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The style of managemem in higher .¢ducation has
changed 51gmf1camly in the last few decades.. Writers
suggest that.these revisions have beén ‘imposed- by
complexuy, 51ze, and most recemly by the financial
-crisis. One major change has been.the réplacement
. of, the presidemial' system of leadership traditional
in Amerjcan higher.education with a task-oriented
admlmstrauon Most campuses*have developed a form

of cabinet management. The president; academic dean,,
" - business officer,. dean of students, and: development
e _officer have become the de‘cmon ‘makers, or‘as some
' " ‘have stated, the new power bloc¢.” The degree of

.

autonomy which each official’ has over his or her .

area is determined by the style of the pre51dem and
the capabllmes of the slaff -

. ponsibilities are placed on each participant. Rather

. than being disseminators of information to the top-
: executive, each member of the cabinet becomes an"

educator. The task of the business manager is to
miake other members of the cabinet aware of the pro-
“cess of managing educational resources. New acade-
"mic programs need to be costed out, bgth for.initial
1mplement,auon and for the long term..-THe academic
. dean needs to emphasize criteria oLher ‘than -effi-
ciency that rieed to be apphed to a program being
T analyzed. Thus,,in timé, each individual on the

-
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. With the creation of cabmet nianagement, new res-

should be effectiveness and efficiency together, with -
unammuywon, or at least acceptance o[ dccmons C
by
This- style of managemem does have the potenuai ]
to increase ‘the tensions.between the cabinet members . .-,
and the faculty. The separation of the president from . " :
" the faculty -as well as clear, concise, unified positions
.on the part of the cabinet may suggest the possibilities
of a power bloc. The procéss of centralizing authority
and responsibility in these few persons rums counter :
to the order of the day, direct participation of all "~
- members of all the constitutencies. It is not hard o -
find fellow administrators outside the cabinét to be
the mos[ critical of- the decisibns rendered by - that
group. "Conversation about the creation of- a- more
inclusive adminiswrative council, o about permitting
all administrators to vote in faculty meetings, indicates
a request for a recognized place in the organization.
The problems of power and authority are not erque
1o faculty or students.

Another major change is the open style of adminis-
tration, ‘whereby detailed information is collected
and. disseminated concerning the operations of the
institutions of higher- educamon You only have to el
‘remember the number of computer printouts that
devour you at the beginning of each month to be
aware that thereis, at least; adam*ganhermg exploshon
Lack of trust, both internally and externally, has
forced the administration to open its decision- makmg )
process to public scrutiny. Becausé of previous training
-1in cabinet management, most often -administrators
are- w1llmg to provide. more information than’ usually -
requested However, as we refme the deyelopmem of

~
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techmq e% for cost ancglysw and planned programn{ed
budgeuag and use thi data for future choices, those
" affected/will want. -even -more - to ch'lllenge the suit-
ability 7{nd the relmbll}ty of the data. e o~

g @
) “This 19-a serious problem for the business manager,
i~»-.3~~——beeaus£ hefmust presemﬂnformauon ‘that-is- easxly
lerstood sand approprlate 1o the 1ssd‘e A SCI‘IOUS

py)vxdt:d lhanns needed for the issue at hand. In the

long run,’the desire to,be an agent for change by re-.
. - »ed’lmq new. pxoblems throuqh budget” data can’ be'_ ‘

: - e\uemcly costly in morale or*'mutual trust gnless the
' ’ Lempxents ‘have been prepared.

Ca ¢

. el

tions, of .the future. The demands of. the job will not

Both of these chtﬁges—cahme& managemem and
open- style dissemination of information—are direc--

. NACUBQO, Proféssional File .
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. ’
sys[em of qovemdnce on a campus- establishes the
¢ culture in which education takes place. If the bureau-
cvatic form ol organization ‘prevails, there Will be -
" a different method ‘of evaluation than if a comnfunity

~——-form of organization dominates the-system. 1f/shared
thority, .. -

authomy is_not-the means -of achieving
“"the only alternative.seems 1o, be collective bargaining.
Although instrtutiong can éxrs*r;wﬁhm the colléctive
bdrgammq fmmework acceptance of the idea.that a
campus is a-collection of status-bound interest groups
limns the process of discussion and'thesdecisions in.
.the university. The collective bargaining approach

c‘alls for shdrply defined power relationships, with

s . permit presulean personally to ‘initiate->academic -

reform, supervise student life, develop.a-budgét, and .

