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) Highlights 3

NN W oe . [ 4 ..
In nearly every aspect of society, increase in the size and com-

plexity of man’s organizations has become a 20th-century phe-
nomenon. The task of organizing people in such enterprises is -
defined here as management. It connotes leadership and coordina-
tfqri in the broadest sgnse; not “‘managing’ in the specific sense.

L 4
a

y . , .
. Universities and colleges now confront problems of oréam’zation
not unlike that of their governmental and industrial counter-
.parts. Butghey face a basically different situation, because their
significant activity takes place in'the minds of men—in scholarship

and learning. ’

N v - - -

Systematic study of acadeinic/{dministratipn in terms of the
unicﬁxe characteristics of academic institutions has begun ta appear.
Scholars have turned their attention to administrative theory
applicable’ to education; administrators and -their associates have
begun to examine more deeply the components which constitute
the administrative process. Both activities point up insights
which shog'lg!\’ help the- president, dean, and other officers Son
the.firing ling.” .

Ny

. Among questions this report asks ares the following:
1.-Do prindﬁes' of management which we have associated with

industry, business, government, and-other enterprises apply
also to the academic arena? \ "o .
ha

leadership which helps to -
keep their institytions in tune with a rﬁplélly clié.yigix}g
environment so that colleges and universities’ continue to
exercjse intellectual leadership in society? : /\

. What is'being done to snake college and university adefinistra- =

] tion inore effective (and also.more efficient). in terms of their
uniquely academic nature? )

2. H\ow do administrators exert t

.

. How do admini;trato;s prevent a bureaucracy required to
maintain the functioning of a large and complex organization
from interfering with intellectual creativity which is at the
heart of the.educational enterprise?

’
+ *

. . »




NEW DIMENSIOXS - / Co ‘
in Higher Education | Number 5 7
- . “ v
: , - \w/
: ' B )
) -t '

-~ A}

~ »

E. D. Duryka .

4

Winstow R. Hartcu, Editor
. e Cleannghouse of Studies on Higher Educat}on
o Division of Higher Educat;on

©

b} -
. r~ .
US. DEPARTMENT OF i
- , , - .” HEALTH, EDUCATION, AND WELFARE 't
. . ’ PR Abraham Ribicoff, Secretary > )
* Office of Bducation T ) ”"}

. . Sterling M. McMum'n/,‘Commusiomr




k
)
. .
Printed 1960
" Reprinted 1962 N ¢
" Reprinted 1966 ) . W
i * R )
k3 . -
-~ 0 “
. .
. . , v, _/
~ - ~ ’
r ' : .
Ld
, -

- ¢ .o . N
- oy . .
[y . - . f ] L4
. ; UNITED STATES
. - GOVERNMENT PRINTING OFFICE \ .

. WASHINGTON . 1966

. /
é, . Por sale by the Supenintendent of Documents, U.S. Governmeny Printing Office
son . Washington 25, D.C. - Price 20 cents ' M .
»
. “ » . ?
o ‘ , .

ERIC « Co ) . .

Aruitoxt provided by Eic:




“ THE PURPOSE of this’ report is to_indicate the jareas ofpcademic
administration with which eurrent thinking is concprned, and to sug- '
gest a conceptual scheme reflecting these areas and omtmg du‘ectxens
for future studies, o

“With this purpose, the report confines itself to rev ewmv significant .
and representative work, both published and unp lished, that de-
velops new insights into the,theory, the process, and {he operations of
college and univ ers1t) admmlst,mtlon It does ot urvey all recent
research, nor does it report-the partlcuhr outcomep of studieg re-°
viewed. The end product, and an important contribytion of thisre- .,

‘port, is a struetural desxgn for idéas on the administrtion of hlgher ’
education,

The author, dean of the Evening D1v1310n of Hofstm College, is an

*academic admmlstrato}‘ with e\:perlence of practical problems. He
was als associated with John Corson in the study of thé governance-
of colleges and universities sponsored by the:Carnegie CoYporation.

