufficient
explanation of the rather special meaning of the term
as it is used in this report. Although this special
meaning is not in conflict with common usage, it is
nevertheless different and rather specific.

The special meaning of the term systems and such
related terms as systems concept, systems approach, and
systems analysis emerged during and after World War II
as a result of resecarch and development in problem solv-
ing, efficiency analysis, and, most significantly, the

L]
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development of complex man-machinc systems (the computer,
military weapons systems. etc.). The prime lesson
learned during these researcii and development activities
was that the specilic mission or purpose of a plannad
system must be identified prior to the assignment of
development of the component parts. Henry Ford was the
first to recognize the process as being systems analysis.
It is the system as a whole, and not its parts separately,
that must be planned, designed, developed, installed,

and managed. What is of paramount significance is not
how the ‘ndividual components function separately, but
the way they interact and are integrated into the system
for the purposc of achieving the goal of the system.

(In Ford's casec, the Model 7).

Generalizing from the above, systams can be defined
as deliberately designed synthetic organisms, comprisecd
of interrelated and interacting components which are
employed to function in an integrated fashion to attain
predetermined purposeas.

Systems surround us everywhere. The United States
Office of Education views the sum total of all ecduca-
tional effort o’ all the fifty states as comprising tho
National Educational System. The State Department of
Education, State of Florida, has a somewhat more re-
stricted view in that its primary concern is the
Florida Educational 8ystem, Valencia devotes cnergics to
the maintenance of a physically smaller, but functional-

ly identical, system--the Valencia Community College.

18



Each of the deans devote energies to the maintenance of
even smaller but, again, functionally identical system.
Orie instructor and a group of stuuents engaged in
teaching-learning interaction for the purpose of achiev-
ing some goal constitutes a system.

Thus we see that systems analysis or the systems
approach, at least from the standpoint of the instruc-
tor, is not really new. He has always formally (written)
or informally (intuitively) identified goals and sched-
uled activities so that the students achieved profes~
sional growth.

From the definition and the above example, then
cannot each one of us cite some occasion that we have
performed systems analysis? As with most "new",
"innovative" techniques, onhce we penetrate the vencer
of esoteric labels, it is not really that new. We just
could not understand the jargon!

It is not intended to oversimplify an extremely
valuable tool in the manager's arscnal of assessmoent
techniques, nor imply that everyone is an accomplished
systems anpalyst. However, it is hoped that some mis-
understandings about the systems approach being merely
a fad have been dispelled.

There are thrce main aspects to any system=--purposc,
process, and content. The first aspect is that systems
have purpose. Systems arc constructed from parts or
components, and the sum of these is the content of the
system. The content of a system is organized for the

4
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accomplishment of a specific purpose. The operations
and functions in which components are engaged in order
to accomplish the purpose of the system add up to the
process of the system.

Systems thus have purpose, process, and content.
The sequence of purpose, process, and content is impor-
tant because it implies priorities. Systems can be
identified by their purpose. Purpose tells us what has
to be done; it determines the processes that have to
be undertaken. The content, the parts that comprise
the system, is selected for ability to accomplish the
processes required in order to achieve the purpose of
the system.

If a system is tc maintain itself, and thus persist
in time, it is essential that it ensure the adequacy
of its output (accountability). 1In order to ensurc
such adequacy, the system has to provide for a continu-
ous external assessment of its output and provide for
feedback of the results of this assessment back into
the system. This so-called "feedback" provides the
basis for the system to adjust to the dynamic, and
sometimes hostile, environment within which the system
operates.

There is also a second way in which a gystem must
be able to adjust to its environment. The environment
imposcs various constraint: and controls--legal,
financial, political, and social. The current litera-

ture provides excoellent examples. There are demands

20



from various publics that the educational process e
changed to accommodate performance contracting, account-
ability, more equitable distribution of finances,
individualized instruction, increasing faculty militancy,
collective bargaining, etc.

Third, a system must be sensitive to the dynamic
needs and purposes of its environment (the City of
Orlando, Orange County, the State of Florida, the Nation,
and the various publics comprising these entities).

The larger purpose(s) of the environment influences and
ultimately determines the purpose of its (the environ-
ment's) component systems. Thus, Valencia Community
College must continuously assess these larger purposes
and stand cready to adjust or defend its purpose, pro-
cess, and content.

Banathy provides us with a comprehensive definition
of systems. He says:

Systems are assemblages of parts that are

designed and built by man into organized

wholes for the attainment of specific

purposes. The purpose of a system is

realized through processes in which

interacting components of the system emerge

in order to produce a predetermined output.

Purpose determines the process required,

and the process will implv the kinds of

components that will make up the system.

A system receives its purvose, its input,

its resources, and its constraints from

its environment. 1In order to maintain

itself, a system has to produce an output

which satisfies the environment.

With Banathy's assistancc, it is now possible to

formulate an approach to systematically and continuously

focus atteng}on on the complux problems associated with
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assessment, planning, policy development, communication,
and evaluation. We can think in terms of identified
purposes for the Valencia Community College System as a
whole, or in terms of one academic year, one discipline
area or even one class session, one report (automated
or manually prepared), or... any desired activity that
may cut across the entire college. We can pose quas-
tions, such as, "What exactly is the purpose of the
expenditure of "X" amount of scarce resources (time

and money)?"; "Who is involved ané to what degree?";
"Is the expenditure legal in terms of legislation and/
or policy?"

Certainly before we can discuss cost factors,
personnel, time-frames, legality, etc., we should give
considerable thought and energy to precisely defining
what it is we are about. In print, the previous state-
ment seems so elementary that one might wonder why
space was afforded. The reader can provide his own
answer by answering this question: Can you identify
the precise purpose of your program or functicn area
(as defined by the Florida PPBS Guidelines) in terms
of how it contributes to the accomplishment of the
Valencia Community College System's purpose(s).

Now we get to the heart of the systems approach.

It is not sufficient to simply identify purpose,
process, and content--these system aspects are con-
stantly interacting and, in theory at least, channelled

toward the same end. From real-life experiences however,

s L
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we realize that all "systems" (organizations, institu~
tions, governments, and military establishments) are
comprised of dysfunctional as well as functional ele-
ments. The systems approach is merely one technique
that facilitates internal assessment and forces think-
ing about how the elements comprising one of the major
aspects impact on and interact with all other elements.
In short, the systems approach enables management to
isolate dysfunctional elements, modify or eliminate
them and observe new impacts through graphic represen-
tatives as opposed to costly operational observations.

Once the conflict of purposes has been resolved,
all programs, sub-programs, elements, and interim
products can be explained and classified as to sup-
portive or non-supportive contribution and we can
proceed in the same analytical frame to ensure both
process and content, to include their clements, and to
be positive in their contribution to Valencia's goals

e
(purpose) .
Systems Approach--Practical Applications for Valencia

The word "practical" points mainly to something of
proven effectiveness. It focuses on what can be
produced, created, built, or put into effect and eli-
minates notions of mere occurrence of likelihood.

In the previous chapter the systems approach was
demonstrated to have proven effectiveness-- after all,
educators have been using the basic technique since
Socrates and Platoc-~-and it can be put into effect at

Y
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Valencia to develop meaningful and flexible management/
administration guides. Meaningful in the sense that
they will convey a longitudinal view of purpose, process,
and content. Flexible in the sense that the manager/
administrator is still free to exploit targets of op-
portunity, or adjust to dynamic environmental forces.
If something is to be put into effect there must
exist a rationale and a plan of action. This chapter
will develop the rationale and a skeleton plan. It is
felt that the Valencia Management Team mﬁst be involved
to a depth that ensures their identification and suy-
port. Addressing these key areas, then, this chapter
has been organized for discussion of the following
topics: Rationale; Toward Goal Congruence; Organiza-
tional Structure; and the MAPS as a Change Agent.
1) Rationale

Why should Valencia Community College move
from traditional methods of needs assessment
(incernal or external) to a process that appears
to be more time-consuming, complicated, and on
the surface, at least, seems to offer the same
end-result only in a different formct?

The ultimate answer, of course, rcsts with the
management of Valencia Community College. But the
following advantages seem to dictate adoption of
the systems approach as manifested in the developed
Management/Administrative Profile System (MAPS):

Operationally tested instrumentation which

1
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is fully compatible with Florida's Program
Budgeting System (FPBS);

Data collecgion, data display, and data analy-
sis instrumentation and procedures to enable
smooth transition to Florida's PBS:

Ability to pinpoint decision-centers, bottle-
necks, voids, overlapping authority, and the

degree to which actual practive matches legis-

lative or policy intent; and the

Ability to instantly identify the cost factors

associated with a particular activity or group

of activities forming a program (this goes
beyond instruction costs as it also embraces
data processing, maintenance, clerical assis-
tance, and administrative support).

The recommended MAP System, in concert with the
adopted FPBS, provides Valencia Community College
with an opportnnity to operationalize a management
and administrative climate conducive to the devel-
opment of an esprit de corps second to none.
Technical Overview.

The systems approach has been defined as,
"common sense by design." However, there exists a
great deal of confusion because of the technical
jdrgon explosion--systems adjustment, systems
view, systems approach, systems analysis, systems
design,‘gystems development, ad infinitum,

This chapter will attempt to break down the

il
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artificial jargon barrier by showing how these
commonly employed terms interface, one to the other,
and thus permit a return to the more practical
definition of "common sense by design".

System Adjustment. In Valencia's case, the

co munities of Orlando and Orange County, the State
of Florida, and to a deyree the Federal Government
evaluates (formally or informally) Valencia's pro-
ducts (student services, reports, etc.). On the
basis of the recipients perception regarding the
standards of performance expected of a product,
acceptance or rejection of that product occurs.
These are the extremes of the performance scale
and generally are not achieved within the full
context of their meaning. The range between these
poles can be as large ur small as the user
(Valencia) desires. A procedure is required that
enables the user to sample and ascertain the
degree of acceptance or rejecticn on a continuous
basis which, in effect, becomes an "early warning
system”", This process is more accurately referred
to as "feedback" and, as indicated, the result can
be negative or positive.

Feedback, however, is not system adjustment.
1+ is the enabling information basc that should
trigger management or administrative action. The
action that is taken will result in some adjustment

in purpose, process, or content. In come cascs
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"action” takes the form of a decision to gather
more information concerning some facet of the feed-
back-~but someone, somewhere must adjust to this
change in the normal process.