cultivate new areas-of funding. There must-and will
‘be a division of labor. As well, more informa¥on will

.o be provided for all constituencies in thefuture, rather
than less information. - ' S

ment team, they do not address the, crucial issue of
“the times. We could discuss the” different roles that a
_“dean_could play in the management team (I opt for
_ the role of change agent), but the style of the team
“1is. built on personalmes capabilities, and situations.
But with the suggestion that I discuss * )
need of student input and participation” in “Putting
¢ Tt All Togclh’er,” for me the most crucial issue was
- introduced. The question is not cooperation among
the various administrators, but the relationship of

«As 1mpo_rtanl as these directions are for the manage: -

‘the value and-

¢

the management team, to the other constituencies of -

.= the university—students, faculty, trustees, -and staff
other than pr1nc1p1! administrators. How is it'possible
to manage when, there is a slrqule for power and
dulhorlty> : : e -

v

The C()rlstztumczes of 1\1anaq€nwnt

Whem we look at the’ comempomry scene, we find
numerous cohstituencies involved or seeking 1o be

. 10

involved‘in the process of managemeht. Often faculty .

r ‘participate, in budgel-makmg, supervise numerous
" “.managerial activities, and-even hold membershlp on
‘boards of trustees. Students raise their vGices, and some-

times their votes, in determmmg the. characlex and
conditions of their éducation. This system of muluple
authority-relations of differing strengths is the major

reason that higher education is one of the most

. complex of all types.of organizations. The commit-

ment to shared ‘authority distinguishes sharply. the

in industry.

v

Does the syslem of e;overnance mdke a difference?
- Indeed, governance, does make a difference, for the

. v
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difference between . organization in education  and -

the mogle -of ¢ o;,)cmuon being confronlaflon and re-
ssistance. This dpes not- suggest the most conducxve .

o

.cllmale for.Jearning.” : .

Confllcts seem”inevitable in a soaety bmlt on Idpld

2 and continuious- change, among interest qroups on’
the colidge campus and in an instjtution that is al-
most _non-orgakizational ‘as it .attempts to protect
students and4aculty from organizational involvement
to enhance 1¢aching and learning. Conflict, however,
-does, not demand confrontation for resolution, but
very well might necessitate a strategy of co‘]idborauon |
It is in.developing 1mprqved systems -of governance..
that, we might find the challenge for the manage-
ment'team and, in turn, the potenual for the manage-
‘ment of conflict. .o

Th(' Question of Student Pafticipa’tz'on
Who hdS a claim to a share of the’ authority? Seldém
- hd’s there been a question regarding the claiq to 4
sh‘are of "the. authorlty on the part of the g‘culiy;
_ Faculty participation in campus governance.is easilys ‘
]usufncd by reference to their ‘qualifications, . com- -
mitment, ‘expérience, and necessary- cooperation “if
the purposes of the institution are to be achieved. It
is ingerestirig that'we do not. use these same justifica-
tions [()r members’ of other consmuencws

.

Most of the ‘debate rccemly has been ovér the ]usu[lca-, _
tivn fof” student. pwlpatlon in governance. We
dismiss them by emphasmng that students are’ in-
expenenced transitory, espouse~ special ‘interests, and
lack sufficient “time *to merit. involvement Jn the
directions of the, institution. The defense rests on the
rightofastudent tSbea parucxpam m his community,
the right of. political expression.” However, even
though this is an acceptable ‘position, the crucial

“issuae is the awateness that the highest achievements
in education are most often realized when the learner.
is'dedply mvolved personally in the activities of-learn-
ing and can cpntribute to the structure of the learmng
p,locess. . . &

Educduon should:-be designed,tp provxde experlenccs
which enable individuals to become, effective partici-
pants in 1 dety. Education for citizenship is a realis-
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* Robert P, L zsensky,, Vzcc Preszdent for Acad;‘mz‘_c Affa1r5~ and Pr 4]7fessor of . 4
" Sociology at Ohio Wesleyan' University,,came (0 his present post in 1967 after ]

three years at Albion College, whert he.held similar appointments: He|is a.grad-

- uate (cam laude) of West Virginig Wesleyan and (magna cum laude) of the -
‘Boston University School of Themlogy. Asa Frarnk D. Howard Fellow, he won his
Pll D. at Boston University. He has served widely as a consultinit, p rlz‘EﬁT(i"r‘ly""“"”"