It.is hoped that this report will call attention to the newer ideas in
college and university administration and provxde furth ralmpetus

to the development of this ﬁeld ) - »
Homer D. Bassioce, Jr., -
Assistant Commissioner for Higher Educatioy. -
g IL\ROLD ‘A, HaswaLy, .
Director, Higher Educatwn Programs Branch,
. Division of Higher Educaty, J
~- N : * = pisy
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Coe . . . ‘ _
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TO THE PREPARATION of this report many students of academic
* administration hgve given the benefit of their knowledge and experl-
ence. Particular mention should be made of the assistance given by .
Dr. James D. Thomf{Son, director of the Administrative Science_
Center at the University of-Pittsburgh, and Dr. Daniel E. iffiths,
associate professer of educational administration at Teachers College,
Columb1 a University. .t
W ithin the Division of Higher sEducation, m'my stafl members
have been involved in this publmmon and others in the series “New
_Dimensions in Higher Education.” Credit for the evolution of the
\ .. series,and for the staff working paper, “.\ Design for Cooperative
Action,” from which it grew, belongs to the entire staff of the Pro-
¢ . grams Branch, Dm?%n of Hwher Education. In the process of
publisling this repoft v'tlua,ble advice and comment were given by
- Dr. E. V. Hollis, Director, and*Dr. S. V. Martorana, Chief, Sta.te and
Regiona} Organization Section, College and University Administra-
tion Branch, Division of Higher I]duc*ttmn Particular credit should
go to Di.. C. L. Neudling for editing andyrevision.
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- Management of Learning -
‘ INTRODUCTION |
I - t
IN Government, in business, in industry, in practically every aspect
of society, the increase in the size arrd complexity of man’s organiza-
tions has become a 20th-century ,phenomenori. With this increase,
the. taSk of organizing people in large enterprises has assumed Thajor
imsportance. , i .

The problems inherent in administering large businesses and com-
plex Governgient bureaueracies led, }bout 30 years ago, to a number
of systematic arfhlyses seeking in part “a science of administration.”
Henri Fayol'and Mary P. Fallett started a trend in this connection
which is further illustrated by such classic statements as Papers on

sthe Science of Administration (edited by Luther Gulick ¢nd L. Ur-
wick).and The Functions of the Executive (Chester I. Barnard). A
rapidly expanding bibliography gives evidlence of continuedgéffort to
improve understanding of admisistration in large organizations.

Universitfes and colleges now confront similar conditions stemming
from‘imcreased size gnd complexity. Educators.havé begun to ex-
amine more intensively the adthinistrative relationships which charac”
terize their ‘institutions. This report will draw upon recent studies,
articles, and other publishemf materipd, as well asinvestigations.under-
Wway but nqt in print, to illustrate this development. - ° ,

- ' .
€ < .

Administration, an Activity in Need of Systematic Study

Some educators question the validity of such study on the premise
that admémistration is -essentially an art. In contrist, one business
school professor has urged the “reduction of educational objectives
irito measurable and hence controllable terms.” -

This report presents a middle-ground, suggesting that much cay be

done to derive, if not a science:for administration, at least greater .

_insights into man's organizational relationships, Such insights will
enable adniinistrafors to understand better what makes them function
more effectively. This report therefore adheres to thé following
assumptions: Lt .
v 1. That administrative a(itlvity is lncreasingl‘y a unlver"sal‘ci <.%ern for man

He more angl more works and lives as a part of larger an! mure complex

N
. > . ! 1

9 .
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organizations. These organizations require direction and control. Just as

man by.the creative use of his intelligence has achieved a greater control
over his physical environment, so can he improve his ability to handle his
organizational activities. By applyrng intelligence and knowledge to ad-
ministtative relationghips and pro(:edures, he can_develop guide hnes to
direct decisions.

~ .

>
. That admrmstration as an activity has compunents which permeate the

various kind% of institutions and specialized fields of endeavor. Colleges
and universities cant benefit from the, insights ofudxmnistration in business
and Government All deal with yne common element—men and womén.

‘ <
" Basic Assumption: The Need foy Eﬂ’ectwe Admmzstratton
‘I' 0 Meet Problems of Size and Complexity )

®
Wldespread attentien has been given to the mcreasmg pressures

" . upon college and university administrators. Swelling enrollments

’

.

Q
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and demands for inckeased services are difficult to accommodate be-
cause of limitations upon financial resources and increasing costs of
operatiof. - Growth in size and complexity has in the larger institu-
tions led to an administrative bureaucracy of personnel and pro-
eedures. This has occurred at a time when the¥ate of change in man’s
_social institutions and in his control over his physmal environment
is acceleratmg geometrically.