Systems view. A special way of viewiny things

that requires the search for specific purposes of
the entity under study; the identification of
structure and relationsh.ps; the examination of
methods of maximizing the interaction of the parts;
and the highlighting of those parts or processes
that are non-contributing (passive) or contributing
in a negative manner.

The systems view calls for some fundamental
changes in the way studies are organized and con-
ducted. The traditional approach to inquiry
norrmally begins by defining: (1) "What is it?";
(2) "What does it do?"; and (3) "What is it for?".
Unfortunately the process tends to terminate with
the identification of "What is it?",

When discussing education, most individuals
can accurately define schools, facilities, books,
etc. However, the same individuals become some-
what less precise when describing what educaticn
does. A grcater barrier to communication presents
itself when responding to the question: WVhat is
education (or a particular course) for?

The systems view then simply changes the

priorities of inquiry and directs initial energies™

27 3



at determining what a particular thing, system,
course, report, etc., is for. This requires a
detailed, specific definition of purpose, and it
is only through this definitive step that one can
identify precisely what has to be accomplished, by
whom, and what order.

Systems approach. sSuffice to say that the

systems approach is merely an application of the
previnusly discussed systems view to human en-
deavors.

Systems analysis. A three-phase technique of

investigation that employs the systems approach to
the collection of appropriate data; display of this
data in a graphical format using system symbols;
and analysis of the displayed data for purposes of
improvement.

Systems design, development. These applications

of systems thinking differ more in degree than in
technique. The design process normally follows
analysis and incorporates the recommendations of
systems analysts' (practitioners' of the system ap-
proach) for improving the efficienty or effective-
ness of a current or proposed procedure (budgeting,
travel requests, purchasing, etc.).

System development follows system design and
entalils Lhe actual development and testing of all
supportive materials (to include training and

orientation). Implementation of the designed and

coe
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developed system is not included and therefore,
should be costed and controlled separately.
Applications Overview

Systems analysis is a technique which can be
defined as the taking apart of something (either
an entire system or any of its interrelated sub-
systems) in ordet to understand its nature and
scope. It is the process of looking at complex
problems which interrelate the systems approach
and the traditional planning process.

One of the tools used in systems analysis is
a thru-put or flow chart which depicts pictorially
the units and/or individuals responsible for
specific activities, the documents which are in-
volved, where document copies are stored, and the
interaction among various units and/or individuals.
The thru-put chart is an invaluable tool which will
enable a manager to identify problem areas in a
troublesome system and to ascertain what functions
his employees are performing. Through following
the document and/or information flow on the chart,
an individual manager can ascertain who is
actually making the decisions, where the informa-
tion is stored, if there is duplication of effort
and files, if the work is accomplished according
to cstablished organization policiecs and operat-
ing procedures, and the types of data which are
used in making decisions, When a manager has

4
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these types of information, especially in pictorial
form, he becomes aware of how his organization is
operating. He can then determine if the decisions
are being made at the appropriate level based on
adequate data and if changes are needed. (See
Figures 2-1 and 2-2).

4) Toward Goal Congruence

Achieving, in this context, is not intended as
being finite, rather, it serves to indicate a
continuous process~-a striving for perfection that
in all probability cannot be obtained but neverthe-
less, is worth seeking. High degrees of achievement
are possible, especially within a close-knit com=-
munity such as Valencia Community College, but the
actual success will vary from one work-group to
another.

Goal congruence is a term used to describe a
normally hypothetical situation in which the
organization's formal goals have been evaluated
by the various formal and informal groups compri-
sing the organization and have been adopted by
these groups as the legitimate basis for their
eXistence. Groups, formal or informal, cannot
persist in time without a purpose for their con-
tinuation. The purpose can be to impede organiza-
tional progress. TFor this reason it is imperative
that Valencia's goals be reduced to writing and

communicated to the staff as the first step
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toward congruence.

Iinally, the Valencia staff and faculty would
have considerable input to the goal identification
process and the gozl statements would be phrased in
such a manner as to permit measuring the actual
degree of achievement. Platitudes such as "improva
educational opportunity"” have their value but their
contribution to evaluating the effectiveness of a
technique, program function, or the Valencia
Community College System as an entity is nil.
Valencia has an excellent faculty and their skills,
knowledge, and understanding should be reflected
in the formal goal statements. Again, invoivement
is the key to identification and identification is
the stepping-stone to congruence.

Once the current level of perception is ascer-
tained through application of the recommended
Management, Administrative Profile, and the staff
and faculty have been appraiscd of the adopted
Valencia goals, it is imperative that manhagement
not regard thaese steps as constituting final
action., Follow-up, in the form of periodic
"perception ascessments" oi the staff and faculty
(considering Valencia's size, a 100% assessment
would not be prohibitive) is mandatory. Manage-
ment and/or administration must ensura2 that group
(formal or informal) "boundary maintenance"
activities, environmental forces, or just plain

)
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communication failures have not modified the formal
goals at the action-level. 1In short, is the percep-
tion of operation-levul parsonnel commensurate with
the perception of management/administration? 1If
not, appropriate corrective action is indicated.
Following the dictates of the systems approach
then, we proceed to identify the precise purpose(s)
for the Valencia Community College. With these
major intended consequences highlighted, we can
focus on the sub-purposes (or more precisely--
programs) that must be :successfully executed if
Valencia's purpose(s) (goals) is to be realized.
An important concept has been indicated--purpose
determines the programs that arc nccaessary for
accomplishment. Programs always follow purpose.
The next topic discusses the program organiza=-
tion in terms of "hurdles" that must be identified
and dealt with if reorganization is desired.
5) Organizational Structure
The traditional community college structure
is well known and therefore no effort will be
expended to describe its form. Suffice to say,
the People, the Board of Trustees, President,
Vice-Presildent, Deans, etc., constitute the formal
organizational hierarchy. Any number of informal
organizations exist concurrently with the formal
structure. It is these informal structures that

actually excecute the day-to~day business of
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management, control, and evaluation,

"Power centers" are the hearbeat of these in-
formal structures or, as some authors have called
taem, "overlays". A "power center" is simply the
person to see if you want something done. In all
probability that person (secretary, clerk, etc.)
will not appear on the formal organizational chart.
Hlowever, he has become a power center by managerial
default (formal authority's failure, for whatever
reason, to become involved in decicgions or action
of a particular type) or social influence on the
formal authority to the extent that the informal
power center renders yes or no decisions across a
broad spectrum of organizational activities. I am
certain the reader can recall examples of: "You'll
have to see Jones about that--he has the blank
forms"”, or "You had better clear that first with
Smith--he has the president's ear on matters like
that." These are power centers formal or informal.

Power centers are than a fact of oraganizational
life--Valencia not excluded, The action required of
the Valencia management tcam is to identify these
centers and then to analyze their contributions,
pro and con, in terms of the departments purpose,
which, of course, must be supportive of Valencia's.
In short, practical application of the systems
approach to ascertain what people are actually
doing for the purpose of comparison with what the
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formal organization depicts them as doing. The
Management, Administrative Profile System provides
the instrumentation and guidelines for viewing
Valencia Community College in terms of the program
concept adopted by the Florida Programming Budget
System. This program approach raeveals the magnie
tude of program impact on available resources, the
individuals involved, and the cycle of events
associated with these programs and subprograms,
Analysis of thesc data will pinpoint power centers,
reveal the extont of program or subprogram overlap,
number of organizational elements performing
autonomously within the same program area and/or
those work groups who cooperate on portions of a
program area, and highlight voids in the process
and/or content aspects of the system.

Change, as indicated in the Rationale, is a
Process tiat must be predicated on knewledge of all
the parts and their interactions. Systems analysis
is ideally suited to this task; however, its value
as a management tool is directly proportional to
management's interest and support. With programs,
power centers, workloads, and activity cycles
identified, the difficult part is at hand--a decision
must be made to reorganize programatically or main-
tain the current organization chart and accompanying
job descriptions.

Certain destinct advantages accrue to the

4 h,‘
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institution willing to invest time, energy, and

patience to surmount a certain amount of initial

confusion and to tolerate some missed deadlines.

Such managerial advantages of a program organized

college include, but are not limited to, the

following:
Programs of the college (Instruction, Student
Services, etc.) remain constant even though
funding sources may change;

-+ A programatically organized college minimizes
duplication of work efforts and encourages
"formal" lines of communication;

The prusident and his management team are in

a better position to set priorities because

programs breed a program-oricnted approach

to planning and management, thereby increasing

the overall capability of the college; and

Each program area becomes an integral part of

the college. Consequently, the college becomes

one cohesive institution capable of focusing

energy and rosources on organizational

purpose(s) .

For a more detailed discussion of the program
classification structure as advocated by the State

of Florida see Appendix 1.

The Management Administration Profile System as a
Change Agent

Change for the sake of change can, understand-

ably, have a demoralizing impact on any institution--
i)



Valencia being no exception. Change as an exercise
and change as an instrument to imporve the quality
of institutional life are readily distinguishable.
In the latter instance there is definite evidence
of top management interest and support. The
evidence normally takes the form of a well-developed
pPlan with heavy emphasis on involving those indivi-
duals who will be responsible for execution of the
planning process. Involvement leads to commitment,
commitment leads to identification, and identifica-
tion leads to high-order achievement.

As with education, change is evolutionary as
opposed to a revolutionary process. There are five
ingredients necessary for change: (1) desire;

(2) knowledge; (3) energy; (4) a conducive environ-
ment; and (5) implementation. Desire and energy
must be supplied and sustained by the management.
Management must also have, or acquire, the necessary
knowledge concerning the available methods and
instrumentation so as to better predict the results
in terms of their requirements. Environment and
implementation are achieved through policy state-
ments.

The necessary knowledge for directing the
change effort is the primary product of the recom-
mended Management, Administrative Profile System.
wWithout descriptive information addressing the

"Where are we now?" kinds of questions, change
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becomes merely another term for crisis management.

In considering the Management, Administrative
Profile System for possible implementation, manage-
ment should be cognizant of at least three general
problems:

The assessment process is often feared by

those interviewed because they tend to per-

cieve it as a means to evaluate their

performance in some area of individual
accountability;

The assessment process is secen as being

executed by internal data gathering teams

with particular prejudices--management's

hatchet-man; and

The criteria for assessment is rarely

known in advance to the interviewee and,

coupled with his threat-threshold,

interviews consume more time than necessary.