—"to programs-for-education of the denf, and his publications include pajjers on the’

]

- problems of the deaf, on the roles of.social workers, and “three papers ddlivered in -
1966 ata Yugoslav-Amerzcan Seminar at the Unzverszty of L]ub]ana, Y zgoslavza .
N L C /
& . : i 4 - . , " . : ‘ o . : k
tic goal for education. Teo Tew of us in higher edu-5 = tothe chlanging needs, compdtible with im;ﬁrovements »
_ cation krow how to operatg in the public spherg and in education, committed to effn'cnency of operation and
are. disinterested in the r?lauonshlp of ideas and - prompt and decisive action, as Howard R.. Bowen
. - action. One of our great conteriporary problems is. suggests, what trends are. discernable that- eem-more
the gulf between layman and expert.. We have not - capab¥e”of meeting these goals than ‘are the present
devised a way in which:the citizen can be'a pdrt of the ’ proceduresp At this point, I need to suggest: that
1nput in the décisions that are affecung his life. This - ‘my experiences in, .education have been fn prlvate__~
is especially sngmhcant as one thinks of technology - llberal arts. colleges, and the evaluations may need re-
.~ .and values., There is"a vital - need o revitalize the . 1nterpretauon to- be applicable té the larger, public _ 4
citizen's role 1n the dec,151on makmg process. - o o umversmes . Y N
.. . . e Y ) ‘e M e '
. . .. However, there is another group on ‘campus 'that has ) A Look at Rccent"] rends ) & ;
L been neglected as a constituency, even more than have " " One ma]or treid that ust be 1ntensnf1ed is the move
’ the students. It is the non-faculty staff. If cooperation ~  5ward finding - additional - .ways of effectively and
- - is essential for a task to be achieved, then these persons meaningfully involving increasing numbers of persons
.. also raustbe involved in the system of governange.. =y the systemof governance. This prqcess of|decentrali-
L . Itis in this area that.the business officers have . “,ation might take two different afproaches. The first”™”
R probably -ene of their greatest challenges. Those who . g ihe development of autonomolis small/.subzunits.
- -~ are most often’ disenfranchised on college campusé§ * “These sub-units should have the authority to’ makeé .
) are: members of the business officer’s staff. ‘This is a. - decisions. The autonomy of a dormitory to set its
3 " part.of the belief that this office is unrelateg/o thé own rules, or of a departmental- coun/ll to establish-
:  real -educational process. It is sémewhat 6f afparadox * * - js own procedures, are prime examplés. This ability ‘
* . » that those who were considered unnecessary have = bring decisions to a concluding point not 1o be -,
o, become the center of attention during eur present -~ carried @n_into the next part of the mare, is vital. i
_ financial erisis. The community. model of governance . “This mlght overcome the frustrations ong.has’ abbut
© ¥V 7 requires -all members to be.integral parts of the  committees that do not resolve*issues. There is a new i
' ; decision-makinTg. . L . : . . 1phrase on campus that emphasizes dﬂ?s frustration: '
So far this has been easy, but now the difficult part / “Promie them an ‘h"‘5 butglve them’a éommmee
- -A an these claims in a share of authority be How devastaung an experience to -be a member of a
s OW 4 > > . Y ‘committee which submits a report to anothgr:com-
- implemented? The first requirement is t6 file, a . " <P '3 T
..~ - disclaimer. There’is no ideal form of governance that mittee which, " after -intfoducing its own form “of

wisdom, sends it ¢n to the faculty to be‘attacked by
amendments Sub- units must berdeveloped with the-
ability ‘to’ finalize with- only an unusual. request for

fits all- institutions. Becausg of personalme% past
history, style of operation, each system of governance
must be suited to the particular institution. However,

. this does not mean that justany structure is acceptable, _rev1ew R "~ .
for spme structures gnhdnce the possnbllmes of trust,  The secondrapproach to decentf"alwauon vould move
" communication, and eff1c1ency more. than others. As ‘from 3n emphasis on authority to that of influencing
well, changes in orgammuon -and governance can be .  decisidns: Attempts should Be made to bring crucial
« a threat to_insfitutional purposes. It is possxbl()that' " matters tg the attentign of the total campus for public .
the drive toward T)artncnpatory democracy or eveg' discussion: Consensu; Has its Own time span, so-that
. , representative democracy has led to rlgldmes that ’ sometimes the emphasis would be to rovﬁe daga' -
intensify the fraglle nature of our msmuuons before-a decision is reached, at other- times to give
" B PR réasoned ‘justification for conclysions that have been
If the g()@ls of a system of governance are 1o enable presented, and sometimes the submlssmn of results *