For the college and umversrty admlmstmtor, this prompts two
basic questlons

P ~

1. How do administrators exert that kind of leadership which helps ‘to keep-
their institiitions in tune with a rapidly changing envitonment so that they,

maintain their position of intellectual leadership and vital educational
functioning? Stated diffGrently, what administrative procecures and rela-
tionships facilitate adjustments to changing conditions?

. How do administrators prevent a bureaucracy required to maintain the

functioning of "a large and complex organization from interfering with
intellectual creativity which is at the heart of the educational enterprise"
Must increased formalization of relafionships and ‘procedutes cartail the
individual freedom implicit in teaching and scholarshrp"

Changes are called for, obviousiy. It is the function of admlmstra-
tion to provide the initiative for change. A refinement or reorganiza-
tion of our administrative arrangements and personfie] is apparently
required ifehe administrator is to become an instrument in change.

To fashion such an instrument, facts and figures need to be
assembled the experiences, insights, new ideas, and. thepretical
postulabes of creative administrators need to be examined. “Break-
throug ” concbpts in the field of academic administration are required.

Plan for Study of Adwministration: ‘I'he Scope of This Repo?t

" The report to follow wilf survey what i is bemg done to increase our
knowledge of admmlstratlve procedures and relationships as they

. o100 ,

1
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involve boards, presidents, and general administrative officers. "The
focus is upon the administration of a collerre or a university as an
entity.

Sources of Information

Preparation of this report his involved a survey of the literature
and of administrators and scholars to identify current studies and
thinking upon these problems. Organizations especially conceried
with systematic investigations uto these matters include : The South-
ern Regionua]l Education Board; The Adniinistrative Science Center
at the University of Pit{sburgh; the Midwest Administration Center
at the University of Chicago; the University Council’ forEducational’
Administration ; Centers or hlbtltl]feb for the Study of Higher Educa-
tion at the University of California, the University of Michigan, and
Teachgrs College, Columbia Umversl;?y, and‘tlie office for the Stud)
of the College and University Presigent in Princeton, N.J. The
material to follow -reflects {he activitids of these orgaxmatloxxs as well
as the indjvidual eﬂ'orts of a number of uther scliolars and administra-
tors. The literature since 1953 has also beeri reviewed. R

Specific references will be cited briefly so that they can be identified

\xm the list of references at the end of this report. \«vam, it should

EEN

<

O

RIC

Aruitoxt provided by Eic:

’

be stressed that the material included is an illustrative, rather than
a complete, listing of pertinent studi¢s and publications. -

. . +
v

Categories of Investigation '

In general, the work underway or pulebhed in receut. )e'nhcan .
be eonsidered under three general categories.  These categories gy
viously du not provide the only pussible strugture for a report of ﬂus
kind. ’Ihe} do suggest a logical organization of the material con-
sidered and a general conceptual schemé for further study which can
serve to coordingte the work of individuals and’ offices toward im-
provement of qcidemlc adinigtration. '

The first category is that of thevries of .ldmmlsh.ltlon Business
manpagement ahd governmental bureaucracy have established prece
dents in a budy of theory. . Only m receyt years have educators and
spcial scientists, begun to develop p0\tula e for the adwinistrationi tf
schoola, colleges, and universities to u:x veas mudcs to practice.

\A second category COllslafs of‘bmdxos and w ntmgs which deal with
the analysis of admumistrative processes, vr wamz.monfxl relatibns sliips,
and their institutional enviropment. I' \mmples are th concept cf
decxsmn mdl\mg and “what it QNL‘OXH])JSbL‘b, analyses o? o]legea and
: o . - . ,
- . e -

\

-
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universities in terms of formal and informal structures, and the roles
of unitsin hcademic government. ' h ,
s, The third category is that of application or operation. Self-
surveys, experimental programs, institutional tesearch, and similar
activities illustrate the procedures employed to obtain the ihforma-
tion needed for intelligent operation. By gathering data ‘about a
specificvinstittition or comparable institutions, analyzing and com-
municating such data to appropriate administrators, provision is
made for more effective decision making. ~ A steady accumulation of
such material—fugnally through studies and reports, and informally
through personal associations—is the basis for the improvement of
individual colleges and universities.
This report will examine each category in turn.