The above generic problems can be greatly mini-
mized through well-planned staff and faculty
orientation sessions and, if necessary, workshops
for those desirous of additional training.

To facilitate management's ability to deal with
these very real concerns and to focus the Management,
Administrative Profile System (MAPS) on those areas
felt to be of central importance for such a system,
decisions were made about the design considerations.

These included the following:




The MAPS should serve college top management;
. that is, the president, vice-presidents, and
deans and they should be able to target MAPS
applications by selecting from the options;
It should be a system which can be applied to
a college environment under internal direction
by college staff and/or faculty;
Also, it should not be so complicated or
require so many specialized gkills that it
forces management to be passive;
It should focus on management policies and
administrative procedures, not with the
assessment of individuals, their performance,
skills, and styles of management or adminig=-
tration;
The data collection requirements of the MAPS
should be modest and flexible tu minimize
interference in day-to-day college operations,
to reduce the overall cost of use, and to allow
its partial use on a test basis in a particular
college; and
The systems analysis procedures shcould present
findings to an audience (specified by the
management) .
The MAPS, in its current configuration, deals
with questioﬁs concerning the effectiveness of
college programs. It deals with management's

concern of work being accomplished, individuals
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involved in work, organizational structure, financ-
ing of work, and decision-making. 1It is structured
to deal with these questions in a way which will be
non-threatening and useful to management and it is
based on concepts of modern program budgeting
management.

The current design, though of necessity based
on many tradeoffs, does not severely restrict the
use of the MAPS. Any such system requires assump-
tions such as these, and we have attempted to
develop assumptions which are non-restrictive and
pointed in the direction of current management
change.

It is important both for users of the MAPS
and for those considering its use to be prepared
to be flexible in the system's application and
its terminology. College goals, unit objectives,
activities, plans for allocating resources to
activities, and methods for evaluating the effec-
tivenass of college prograﬁé exist in every
functioning organization. However, lacking clear
and constant managment direction, these procedures
develop problems.

vValue judgments become implicit rather

than explicit, estimates grow to be based

entirely on individual experience rather

thai records;

Management processes become personalized
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rather than standardized;

Knowledge becomes power and is hoarded;

Communications suffer, cooperation becomes

more difficult, personal kingdoms arise,

decreasing top management's ability to

direct the course of the college; and

Stability becomes safety, and change is

difficult to implement, morale suffers

as priorities become confused and

conflicting.

In general, the management process comes to be
perceived as mystical rather than rational,

Current treads in management (and the MAPS) are
toward systematizing management through the intro-
duction of more data collection, control, and
dissemination, and an increase in the formalized
steps of management. A president will have his own
beliefs about the extent to which he wishes to move
his college in these directions. The MAPS can
assist him in monitoring the current state of his
college, and as mentioned earlier, in progressing
in these directions.

Thus, the MAPS has been developed with the end
view of making it a useful tool for a variety of
college managements, though they miy differ in
their approaches to running a community college.

We hope that it will be refined further and made

more useful as time passes. It is our belief that
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2
40



this system, or one like it, can only assist
community colleges by helping them monitor, £rom
time to time, changes in the state of their

college's management.

3. IMPLEMENTATION

The previous section described the development of the
MAPS and its concern with the management of community
colleges. Because it is concerned with managements, the
MAPS can be a powerful tool for analysis and change in a
college. However, its concern with management gives it a
particular kind of vulnerability; that is, without the
support of management, the system cannot work effectively.
If management is not involved in the analysis of their
own procedures, it is unlikely that they will concur with
changes in these proucedures and support the implementation
of them. The most influential manager is the president.
If he understands and supports the Management, Administra-
tive Profile System, its' chances of success are vastly
increased.

A president's support does not mean, of course, that
he needs to be involved in all the details of the data
gathering, analysis, and the consequent presentation of
the results. His involvement in these activities, although
useful, would often require more time than he has available.
Onc of the president's primary decisions, therefore, (if
he decides to support the use of MAPS in his college) is

the sclection cf a delegate to head the MAPS effort for his
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college. The president's support and the appointment of an

effective operating head for the MAPS are sine qua non of

the MAPS's success in an agency.

Once the president has made the appropriate and
necessary Jecisions in these two areaz, he should proceed
to specify his choices for the six kinds of options listed
below.

A. Planning Considerations

1) Objectives of the MAPS

An important first step is the specification
of the objectives of the system's use. This is
important not only to guide the effort but for
dissemination purposes. Knowledge of the objec=-
tives for the potential use of the findings can
help guide the MAPS team and respondents throughout
the effort.

The rationale for implementation will be
distinctive to cach c¢ollege using the MAPS.
However, a sample of possible objectives may be of
use to those who are in the process of formulating
their own objectives. The following is a short
list of possihle objectives.

A president (or other college management/
administrative personnel) may wish to use MAPS
if:

He is new to the college and wishes to see

an analysis of how the management processes

occur in his college or a particular
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institutional area;

He @' his management team wish a report on

their  ‘ogress toward a program planning

system of management;

He wishes to study ~ :art of his agency or

several program areas;

He does not wish to move toward a program-

planning style of management, but is

interested in how his agency's management

appears from that viewpoint;

He feels that it is time for a review of

management or administrative processes, and

wishes to bring his managers together in order

to study findings about how the college

operates; or if

He is considering alternative management

changes for his college, and wiches to make

these decisions in the light of findings

that the MAP5S has to offer.

2) Audience for the Findings of the MAPS .

The president, or his delegate, must make
decisions about the audience for the findings of the
MAPS. This audience, or group of users, will be
involved both in the development of the MAPS
findings and in management decisions based on these
tindings. Since the MAPS is a management orientcd
process, it is important for the president to
involve his management tcam in recciving the findings,

U
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judging their accuracy, and making decisions about
the consequent steps to be taken.

The method employed to present the findings and
the way in which participants are involved will
play an important role in the resulting perceptions
of these individuals. Therefo.e, most presidents
will want to emphasize the participant role for
their management teams. It is important that
management caution those who are executing thas MAPS
effort to be constantly cognizent of the fact that
the findings are preliiminary, and subject to dis-
cussion and change if the audience feels that they
are inappropriate. The timing of the involvement
of the audience or participants is also important.
Data gathering should be followed closely by
preliminary presentation of findings. The presen-
tation of findings should be done in a context
which clearly indicates what kinds of decisions
may result from the consideration of the findings,
The president should lay out for his management
team which areas for decision making he wishes
them to consider when they receive MAPS findings.
Selecting Application Areas for MAPS

Determining what institutional units and
Programs should be covered by the MAPS is dependent
upon the previously sclected objectives of the
president. A unit or program is "profiled" by

interviewing some of its administrators and
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operational personnel. Saince coverage (interviewing
and¢ £illing out interview forms) and analysis of the
results require expenses to be incurred by the college,
the decision musct be made as to how much time is
available for the MAPS effort. This decision will
necessarily have a high impacc on the area to be
covered. It should be notad that since the MAPS is
highly flexible and very inexpensive--(two to three
man-wecks of rzleased time)--usage of the system is
possible. Among the decisions that the president
has to make concerning his coverage are:

He must decide which community college

programs are to be covared by the MAPS's

application. These pro¢rams described in

Appendix 1 are those of Instruction,

Community Service, Academic Support,

Student cService, Institutional Support,

and Independent Operations.

The president may wish to consider which

organizational portions (administration,

data processing, maintenance, etc.) of

the college require coverage by the MAPS.

Although this decision is a difficult one,

it may ultimately form the basis for

determining the allocation of available

resources. Becausc of the problems of

*"linkages" between organizational portions

of the college, however, this form of
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potential cost savings may not ke practical.
Rather, a singie policy, procedure or program
of the college may best serve as a test appli-
cation for the MAF.. This is useful in training
the MAPS personnel of a college and in indicating
to the president and his management team how the
system worke in detail. This is the recommended
low-cost way of investigating the MAPS.
The president should make the decision about
the extent to which the MAPS can be applied to
the different administrative levels in a college's
hieracrchy., One of the main advantages of including
a number of levels !instructor to dean perhaps)
in the application of MAPS is tiat the resulting
"deep coverage" allows fcr the comparison of
perceptions by individuals at these different
levels within the college. This is useful and
.nformative to the president and his staff in
relation to questions of morale, d.ssemination
of college policy, and a view of actual college
practice. The disadvantage oi "deep coverage"
is its increcased cost to the college in terms
of time and manpowur,
4) Staffing the MAPS Effort

A¢ previously outlined, one of the first

decisions that the president must make upon his

decision to proceed with the MAPS is his gelection

of an operating head for the MAPS effort. This
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individual should be someone the president trusts
and an individual whose technical ability has been
established. Since the subject matter of the MAPS
is management, particularly the modern program
planning aspects of management, the individual
selected should desirably have background andg
exverience in these areas. However, it is not
necessary that all the MAPS staff have this type
of background. 1In fact, application of the MAPS
is a useful i\ :aining device for those staff or
faculty menbers that the president desires to
become more knowledgeable about these concepts.
Estimates of the number of staff to be ''equired for
the effort can be made on the basis of the length
of total time allowed {fewer interviewers can inter-
view a given number oi people if they have additional
time) , the number of interviews to be conducted, aud
the covorage the president wishes the MAPS to have.
An idea the president should consider in making team
selections is the drawing of the MAPS personnel
from a variety of staff and faculty positions. This
ecumenical staffing of the effort may avoid feelings
of staff and taculty favoritism, and may increase
communication and understanding across these bound-
aries.
5) Nature of Findings
The designers of the MAPS have developed s “veral

strategies fcr the presentation of the findings:
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A president may request only descriptive £ind-
ings. These are findings which describe the
college and its management and administrative
practices as they exist, without attempting to
place weights on these practices or the existence
of gaps which may be discovered. Because no
inside (or even outside) assessments can point
out all the details of complicated management
practices, the president may well wish the MAPS
team to specify only descriptive findings and
allow the determination of recommendations to
be made by management personncl who will review
them,

Alternatively, the president may wish to have

the MAPS team not only develop descriptive

findings, but to place valuec weights on these
findings and go through excrcises such as the
development of recommendations and the comparison
of current practices of modern planning, pro-
gramming, and management systems.,

It is important to emphasize that, in determing
the kinds of findings desired, the president should
consider the process by which the findings will be
presented and the actions which may be taken on
them, This is essential so that the nature of the
findings and the process of decision-making will
be in harmony.