dumversuy to beaprogresswe 1nsmuuon responswe for evaluauon However, an . opportunyy must be
. - .
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provided to influgnce policy formulationlgyyall who
are affected by the policy. Thi§ mechanism -for de-*.
centralmng the influence system' emphasizes partici-
patary democracy~ Opporthinities for analysis and
discussion of fssiies, with.a reasonable Size for good

a

~  change lo eterge from any member of the communi[y

.. During my numerous visits to Yugoslav1a, a country

which has developed one of the most comprehensive

systemns of participating democracy, I have been deeply

impressed with the effects of their approach. The

cle\elopmem of: the workers’ councils and nexghbor-

- hood units prov1des each individual an opportunity
. to share in 'the .decision- makmg process. Recause -
icture, there is leds a sense of alienation from
, system than we are witnessing. Although
- great numbers.do not avail. themselves of the eppor-
tunity to participate, they aré’ informed, and; as one
 Yugoslav suggested, capableyof participating if they
desire because there i 1’5 an_esta llshed structure,

.«

E
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~rommunication;-would enable the creative, force for:

K “questions of -policy, but of implementation. Imple-

NACUBO Professional File . »!
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& of the organiz‘aliorf There is a need to reinforce
centralization-so that planning can be for the sake of- . .
the institution, and at the same time to decemralue _
the influencing syslem in wlnch each individual ¢an -
have involvement in his quallt,y of fife. 'We must -
léarn to devise, different structures for differenct prob-
lems, to merge authority and- influence systems wuh
lhe appropnatﬁpdeclslon makmg levels... - -

V\lhat does one'do then with the faculty meeung and
all of the commi{tee structures that we now have on
urniversity campuses? I .do snot know, but I have
- Taised questions in my ‘own. mind whether thes: ‘most
‘appropriate method would be one in which we train,
individuals. to become involved in dclivities on an
* ad hoc commitige basis and then dissolve the struc-
ture when the activity has come “to completion. So
many committee involvements are debates, ‘not over

- mentation is the responsibility of.admihistrators. The
most critical analysns one can make of partigipating

'l‘*lns approach~ would help overcome the problems ~©
8[ representative governmen h is too cfien token-
*ism or nonrepresentation. Committees have as their
" greatest asset the ability to disenfranchise thgir. mem-
bers from the rest of the community. If yog
a-‘member of the committee, how can-you trust its
" decisions? AXlso, it is difficult fog faculty or student
members 1o preserve their roles as represemauves of
a constituency, becayse they are faced with a mew
- responsibility far Be;land their represented interes
Thus, committees are undirstood to be arms of t
adminjstration. Open .dialogue among -those most
concerned about the mattér under consideration is a’
viable alternative. There are, however, many dangers,

W%,

*the most apparent the possxbxllly that politically pre--

occupied . minorities ‘of students and aculty may-
capture the system. The greatest asset would be"the
humanmng of the system by provid 'ng> an informal
organuau_on for mvolveme' (A ‘

Thr’ Fgctzon of the Join{

“Anoth ‘necessary trend toward a more effecuve
- system\of giovcmance would be the establishment of
a joint cowqcil or tniversity senate. This would be a
* - move toward ‘centralization. All constituencies would
v be represented on the council. The council would
deal with all areas of | policy, academlc and nonacade-
m1c its main charge a-commitment to the welfare.of
. the’ institution. It would be the principal body to-
centralize pollcy making, t6 review-thé policies of sub-
_units, and in turn the pnnclpal consulting body for
* the presldem .

v

2

It niight seem odd to establlsh a posmon .on each

" end of the continuum, defendirig: décentralization and-
‘tcentralization. However, this has been intended, “for -

somehow there must be a balance between the rights
of individualsin groups and the soclal responsxbllmes

- .