6) Additional Data Gathering
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Once the decision is made to proceed with the
MAPS effort, a president may wish to employ the data-
gathering team for additional work. Me may add
questions to the instruments about releted or wholly
extraneous matters. This option of using the data-
gathering effort as a vehicle for obtaining further
information is not recommended (as discussed in 2),
of the following section B.), but it is a possibility
and in special circumstances may be desirable.

In conclusion, the success of the application
of the MAPS effort depends entirely on the support
of top management. With the understanding and
encouragenment of the president, MPAS offers a
variety of options to community college decision=-
makers:

A clear determination of the objectives of the

MAPS within the college not only guides and

disseminates information, but helps to organize

and direct the effort uader a single responsible

head; .

It is important to designate the targets of and

plans for using the MAPS findings so that

management participants have an understanding

of their roles as audience and/or participants;

The president must decide what specific college

policies, procedures, or programs are to be

covered by the MAPS application and allocate %the

appropriate funds or personnel to support MAPS
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use;

The selection of the MAPS team should include

an operating head who tnderstand management

and program planning, and a team (from a variety

of institutional units) who will benefit from

the MAPS application as a training device

while facilitating communications within the

college;

The ultimate presentation of the MAPS findings

may be descriptive and/or in the form of

recommendations, but the process of presentation

should be consistent with plans for actions

sought as a result of the MAPS application; and

The president may in some cases utilize the MAPS

effort to carry out additional data-gathering

efforts.

B. Preparation of Participating Personnel
It is essential to the success of the MAPS effort

that it be explained to all of its potential users as
clearly as possible so that they may fully understand
its uses and its outputs. This includes not only the
operating officer and the staff who will conduct che
interviews and analysis (who will, of course, require
extensive additional instruction) but also the
respondents, whose cooperation is fundamental, and the
audience (who in some cases are identical) who must
approach the MAPS with expectations which are in line

with the reality of the system's procedures and its
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types of findings. To this end, a basic introduction
to MAPS, such as portions of this report, should be
available to all persons involved with the system. It
will be the core of the training of interviewer/
analysts and thc most straight-forward means of inform-
ing those from whom the data will be gathered and those
to whom the findings will be circulated.

While these training and information objectives
can be attained with the text of this report and the
materials contained in its appendixes, it must be
remembered that they are the product of six month's
effort, the goal of which was the development of the
information-gathering portions of the MAPS. The result
is a workable system. It is hoped that ensuing efforts
will devote additional attention to dissemination and
the training aspects of the MAPS to ensure the maximum
convenience and benefit of its employment.

While development of dissemination materials was
not within the scope of this initial prcject, the
present report is intended to supply some guidance so
that a college @ 1y make immediate application of the
MAPS.

In its ultimate, or ideal form, the dissemination
and training materials should make use of workbooks,
audio-visual techniques, and other efficient instruc-
tion aids both to improve the depth of familiarization
and training and to enable this to be done in a shorter

time and with less burden on the operating officer at

re, .
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the college using the system. Where appropriate in
the following discussion, we will both describe the
training procedure with the existing materials and
parenthetically outline how this might be improved
upon with a more comprehenzive menu of méterials.

The president should examine the explanatory
training materials to give him a full understanding of
the size and the nature of the effort required, and
to enable him to decide how useful the results will be
to his college. He may wish to delegate some of this
study, but ultimately it is he who must decide whether
he wishes the asystem to be used in his college.

The president may also wish to make a few changes
or additions to the scope or dotails of the instruments.
While this is cncouraged, it must be remembered that the
instrumentation is planned and has been field tested to
bring it to that form which the designers feel will
produce the most accurate results, the fewest entry
errors, and the most reliable analysis. To the extent
that either the wording of questions or the physical
design of instruments is alteir~d, the compatibility of
the results with the rest of the system cannot be
guaranteed. If specific information is desired which
is not clicited by the original instruments, it is
preferable to append additional questions rather than
to alter the existing ones. &ven in the case of such
additions, the responsibility for devising analysis

techniques and results-presentation formats rests on
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the author of the new questions.

The central element of all training materials for
users and the principal motivation to respondents of
the MAPS is an explanation of its purpose, its methods,
and its results. Copies of appropriate parts of this
report represent an immediately accessible means of
accomplishing this. (A sound filmstrip presentation
would be best because it is both more dramatic and
more efficient for uses where groups are involved).
Whatever the medium, it is desirable that participants
know they are seeing the same general description of
the MAPS.

In addition to introductory matter, this report in-
cludes instructions to the staff person who is delegated
responsibility for operating the system, procedures for
training the personnel who will conduct the interviecws
and analysis, copyable masters of the instruments, plus
the necessary instructions and formats for analyzing the
raw data and preparing the outputs for presentation to
whatever audience the president has selected.

1) Training the MAYS Team: The Team Leader
This person, perferably of middle to upper
management level, has been delegated the task of
organizing the personnel and resources necessary

to carring-out the MAPS in the college. His

responsibilities include arranging for interview

staff; explaining the system to the proposed

respondents; distributing and re-collecting the




2)

questionnaires; scheduling the interviews; over-
seeing the data tabulation and analysis; directing
the preparation of the findings for presentation;
and most importantly, conducting the actual training
of the intexrviewer/analysts.

Since his role is of pivotal importance and
present training materials are of limited capability,
he may wish to be assisted in his own training by
some part of the MAPS development team (Valencia
Community College). The aim of the team leader's
training is to make him totally familiar with the
instruments and analysis techniques, and to enable
him to anticipate and answer most of ‘he questions
which might occur to interviewers in training. In
the ultimate form of the system, he could also be
coached in the actual administration of the
interviewer-training materials, This might involve
supplementing a comprehensive instruction manual
with a visit by the operator to either a workshop
for training such persons or an individual training
session carried out by Valencia or its subcontrac-
tors. At present, however, much depends on his
diligence and his understanding of the content of
this chapter. In either event, trouble-shooting
and immediate assistance with specific problems will
be available from Valencia Community College.
Orientation of MAPS Target Groups

It must be realized that in order for the college
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and administrative personnel (staff and faculty),
whose responses will be analyzed by the MAPS, to
participate freely and to cooperate fully in the
employment of the system, they too must understand
its purposes .nd what it will require of them. Any
inquiry or assessment, regardless of its source or
use, bears the danger of being perceived as threat-
ening by those of whom it asks information. If a
system such as MAPS is used to produce usable data,
it must enlist the support of its respondents. To
this end, it is suggested that an introductory
presentation be made to an assembly of those who will
will be asked to £ill out questionnaires and submit
to interviews, and that copies of appropriate
chapters be available for that presentation. The
use of a "canned" filmstrip/tape presentation would
have many advantages for the development of uniform
presentations. The prime advantage would be to
assure that everyone hears the same story and would
additionally be available for references and
Consortium~wide distribution.

It is anticipated that most staff members will
not be highly apprehensive about the use of the
MAPS (as demonstrated by the pilot test), and it is
hoped that the initial concern will decrcase dra-
matically after a presentation concerning the use of
the results; the descriptive nature of the results;

and the lack of individual assessment in the system.
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This presentation can begin by describing the kina
of outputs the MAPS will have, and by demonstrating
that the purpose is not to find ou* "what you're
doing wrong or who is not doing his job", but
rather, "what are the management and administrative
procedures and what is the relationship between the
reality of the management and administrative prac-
tices in the college and the impression of what
constitutes reality as perceived by management."
And (if the president requests), the MAPS can point
out changes which might improve the management or
adminirtration of the college. The college manage-
ment must clearly perceive that the MAPS is not
going to provide a panacea for all problems of
managemeint of the college. Furthermore, it should
be realized that the findings are not individual
but collective, and that the usefullness of the MAPS
findings is, in large part, dependent on their
management's own time and effort as conscientious
sources of information,

Support and cooperation for the MAPS might also
be enhanced by a "cover letter"” or memo from the
president's office explaining the intent of the
assessment and inviting participation, beginning
with a meeting to view the presentat.ion describing
the MAPS.

Training Personnel to Conduct Interviews

While eventually it may be concluded that the
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relative convenience of using "home college" people
to conduct the interviews and analysis is out-
weighed by the objectivity of outside personnel, it
is probable that at least most of the early applica~
tions of the system will be done in this manner.
There is very little, if any, travel or lodging cost
to be borne, and training, scheduling, and actual
operation can be set up quickly and conducted
entirely within the organizational fabric of the
college planning to use the MAPS. Also, the idea

of the system being used by the college for its

own purposes is most clearly embodied in having the
instruments administered by familiar faces, with
attendant advantages to the establishment of rapport
between interviewer and interviewee. Most improtant,
a college which develops its own in-house capability
for using MAPS will be able to bring it into action
annually or test specific changes with a minimum of
delay cr outside arrangements.,

The principal disadvantage seems to be in assur-
ing a high level of team leader and interviewer/
analyst training without elaborate and expensive
training materials and outside support. In the
ideal situation this challenge would be met by
"flying squads" of trainers with the most advanced
instructional materials who would arrive at each
college within the Consortium and conduct not only

the training but some of the explanation to possible

Cs
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interviewees and general audience as well, They
might also be available, either .. site or at some
central office (Valencia Colleg - to advise on
analysis and presentation of findings. In the
absence of this kind of support, he college will
have to rely on the resourcefulness of the dele-
gated MAPS team leader and on the abilities of the
staff selected for interviewer/analysts, Two
other disadvantages derive out of the relationship
of these "in-house" interviewers to the college
and to the acquaintances they must interview.
These interviewers are in a way trapped by their
own knowledge of the college; they have difficulty
asking "dumb" guestions (which may be needed to
assuve comparability of data across program lines)
of friends who know that they (the interviewers)
could answer the question themselves, Faced with
this situation, they will be tempted either to
skip the question or to enter their guess as to
how the respondent would answer it. On other
questions, they may be unable to resist arguing
with the interviewee as to the accuracy of his
perceptions. Training and careful overseeing by
the team leader can greatly reduce the bias stem-
ming from these causes, but it cannot eliminate
one fundamental paradox: in many cases, the best
persons to conduct the interviews and analysis may

well be the persons who should be the respondents.
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The best way out of this and the problems which might
arise due to disagreements between intarviewers and
respondents of nearly equal rank would be to use
junior staff, wherever possible, as interviewer/
analysts. This would be a useful experience for the
junior personnel and would give them a useful
insight into the management of the college.

The actual training of interviewer/analysts
should probably be alloted three full days, though
this might be shortened if all trainees conscien-
tiously read this report before thc session begins.
The team leader should make an introductory ex-
planation of the MAPS, being sure to include the
recasons it is being used by this particular college,
and a description of the kind of findings which may
be expected. Copies of all instruments should be
distributed to all trainees. Each trainee should
then £ill out the four-pact Staff and Faculty
Perception Assessment (VCC Form IV) instrument for
himself, afﬁet which a discussion of the questions
and the variations in answers should help to bring
misconceptions about definitions and organization
to light.

Next, the instructor should distribute blank
copies of VCC Forms I, V, and VI to cach trainee.
Once this is done, one of the students should
interview the instructor, while the others record

the answers on the provided interview guides. If a
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student has a guestion, he should make a mark in the
margin of the guide rather than Ilnterrupt the inter-
view, which should also be conducted without asides
from the instructor, unless the interviewer loses
his way completely. The aim here is to give an
immediate and accurate simulation of the interview
situation and to surface problems and questions
about technique, recordings of answers, and keeping
the interview moving. (The instructor might do well
to occasionally wander in his answers so that the
trainee/interviewer must bring him back to the
subject; in any case the instructor must make an
effort not to let his knowledge of ensuing questions
or of the analysis process intrude into his per-
fcrmance of the role). A discussion should follow
the interview simulation and should concern itself
espceially with questions noted by the trainee(s)
and with the instructor's (gently stated) comments
on the interviewer's technique.,

Another simulation should follow in this
instance which allows trainces to perform both
as respondents and interviewers., This may best be
achieved if the instructor will take troubhle to
write a fictitious role in advance and to prepare
copies of a questionnaire filled ou% with answers
appropriate tc that role. If the class is small,
onc trainee should be seclected to study and perform

the role of interviewee; he studies his role while
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the others enter "his" questionnaire responses in
their interview guides. 1If the training session is
a large onhe, the trainees may pair off into
interviewer-respondent teams, each then prepuring
for the interview as described. During the simu-
lated interview, the instructor should observe
closely and note mistakes, poor techniques, ways of
asking questions which restrict answers, and other
problems. The interviews should not bhea interrupted
to discuss these, however, this should bhe dcne when
the simulation is ended so that all may benefit
from the critique. Completencss .f answers should
be the goal here.

At this time, the concept of the two=-man
interview team should be introduced and its advan-
tages explained. These may be summarized as
permitting the "asker" t¢ engaye the interviewee in
relatively uninterrupted convarsation and to main-
tain cye contact, while the "writer" concentrates
on accurate and complete recording of the answers.
Furthermore, the “"writer" may jump forward or go
back in the ingtrument if he detects an answer to
another question within the respondent's discussion
of the one at hand. There is less likelihood of
the "asker" losing his place (and his rapport with
the interviewer) if he does not have to do this.

Of course, the "writer" may have to indicate that a

question has already been answered when the dialogue
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arrivcs at that point; this is commensurate with
the writer's duty of interrupting if the conversa-
tion strays too far from either the instrument ox
the schedule.

The interview guides and questionnaires thus
obtained (VCC Forms I, 1V, V, and VI) will be the
raw malezial for the introduction to analysis.
Data analysis and consolidation forms (VCC Forms
I and III and Worksheets #1 and #2) should be
passed out by the instructor and the trainees
should, under his guidance, enter the rosponses of
the interview onto the appropriate form or work-
sheet. Swapping of sheets to cross=check accuracy
should produce discussions of difficultics
encountered. Once the process of consolidating
entries on the forms is understood, completed
copies are distributed (containing data from a
complote st of hypothetical interviews) and
instruction in tabulation can proceed. based on the
methods outlined in Section 4.

The next subject is the preparation of the
analytical findings for presentation to whateveor
audience the president may lLave seiccted. An
introductory outline of the means and the purpose
of presentation is followed by distribution of
blank presentation formats (design formats are
contingent upon the particular situation) on which

the findings are entered by the entire trainee class.

62



The user designed formag sheets should be usable

either for reproduction in a written report or as

masters for the preparation of overhead projector
slides. 1In either case, it is essential that
whatever hand-lettering is done be as neat and
clear as possible. For the purposes of the train-
ing session, only a verbal presentation should be
prepared. One or more members of the training
group should be selected to give the briefing to
the remainder of the class and the instructor, who
may wish to ask some sticky questions, as might the
president at the time of the final briefing. The
training session should end with a discussion of
any remaining problems, and tentative assignment

of interview schedulcs.

4. EXLCUTION
A. Technical Discussion

This chaptcer will address the problem of "ideal
instrumentation" by presenting three-levels of abstrac-
tion that must bLe réalistically assessed in order to
separate symptoms from problems.

Each level is preceeded by a gencral process model
which identifics the specific blank forms, alternatives,
and mujor action steps associated with a particular
level of assessment. Referenced forms are included as
well as guidelines for their completion.

At this juncture it might well scrve our purposes

to define "level” of assessment as cmployed in this
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monograph. The term refers to broad categories of
information whiMe~™=scribe particular segments of the
college. When these categories are brought togethex
through analysis they form a complete management or
administrative profile of the college, program, sub-
program, or element. The term has no relationship to
the institution's organizational hierarchy or to the
degree of difficulty associated with implementation.
In addition, design considerations dictated flexibility;
hence, the developed levels of application afford the
president alternatives. For instance, a problem
dealing with costs would indicate a Level "A"
Assessment, a suspected communication breakdown would
indicate a Level "B", or consistent procedural errors
might indicate Level "C". A problem of greater
magnitude, such as collective bargaining, might
indicate the preparation of a complete profile depict-
ing work-loads, productivity levels, etc. The
particular problem and the president's desires, then,
dictate how much or all of the Management, Administra-
tive Profile System is used at any one time,

The primary intent of the Management, Administrative
Profile System is to provide designated managers and
administrators with timely, accurate information, in
sufficient quantity to enable them to take appropriate
action--and, as was indicated carlier, this action may
take the form of comparing postures with another

institution of simply deciding "to take a closcr look."
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The Management, Administrative Profile System is not
a panacea. Rather, it is a systematic process for high-
lighting the strengths and weaknesses of institutions
in a manner designed to minimize individual threat. It
is a descriptive, as opposed to prescriptive, system.
The manner in which MAPS is implemented is directly
proportional to its value as a "finding out" tool.
There can be no substitute for top management support!
Figure 4-1 synthesizes Section 3 which described the
implementation stage and depicts the results as a
process model. Regardless of the "lovel” decided upon
for actual implermcntation, it is nighly recommended that
the action steps indicated in Figure 4-1 be followed.
1) The Level "A" Assessment

The purpose of this assessment is to reveal to
management and/or administration the degree to which
individuals, departments, or the college as a whole
is involved in the program areas adopte:l by the
Florida State Department of Education. In addition,
the using college will be able to ascertain relative
costs persuant to the degree of participation.

The scope of cost-coverage ¢mbraced by Level "A"
entails much more than instructional costs, whicl to
a4 great degree are currently available, as it permits
the highlighting of those cost factors associated
with report preparation (ADP or non-ADP); specific

maintenance activities; rormal and informal counsc]) -

ing; committee actions; and virious clerical activiti. s
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The execution of a Level "A" Assessment enhances
the college's ability to respond to questions, such
as: "What does he do besides teach "X" number of
classes?" “"What does that report cost?” ‘“How many
people/hours are we devoting to that program/
subprogram/element?” “How much are we spanding fouz
the filing and retrieving of p..pers/documents/
reports?" and "What is our productivity index for
course/department/major areg/degree in comparison
with others?” (These questions are intended to be
indicative rather than inclusive).

Figure 4-2 describus the major action steps
associated with a Level "A" Assessment and assumes
the requirements fo Figure 4-1 have been me¢t. The
indicated action steps will carry the reader through
the data gathering and consolidation phases appro-
pPriate to Level "A", A detailed discussion of
Figure 4-2 will not be attempted at this point.
However, the reader is urged to study the piucess
model and thorouyhly fawiliarize himsclf with Uhe
"big picture" as this will greatly enhance lis
underctanding of the mechanics associated witl a
particular instrument.

a. Data Gatherinyg lhase,
The first instrument encountered on Fijure

4-2 1is Valencia Community (‘ollege (VCC) rorm 1

(temporary). This form is the basic collectior

instrument of a Lev:l "A" Asscssmente-t! . Ay

&
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form raequiring the time of an interviewee.
Figure 4-3 depicts VCC Form I in a somewhat
reduced format. The actual form normally
appears on 8% x 14 inch paper.

As indicated by Figure 4-3, the form is
divided into eight major columns of data. ECach
column will be discussed to the degree folt
necessary for explanation.

Column One; Sub-program Areas: No entry

is required by either the interviewer or
interviewee in this column. The indicated
sub-programs are those specified by Florida's
Program Budgeting Guidebook (a more detailed
discussion is contained in Appendix 1).
Sub-programs act as a guide to the inter-
viewer and permit the structuring of a
question, such as: "Do y u participuate to
any degree in the elements or activitice
that comprise sub-program X?" The answcr to
this, or similar questions, must be in Lhe
affirmative or negative--no “sometimus” or
"maybes" are permitted--and the answer is
recorded by placing an X in the appcopriate
sub-column of Column Twon (yes or no). The
interviever will pose this type of qucstion
and talin the appropriate recording act.on
for each sub-program listed.

Column 'iwvo; Participation: Explained above.

Q .
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Column Three; End-Products Produced: This

column is utilized only after a "ves" has
been rocorded in Column Two. No further
action is required for "no" replies. (ues-
tions must be framed by the interviewer that
elicit rewsponses from the interviewee that
will permit a full, accurate, and unambigious
description of the end-product produced. As
an 2xample: Aan instructor would not describe
"knowledgeable students" as an end=-product.
Rather, he would identify all those courses
that he teaches by: course numbeor, section,
abbreviated title, level (freshman or
gsophomore) , and whether or not the course is
peculiar to one Major Area or comrmon to many.
(This same attention to detail is reoquired to
describe reports, special activitics, o
services that would be classificd undoi other
sub-program arcas, such as Computing support,
General Administiative S rvices, oto.)