RIC 7 v~
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democracy is 1ts inability to plan There must be a Ny
central body responsxble to- the msmuuon if it ¢s to
effecuvely survive. - - -

. Helping the Preszdmt Lead Lt

* To add to the.confusion, the thlrd lrend in governance
needed for effectivenéss. is the strengthening of :the
“executigk role; The need for prompt and décisive action ¥
. on the part. of. the university calls for a structural
_~setting i’ whlch ‘administrative leadershlp can operate.
Many of the changes necessary ‘in hléher Qducauon
cannot lse e:\pected to-be adopted without the ability
to bypaSs specxal 1nteresls It is the presndent who
must see the msmuuon as a whole and protects igs’
members ever from thems2lves. Thyg}problem of pro-
viding opporlunmes for 1nd1vxduals O operate within _
. their own interest groups creates great ‘concerr) for
" overall pohcy We found, as we studied the housing
‘situation in Yugoslavia, that. they £1rst initiafed a
. program in which they subsidized thig: renf for an,
apartment on the basis of a stapdard overf}ll, pollcy
Thus, the rent is based upon the number of fooms .
and not.on dne's income. Therefore, the s,ubsndlzauon s
is more beneficial to those who are in the ‘higher
income br¥ekets. Wheh the issue of increasing rents -
~comes before the ‘assembly, it/ is those.individuals
who are receiving fhe benefits who are asked. to vofe
-agalnél themselvey. The expected happens, and there
+*Ha$ been no change n- polxcy .

S

e .
" L. ®

" As we are forced to meet the changes of socxe[y and.
the demands for immediate action, it is hard to believe .
that people, will vote themselvesyout of their special .
-areas of benefit. University adminTstration, must. be
given broader areas of freedom and authority over the,
academic body poljtics. The faculty needs to delegate

" power to the administration much in the same way

that the trustees have delegaled that power in the most

recent decades S, _ : ——
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-¢ democracy, representatwe ‘demotracy, or governarce

- .

free to carry out its work in a-manner of
“chuosing..without limits. It would be a joy to.be.
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This new leadershrp can only be u.\.(.e‘.ﬂed 1f there is’

administrative

z%ccoumabrlrty with the possrbrlrty of
change i ad

nistration when' . necessary. Included

in the evaluation 6f an administrator woql_tl be, &he'
_techniques used for getting advice, ’a fecoxd of the pro-
-cess.by which decisions are made, and an auditing
of the-results of the decisions— It would-seemapprop- -

riate that _presidents, deans, business officers, deans of

- students; and development officers be obligated torseek .

readmission every four years. Administration must be
own

able to make mistakes. Those in this type of authority
pattern would be oblrgated to be sensitive to, and a

part of, the influencing system of the faculty, students,,,' '
and non-faculty staff. Aware that the task of the presiz,
~dent i§ so complex, a new role of the cabinet mem-.

bers would be to be connected with the' influence -
system id such a way that $he president’ would not
be devoid of- the 1mpact of the ,thinking " of the

‘The present. posmon is skeptical of paruapaung

which ignores "the will of the governed. Shared
authority does not necessitate:a balance.of power but
an emphasis on sharing. The concern is not the

irob i
lem of whether one should share but the proble, s of
sharing. The attempt is to develop a system of gover-
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" PROFESSIONA]. 711 Eisa NA(, UBO publica-

tion series, developed. Lo stimulate” professional’

communjcation, in .which are presented articles

beliewetl 2o be of, mterest and valur to colle ge and °

university buskness officers. Articles .are yrecom-
mended for publication after (arc/ul review by
N, 1CUBO n/msmtaluus who are, in the judg-

"~

nance whrch balauCes the emphases on decentrall-
’.zatron centralrzauon"and execuuve auth’bruy

use structures to return loyalty and dedication. Trast
-and respect are indispensable for the operation of
. any-governance system. _Too often, we have used rules
o insure that whrch is no longer prov1ded by an.
-much time over. codes of regulauon r1g1d procedures
o detalled operauonal manuals, and job descriptions.
It is not uncormmon that on these same campuses you
' wlll hear the statement that positions are more im-
" portant than the persons who occupy them. It makes
nodifference who the pxesrdent is, he is the president, -
And suspect. The issue is not a ¢all for sentimeéntal:
cooperation but respect for the other 1nd1vrdual ‘or
. group and an attempt to understand the basis of e
actien. Structures are only successful if the rofms of
the institution are supportive. There must be shared

Higher educauon 1971, may be in the lull before thef
storm, or we could be-in the eye of the hurricane or; in
fact, the storm may have blown itself out. However, we'.
do have a chance to look back and see.the weaknesses
of colleges in crisis and find the 1mpetus for mmaung

* change. What we may be engaged-in is a last gasp

at dev@foplng a democratic model, but for the sake of
the academic climate, it is worth the effort. .
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