Column Four; No. of Individuals Servid:  1In

— - . CE— - Rt 2 R R

ceality chis column has r:levance tor only
the Instcuction Peogram. The other piroqgram
areas would yeild responses such as. tne
entire student body, all staft and faculty,
etc., and thereforc would serve no practical
benefit. Caution must be exercised by the

interviewer to ensure that he is arraying
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BEST COPY AVAILABLE

clags sizes in the same order as he has

recorded class identifications. When the

recording (Columns One through Four) has
been completed, the interviewer should be
able to read a class description from

Column Three and then following an imaginary

horizontal line, be akle to matsh the

correct class size in Column Four. As an
extra precaution, the interviewer may desire
to read the descriptions and sizes back to

L 2 interviewee for verification.

(Depending upon the availability of class
rolls, etc., to the interview team, prior to the
actual interviewing of faculty members, consider-
able time could be saved if the interviewers
‘cuinpleted Column Three and Four prior to the
actual interviews. In addition, they would
n.:gate such responses as: "I gave the Dean that
information last week" or “"That information is
already available frofeeee~=c=e ." This comment
applies equally well to Column 8ix).

Column Five; Degree of Involvement: 7is

column will be used to record the intoiview !
rosponse:s to quastions, such as:  "What
percent of your average work-week is dovote:n
to--(an end-product previously identitri. d

and recorded in Column Three)--?" An eutr:

is required for cach cnd-product listed.
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The arrayed percentages must be in the same
sequence as the end-products so as to
facilitate horizontal matching. In no
instance can any interviewed individual's
total percentages exceed 100 percent (summed
across all sub-nrigram areas).

Two points need to be resclved by the users
of MAPS: (1) What constitutes the number of
hours which comprise a work-week (some institu-
tions use 35 hours and others use 41 hours).

The difference in hours creates a problem only

when inlia-institutional comparisons of cost or
productivity are attempted. For inter-institutional
comparisons, no preblems are foreseen.

(2) How to treat faculty "overloads".

Column Six; Total Salary Level (including

fringe benefits): Because the target of

VCC Form I is one individual, furthor
explanation of the entry required in this
column is felt to be ununecessary. Howe:ver,
a remind:r is [resented--if at all po-..ible
this entcy should be btained from th:
Business Office or Personnel Office prior
to the actual intoerview.

Column Seven; Iro-Rata Share Per kd-Product .

e

This column is utilized to record the
relative costs of e¢ach end-product previou |

identified in Column Three. Il'or ¢xamplie:

Q . .l.:'.
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An interviewce has identified six end-
products that he produces, or assists in
producing, and has estimated various
percentages of time for each on an average
work week. 1In addition, his base salary is
$11,200 with $800 in fringe benefits giving

a total salary cost of $12,000 (Column Six).
Assume, further, that of the six end-products
identified, number four was estimated to
consume 40 percent of the interviewee's
average work week. Therefore, end-product
number four's pro-rata share is $4000 per
anhum. (Calculations: Degree of Involvement,
Column 5 times the Total Salary, Column 6
equals the Pro-Rate Share, Column 7, or in
the present cxample: .40 % 12,000 = 4,000,
In no instonce can Column Five exccced 100
percent, nor caan Column Scven oxcecd Column
Six.

Column Light; Cost Factors: This column is

primarily intended to record cost data
associcted with the Instruction, Communiity
Service, Aradenic Support, and Studont

Service Programi. The column has be noaivide d
into two parts: por student costs and por
contact hour cnits. Per student cnsts will

be discussced first, Assume a particnlar

faculty mamber ' eaches six courses (sanc sia
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end-products referenced in seven above) and
course number (end-product) four's pro rata
share is $4,000. 1In the event that this
faculty member taught six courses during

the Fall and six different courses in the

Spring, then the pro rata share would be
$2,400 and not $4,000. The calculations

for per student cost: Pro-Rata Share Per
End Product divided by Number of Individuals
Served (Column 4) = Cost Per student. Perx

Contact Hour costs are divided in much the

sanic manher. 1he only exception is that the
number ¢ 7 individuals served is first
multiplied by the semester hour factor (3 or
6) which yields semester hours producaed by
a particular class (end-product). Example:
25 students enrolled for three semestcer
hours would preluce 75 contact hours. ASSUnI-
ing a pro-rata share of $2,400. The cost
per contact hour would be $32,00 ($2,4uu
divided by 75).
b. Cc-.solidation of Data
As was indicated earlicr, VCC Form I is th.
basic data gathering instrument for a Lovel "A®
As: essment. Once the intervicwers have conduct: i
all intervievs according to their finalizoed
schedule :hey can begin the consolidation phasc,

as depicted by Fiqure 4-2,
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The MAPS user has two options available to
him for consolidation. The selection criteria
being based on what questions management desirces
answers to. Option #1, which utilizes vCC Form
II for consolidation purposes, focuses on major
areas of instruction, such as: Political
Science, Dental, Business, etc. The option is
used when mangement desires to examine course
load, number of qualified faculty, past/present
demand, and relative costs. Option #2, (VCu
Form III) permits an examination of the number
of individuals involved in various programs,
end-products produced, priorities, and relative
cost factors. oOption #2 consolidates data
representing the entire college, a selected
cross-section, or an individual, whereas,

Option #1 consolidatus for one major arca. (If

the MAPS user desircd to compare five major
instructional arcas, hce would require five
separate VCC lorm 1i's),
Val.ncia Comrunity Colloge Form II

This instiument serves to consolidate wne
dat1 gathered from individual sources (Voo ror.
I) nd is uscd only when management and/or the

adiuinistraticn i intercsted in inter- or 1ntrea

-, . .
instructional progr. comparisons hy maj r con

The primary source of all ¢ntries is VCC o

I, however, data processing or the colleye
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catalogue could be utilized to post or verify
the completeness of entries made to Column One.

Column One. This column will contain a

listing of all individual courses that com-
prise a major area. (In somc instances it
may be necessary to use more than one VCC
Form II in order to record all required
information). One note of caution: if
core-cursiculum courses are included for
one major area they must be included in

the other comparative major areas. (See
Pigui. 4-4).

Column Two. This column identifies the year

in which a particular course is normally
taught--first cr second. In addition,
should a cumparison he required for alu
first year courses against all secoud yoar
courses, or first uemester o secohd
semcster, this column provides the cl. ssif .
cation k2y. If it 1s anticipated that chis
latter comparison may be of value, 1t is
suggestel that this celumn employ a two-
digit code. Thu tirst (or teaths position)
would indicate the ycar and the s.cond
(units position) would 1ndicate tin Lemoster
For examnle: 23 would descrihe a course
which is primarily tau ht during the .eecond

vear, Fall Semester,
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Columh Three. The data contained in Column

Three, VCC Form I (End-Products Produced) is
matched against the course information des-
cribed in Column One, VCC Form 1I, and
whenever a mat ‘h occurs a count of one will
be tallyed on "scratch paper". Once all

VCC Form I's have been scanned for appropriate
matches (e.g., PSY 101), and the informal
tallying has been completed, this total will
be posted to Column Three on a horizontal
line from the course identification. The
cumulative result of consolidating action to
this point has been to describe a group of
courses by course and scction numbers,
abbreviated title, credit hour, value year
and semester in which taught, and the number
of faculty/staff members that currently
teach this course. Once all actions have
becn taken to match, tally, and post foi

pPSY 101, all remaining courses pPSY 102, ectc.,
would require the same trecatment., 1f therc
were 16 courses comprising a major aied,
then 16 iterations of this process would be
required

Column Four. Basically the same proce:ss as

described above except that a tally is beina
developed according to data contained in

Column 5, VCC rorm I (Degree of Involvement) .

| AN

Q ‘ 75 ..




Since an average is required for posting,
this necessitates one additional arithmotic
step: divide the sum of all tallies by the
number of occurances compra.ing that sum.

Column Five. Again, the same requirements

as described for Column Three, except the
tally is developed for the number of students -
currently enrolled in a particular course.
Since a "total" is requested, no division
is necessary.

Column Six. Data for this column should be

available from data processing, Office of
Institutional Analysis, or the Registrar,
It is not available from VCC Form I. 1In
addition, a blank spacce has been purposely
loft for Form II users to indicate the
number of years or semesters that the data
in this column represents. This space has
been provided in the column heading;
previous years/somesteors.

Column S:ven. Data for this column should

be available from the Oifice of institutional
Analysis. Again, space has been provided in
the column heading for indication of the
projection period; years or scomesters and

the appropriate number,

Column Eight. Form II users must tally the

data contained in Column Seven, VCC Form I
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(Pro~Rata Share Per End-Product) using the
same process as described for Columns Three,
Four, and Five (VCC Form II)., Again, an
average is desired so the division step

. described for Column Four is also required.
Cumulatively, then, to this point one
horizontal line of data will reveal:

Course and section number, abbreviated
title, ard credit hour value by major area;

Year and semester in which the course
is taught and the number of faculty/staff
involved;

The average amount of time being devoted
to this course by the above faculty/staff
members;

Current Course loadings;

Frevious and projected course demands;
and

The average salary of these staff/facults.
members currently teaching a particular
cuul e,

Column Nine. This is a threc-part column
which displays differcnt eost factors o:.50cia-
ced with the conduct of o particulac €ours: .
Per Stud=iat; PFur Contuact dour; and Oth.y
Indirect Cost:, When alt courses co.yrising

¢ specific major area; type of course (lab,

lecture, cte.); year of instruction; oz
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degyree (AS, AA) are arranged on Form 11,
management can compare total cost factors,

Per Student. Divide Column Eight by

Column Five and this will equal the
relative cost per student enrolled in
a particular course.

Per Contact Hour. Multiply the credit

hour value (from Column One, by course)
times Column Five, the product being
credit (contact) hours produced. Next,
divide Column Eight by contact hours
and post tle result.

Other Indirect Costs. These include

utilities, administrative overh: »2, space,

etc., but are exclusive of employee fringe

benefits which have previously becn
accounted for--vvery activity, course, or
program countributces to these kiuds of
coste and thoerefore, should bear their
fair-share of the burden. In theory, this
concept is adnirable., However, practical
application »f the theory appears ex-
tremely sparsc. This column is provided.
then, for thosc rare ¢olleges having such
data and for thosc ¢ nsidering o move in
that directicn,

Because of the ituration process necessary

to complege the scannirg, matching, tallying




and posting steps, it is highly recommended
that ﬁ;rm II be completed one (im;ginary)
horizontal iine at a time. 'That is, com-
pleting Columns Two, Three, Four, Five, Six,

Seven, Eight, and Nine for one course prior

to moving to another. .

Valencia Community College Form iII

This ingtrument is used for purposes of
consolidating form I data when management ox
administration has elected oOption #2. 1In
essance, the Form serves two major uses: (See
Figure 4-5).

As an interim vehicle for consolidating
form I data that cuts accoss multiple programs.
The interview process may reveal certain
individuals that devote a percentage of their
time to four or more prograr areas. In these
instances it might be highly advantageous to
perfocrm an interim consolidaticn; and

As a final consolidation vehicle for
captured Form I data. The form is divided into
seven major coiumns of information. The con-

solidation process is as follows:

Column One. No entry is cequired in this

column. The program are 3 are thos. adopts

by the State of Florida. 1t is recomis nded

that the users of this 'arm consolidate by
programs, rather than by ~olumns,  Jor
H
79



example: consolidate all Form 1's according
to Program 1.0; completing Columns Two,

Three, Four, Five, Six, and Seven. Proceed,
then, to Program 3.0 and repeat this action.

Column Two. There are three sub=-programs

that comprise the Instruction Program (1.0);
four for Community Service; seven for Academic
Support; five for Student Service; seven for
Institutional Support; and two for Independént
Operations., The source of data for posting
these sub-programs is VCC Form I. As
indicated, Form III serves to consolidate the
collected sub-program data into six major
program areas. In order to consolidate the
1.2 sub-program for inrstance, the user must
scan all Form I's looking for a “"yes" iudica-
tion in Column Two. When a "yes" response

is found, the user adds all entries in Column
Five (VCC Form I) and cnters this sum on
gcratch paper as the first entry of a tally.
All completed Form I's are scanned and
tallied in this manner. When the tally is
completed, it is summed and then divided by
the number of occurrences in the tally in
ordar to determine the average time Leing
devoted to a specific sub-program by tl.e
interviewed individuals. The calculated

average 1s then entered on Form II1,
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Column Two, on the line provided for the
particular sub-program.

All sub-programs are processed in the same
manner. An entry is required for evory
sub-program line, even though that entry may
be "NONE".

Column Three. Same process as above except

that the tally total is posted--=-=no
division is necessary. (Source: Column
Three, form I).

Column Four. Same comment as above. (Source

Column Four, Form I).

Column Five. This column has four-parts,

A, B, C,.and D. A space has been provided
for MAPS's users to insert student, contact
hour, etc., in the column heading of parts
A and B. Again, the same process of scun,
tally, and post according to sub-proyram is
required for completing Purt A. B becounmes
the sum of Part A. However, because there
arc basically two differcent target groups
for Form I data gathering--staff and
faculty--there arc different column sources
on rForm J. Three examples should suffice:
(1) Faculty and staff. Depending upou
management's requirements, MAPS's user: may
enter "per student", "per contact hour", or

"per end-products" in the space provided.

N
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Assume that this example, faculty and staff,
requires "per end-product" comparisons, the
source becomes Column Seven, Form I. In all
probability this should be the most common
source. (It would serve little purpose to
compare student hour costs with the costs of
some administrative action). The intent of
Form III is to permit management and
administrative evaluation as to the costs of
one program in relation to another. The
common link between staff and faculty, then,
is end-products produced: courses, reports,
services, etc.; (2) Faculty. Three options
present themselves, per end~product, per
student, and per contact hour. Assume
management has directed per student costs be
consolidated-~the source for scanning, Lally-
ing, and posting action becomes Columi Eight
(A) Form I; and (3) Staff. Oaly onn course
can be employed in this case--Column Seven,
Form I,

Part C requirns the MAPS's useor to asc rtain
from the Businens Office, if available, thor
indirect costs (utilities, space, cte., les:
fringe benefics) that arc charqeablc te
sub-programs. Sumning, then, by subh-program
the total for the program should be entered

in this column.,



2)

Pcrt D is the sum of varts B and C.

Column SixX. The sub-~program, within each

program area, that has the iargest average

percent of time devoted to its and-products
becomes the sub-program priority. (Source:
Column Two, Form III).

Column Seven. Self-explanatory.

The Level "B" Assessment

The instrumentation for axecuting this assessment
procedure has been designed to reveal the degree to
which management, administration, faculty, and staff
are in agreement. The focus is on the manner in
which the institution determines the work that should
be done, the adequacy of the organization pattern to
accomplish the work, the adequacy and processes for
financing the work, and what deocisions are made by
wvhom to complete the work,

As indicated by Figures 4-1 and 4-6, VCC Fouwm IV
should be distributed to the targeted individuals
immediately after they have been oxposed to the
recommended orientation scssion. The Form (sew
Figure 4-7) is felt to be self-vxplanatory, however,
the orientation session provides an cxcellent vehicl.
for clarification and most importantly, ensnres the
target group that the assessmont process is non-
threatening to them as individuals.

Two methods present themselves for collecting

this data: the individual identifies himsclf by
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affixing his name, or the data is collected anony-
mously. 1If the latter‘method is selected, some
type of control code will be necessary to ensure a
1008 retuyn.

In addition, a cover letter should be attached
to each distributed Form IV that explains the
institutions purpose for collecting this data, how
the data will be used, and to whom and when the
form should be turned-in. Also, a key should be
developed and explained in the cover letter that
will permit analysis by authority/experienced
levels. A suggested two-position key for all
faculty members might be as follows: F (denoting
faculty) followed by 1, 2, 3, or 4 (denoting
taculty rank). Thus, a professor would be coded
as: Fl. Staff members could likewise be
identified by a two-position key: A (for adminis-
tration) followed by a numerical scheme that placed
the individual at a particular crganizational
hierarchy. For example, 0 might indicate the
president; 1 indicating vice-presidents and
assistants to the president; 2 indicating deans,
and on down the formal organizational chart.

There are two differeant cateqgories of dat.., and
for each a different type of worksheot has been
developed. Fiqgure 4-6 identifies these as: Closed-
end questions, and Open-end questions. The

foll~wing subsections describe the steps neceansary

"0',
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for recording each kind of data.

a. Worksheet #1 Closed~-end Questions

Closed-end questions are those which have
multiple choice answers. This type of answer
is the easiest to record because it consists of
a finite number of possibilities and therefore
requires little, if any, interpretation. The
answers are to be recorded on Worksheet #l.
(See example in Figure 4-8).
Sten One. The returned questionnaires
should be sorted according to administrative
or faculty levels go that each level is
grouped separately. TFor example: All Fl's
in one stack, all A2's in another, etc.
Step Two. Form a single stack of the
questionnaires in ascending order accogding
to faculty or administrative levels, swuch
as: A0 on top, followgd by Al second, and
so nn down to the lowest leval.
Step Three. Complate the top of Worksloet
entries rerquired are sclf-explanatory.
Sten Four.  Dava from cara respondent's Foge
IV will now be ontered one at a time. IS
necessary an inforial tally sheet may ise
em: loyed thuat peraits the tallying of meite:
cheice sclections by the respondent's
appropriate taculte or administrative leve’

Bach of tne pacts, (A, B, C, and ) <¢orpra




Form 1V will be entered on user prepared

worksheets (fullowing the suggested format

described in Figure 4-8 ).

If for any reason a respondent has laft a
question unanswered, enter the total unanswered,
in the column provided. 1If a respondent has
inadvertantly given more than one answer, do
not count his response for that particular ques-
tion. However, in the event he answered twice
but has included an cxplanaticn, try to determine
a best answer and include it on the worksheet.
When a respondent answers a questinn with “other"
this type of answer will be tallied and the sum
posted to Worksheet #l. 1In addition, all "other"
answers will be treated as open-end questions
and will require additional posting to Workshect
#e.

Step Pive. Once the uscer has completed the

top section (general information) of Wourkshe-t

#1 and entered the designated coding in

Column On¢ (such as: Fl, F2, F3, and F4

identify the rows) the matrix format is

complete.  The - nlumns are keyed to the
possible sclections associated with cach
question, whercas the rows are keyed to the
category and level of the individual muaring
a particular choic. .,

Step Six.e Dnter tre namber of individuals



selecting response a, b, ¢, etc. MAPS'Q
users are cautioned to ensure that each
level of respondent is maintained
separately--great distortion would be pre-
sented if level Fl and F4 responses were
combined. After the actual number has been
posted to the appropriate intersection of
row and column, divide this number by the
total number of respondents, convert to a
parcentage and post to the appropriate
column. Thus, each column will reflect the
actual number of individuals selecting a
particular response and the indication as
to percentage of the total respondents

that this number repres.nts. The "total"
row is self-explanatory.

Workshect #2 Closed-End Questions

This section describes procedures for
tabulating the data generated by open-end
questions, i.e., quostions which are not multiple
choice and hence dn not have a finite number of
poussible answers. An example of an open-end
question would be, "What do you considov to be
your primary job?". This question could be
answered in an infinite number of ways depondiing
solely upon the individnal. Therefore it is
necessary to provide a flexille means of

recording this type of data., Fiqgure 4§-2)



depicts a sample format for the guiding or user
prepared worksheets. The first step in using
the Worksheet #2 is to complete the %op section.
As will be noted in Pigure 4-9, the Worksheet is
divided into six columns.

Column One. Enter A, C, or D, depending

upon which part of Form IV is being posted.

Column Two. Question number is sclf-

exXplanatoxy.

Column Three. Enter the response that the

individual completing IForm IV has recorded.
Rank order pertains to the number of times

a particular response was indicated by those
completing Form IV. The language need not
be identical-=-only the meaning.

Colwmn Four. The number of times a parti-

cular responsc was given.,
Column Five. Self-explanatory (column four
divided by number of respondents).,

Column Six. Codue indicating academic rank

or administrative position. It is
recommended that when a large number of
Form IV's arc involved that the uscrs racord
according to lcvel (as with Worksheet #1).
When a small number of Form 1V's are usced
this column becomes optional,

3) The Level "C" Assessment

The instrumentation associilced with Level "C"

O ‘ 88 ‘ .,;
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has been designed to guide the data gathering efforts
of MAPS's users and enhance the application of
systems analysis. Figure 4-10 presents a generalized
process model for utilizing Forms V and VI,

The forms are employed to guide the interxview
process and serve as the vehicles for capturing the
interviewee's answers to the indicated questions (Dat.
Items 1 through 14). The forxms are intended to be
applied to the various sub-systems (one at a time)
that comprise the colleye, such as: budgeting,
«dmissions, registration, purchasing, travel, etc.
The end-result of this application will be a
graphical presentation n»f the actual, detailed manncr
in which a particular sub-system is operating. The
forms, people, time-frames and actions can we dis-
played in a manner conducive to analysis.

Frorms V and Y1 serve as the source documents for
translating the answers to interview questions from
a written fourmat £0 one utilizing the symbols of
zystems analysis. TFigure 4-11 reflects the recom-
mended symbols.,

a. V.olencia Community College, Form V
This form guides the inquiry and recording
efforts fcr seven basic questions. However,
before it can be used management must previous!|
1dentify which sub system is to be investigyated

The answers to the indicated uestions arc

meaningful only in the context of a particular

89,
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sub-system, such as budgeting. Figure 4-12
depicts Form V in a slightly reduced manner as
its normal size is 8% x 14 inches. The ques-
tions (Data Items 1-7) are self-explanatory.
Valencia Community College, Form VI

Figure 4-13 depicts Form VI (and as was
indicated for Form V) in a reduced manner.
Again, the target for Form VI is one pre-
identified sub-system. Seven questions are
posed (Data Items 8-14) which are considered

to be self-explanatory.
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BASIC UNIRS OF WORK
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1. What do vou corsidrr to ba your primary jeh?
(If there is a secondary, please list it)

2. Vhat target group(s) are you supportiag?
(show a P~ior prinaxy, S-for secondary)

a. _ student b. faculty .
d. community C. staff
e ——-ty e ———

3. What do vou consider as the rmajor needs For the indicated
primary and/or secondary groups? (briefly, i.e.
courses,.reports, etc.)

(gzoup) (needs)

4. How is a determinacion of needs for each target group made?

a. formal investigations b. informal investigation:

c. reconmendations . advisory committeeo
. e, fish-bowl L. lottery

g. observation and judgaent

5. Whuat part do vou play in the firal selection of actions
idert '

£
viich will etk tiho needs idertitiody

i develo) wolk prans b, nahe recommendations

c. develop diroctivos a. nogs

e gt e » = apetaee

Figure 4-7

VCC vorm 1Y, Part A
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6. What actions are You nov taking on plans which will
allew you to meet those needg?

(needs)

(actions)

(needs)

(actions)

(needs):

(actions)

/7. What is the primary method by which you communicate
those actions to peer, coordinating, supervisory,
Oor management personnel?

a. formal work plans b. nemnos
C. staff meetings d. Word~of-mouth
e. directives £f. none

8. What administrative controls do you use to determine
the siatus of the actioas taken on these needs?

a. progress reports b. RNemos
c. spzcial reports . d.__staff mcetings
e. telephone calls i. nonea

9. When cempleted, what riethod do you use to evaluate
the effectiveness of the actions taken?

a. survey b, questionnaire

c. critigue d. special roeport
S trtt— i O R — -y .

Q. sonilnars £. none

10. What nethod do you usa to share arong othors the “lessons
learned” from the evaluatica of tha performances?

a. staff mecting L. in service training
c. oricatations d. -3 ¢
c. NneRos fo _noac:

Part A (Continuation)
A

o 1ng: *




STRUCTIIPAT, ALLCNMENT

= TTTTT= BEST COPY AVAILABLE

In consideration of your primary job anl the work to
be done, do you consider that you now have the
assigned personnel to do the work reguired?

a. _appropriate b. less than appropriate

C. more than appropriate
Considering only the work/needs for which you ave

respousible, do you regard your organizational place-
ment to be:

a. compatibla b. dysfunctional

Of the seven functions attributed to higher education,
which one(s) do you feel most aptly serve as labels
for describing your job? (see taxonomy of terms

for clarification of functions)

a. instzuction b. organizaed research

c. public secvic: d. acadenic supnort

T student scrvice f, institutional support

g. indepandent operations

In view ol your daily tusks, do you consider your job
description and/or wprcificatiors to Lo
a. adeguate b, regquires zoview e, requires chang::

Do you consid:r your involveinent in the identification

of needed work and the Guvelopteat of action to dccomplish
this work to he; '

a. adaguata b, desire mova involvemant

C. less involvoenons

VCC Form 1V, Part 3
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Do you function best where: (cicele the beut answer)

a.  You are given goals and geaeral oLjectives, but you
pust devise ways and mears ‘o inplasant these.

b You ave a pari of a larger comaitcece which must
deternine goals and onjectives and recommend ways
of implementation,

C. You are not consuliad in che planning but only
responsible for the implumentation (the doing).

a. You are encouraged to devolop gouls and objectives
and then help in developing wavs and neans of
lipleentation.

Considering your job and ity organizational Placenent,

what is the strongest source of influence that you
feel~--also the weakest? (S=strxong, Wewcak)

Q. Pecoxr group b. _ Professicaal organizations

c.  _College policivs d.____ Comnunity e:u___ﬁtudeﬁts
f.__  Colleys groups

Also, what do yon consider tho Veszest of the following

in the satisfaction of your reco. uized neads: (i.o.
limiting factors

a. conmunications be__  nzeds ancassaant
C. planning a. volicy developmant
c. brogram evaluation f._ __budgeting

In ordarr to solve your probleims ond cet "aolion”
do you goenecally <ind it more cricctive o

A follow the chaii. ol con:ari

b, jump your dnaediate boss anl GO hivher

C. Go directly Lo ti man, in your opinion, with the
ANoW L, vatrev £ ohae may he

d. consult with your peoer grou firsi

c. 4o it alone aad hove for th» best

Part »n (Continuation

110



FRIANCING WORK BEST COPY AvAILABLE

l. To what degree are you involved in the developnment of
the Valencia Comaunity College Budget?

d._____no input b.____slightly involved C. . develop
stalfing level data for my work unit d. develop
capital expenditure data for my element

e. : hevelop other input data f.n__ufinalizing actions

S——r———

2. Do you feel the monies allocated to your work area
arc commensurata with the desired level of work activity
that w2ll permit the meeting of needs?
a., adequate b, _less than adequate

3. Do you feel the budgetary process, as currently anployed,
lerds itself to

&.  fair competition for scarce xosohrces
b.___is basically fair; however requires modification
¢._ __is unfair

4. Are you generally aware of "budgetary priorities"

a, before the budjet is prepaced

b. after your input has been subiait bod

e e —

C. after the budjat has boen approved

d. never informned

|

Y ldeativied necds and work
activitics, do you coasides ¢ vuldgot oy procoss to ba

*

Weakest din dits ability to poovide vou il

5. Referring to your proeviously |

a, facilitices L, Poricascl o, sappott materials

u-Mol ———

d. travel e. uther (ploass spocisy)

np— . —

ST SRS s dr O 04— 00

Vil Pora 'f'.', Port ¢
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Whal factors cauge changes in Yaus work arvas budget
fren one funding cycle to aunthoyr?

a. internal politics b, college priorities
<. state legislature d, £1ze of organizational
clements

Q. substantive justifications

Is there a systeu by which your work area Keeps track
of expenses and can X¥elate these to achieved work
activities?

a. no, Busianvss Office's responsibility

b, informal raecords, not directly related to work
activities

C. Yyas

T0 what degree do the neads and needs-rclated work
activities determine the dollar amount requested for
your wvork area? '

a. no relationshin b, slight impact

S ——p———

c. determining factors

Part C (Cuntinuation)

«d
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DECISTON MAKING PROCESS

L. Do the decisions that you are called upon Lo nake impat
vimarily on:
. studont b. staff

———— L

C. faculty da. ceirmuuity

L
]

Will you identify the major type of duecisions that you
are called upon to muke within the above cutegorics?

3. What would you say thac the making of these decisions
consumes of your tinme

@.____ less than 103

b.

—9

greater than 10% but less than 25%
c. greater than 25% but less than 503
d. greater than 5¢%

4. Is the infomation or duta utilized by you in the above
decision(s) considered to be

a. allequate b, less than adeguat e Ce__more than
adoguatae

5. From what source or sources do vou draw upon for thae
necessary inforanation?

VEC Poim IV, Toee D
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6. What type or information do you require from the above
SOUrces?

i, Statistical (Uistorical) b'~___ stmtistical(Curruuf,
c. statistical (ProjectiousJ d. descriptive

@. ___ olher (please Speciiy)

7. What frequency of demand ig imposed Upon your sourcesg
for this information?

a. weekly b, monthly c. semi-annual
d. on demand (approximate tines per year )

et - A ——— .

8. Would YOou categorize the wajority of your decision~-
making ag aiding

de___budget nrocess k. Planning Program
c. nanagaement Pro¢gcam d. adninistrative Program

e, policy maxing pProgram £, assassment program
<o evaluation program
9. IXn ¥Our opinion do you have the necessary authority to
inplanent and exeout o the deciaionsywnxmake WVithout
Superordinate AP L OvG1?
- N ajorit 5%
a, no b, Yoo (1003) ¢, najority (75%)

Q. 45 a general rule(50%) e, racely (25%)

Fars D (Continuution)




Figure 4-8
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Worksheet $#2--~-Open-End Questions
NUMBER OF RESPONDLNYS
CATEGORY OF RESPONDLNTS_

PREPARED BY

DATE PREPARED

-

LNTER RESPOMSES TO PART A, QUESTIONS 3, 6, AND 1; PART C,
QUESTION 5; AND PART D, QUESTIONS 2,5, AND 6. VDLEASE
FOLLOW INDICATED SEQUENCE.

CUESTTION RESTONGT (TUA~ [PER
PART # (ARRAY IN BANK ORDIR) BER |CENT| LEVEL
!

Figure 4-9
Viorvisheot f2--=lonple FPormat
(Boecomaaecoed)

» ¢ o,
o2
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