L2




SEARCH FOR ADMINISTRATIVE THEORY
CATEGORY I

q

AS ADMINISTRATORS and students of administration address

themselves to the problems of the academic. entérprise, they will ac-

cumulate not only am increasing body of data but a sound basis for

generalization. Inevitably this generalization will lead® ‘to sharper

definition of problemns as well asshypotheses hkely to improve under-
" standing and preeh_pon of administrative processes. N

The literature in other fields such as public and business adminis-
tration (as evidenced ‘by such “classics” as the: writings of Mary
Parker Follett, Luther Gulick and I.. Urwick, Max Weber, Chester L.
Barnard, and Herbert A. Simon) indicates that such a development
can bg expected It is equally clear that in the last few years, students
of educational administration have serlously begun the work of formu-
lating a body of theories for such'admjnistration. Two recent publi- .

cations illustrate this development. Both propgse deﬁmtlons of
administrative theory, and both descrlbe a number“‘ of new theoretical
_propositions. . .

,In a short book Administrative Theory, pubhshed n 1959 Damel
E. Griffiths has written what he calls “an interim sbatemen‘t setting
forth the understanding we now-have” of administrative theory and
has discussed recent attempts at theorizing in administration.!

* In 1957, the Midwest Administration Center at the University of
Chlcago held a seminar for\60 professors and deans to consider this
problem. Out of this meeting has-come a report, Administrative
 Theory in ‘Education, edited by Andrew W. Halpin. The report in-

. cludes eight papérs on the development of theory, the relationship of
theory to'practice, and new approaches to the study of theory.

Both publications are allied to the work of three national organiza:
tions; The National Conferenc ﬁe 6f Professors of Educational Admip-
istration (founded in 1947), the Cooperative Program in Educational
Administration (founded in 1950 with Kellogg Foundation support),
and the University CounciMor Educational Administration’ (formed
in 1956 with Kellogg Foundqtlon ﬁnancmg)

B3

1Also tocluded In a “second publication by Griffiths. Research in Educattonal Admm
{qtﬂmom Bureau of Publlgatlons. Teachers College, Columbla Unlversl'ty, 1909.

»
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Other_ pertinent articles have appeared in the /f(?mzmstmtwe :

Srience Quarterly, published by the Graduate School of Business and
Public Administration at Cornell University.? The Administrative*
Science Center of the University of Pittsburgh, with a staff including
sociologists, social psychologists, and anthropologlsts has advanced
hypotheses which have significance for higher education. A number
of behavioral scientists—among them Ralph W. Tyler; David Ries-
man, Theodore Caplow, and Talcott Parsons—also have pmposed
theories on admlmstmtlxg relationships. .

» A distinctive concern of these contemporary ‘y,r;ters is the note of
universality. Theories which eplain how human beings are organ-
ized to carry out identifiable organizational functions can apply to a
hlgh degree in all kinds of enterprlses, although they may be derived -
fromasmgle one. - 5

4 -

" What Is Theory?

-~

Gulick and Urwick and other early writers conceived of a “science
of administration”, almost purely 4n a taxonomic sense. More recent
theorists have placed greater emphasis on methodology having its
basigin the findings of the soeial.and natural sciences. They have
relied’upon mathematical and statistical toolsy they have attempted
to establish carefully defined concepts to-describe sitnations in opera-
tloxﬁl.terms and to establish an accurate language; they have sought
to develop hypotheses gained from observational, statistical, and other
data. They have sought to make it possible not only to understand the
administrative process better but to prédict consequences of decisions,
Professor Griffiths, for example has proposed four purposes of
theory: (1) as a guxde to action and the “consequence of action”; (2).
as a guide in the collection of data thfough a clear perception of the
re]atlonshlp of facts; (8) as a guide in the accumulation of new
knowledge; and (4) as a guide to the “nature of administration” in
terms both of its structure and it®funetion. '

But hypotheses of any kind are not only developed from other con-
cepts or hypotheses but must ultimately be tested in sﬂ;uatlohs where
it is possible to observe outcomes. At the pointat which . hypothesis
predicts an operational consequence, its validity undergoes that test.
Theory for educational administration, as distinct from that for
admjinistration in general, must be validated by observed (and if

possible measured) results of application in educational institutions.
. . )

. Y
3 Pudlic Administration Review (Winter 1960§ includes several related articles,

. .

14 7 .
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What Hypotheses Have Been Proposed?
- rd
Administrative theory is concerned with human behavior in an
orga,mza,tlonal setting. Phillip Selznick writes® in his 1957 book,
Leadership in Administration, that “the technical, rational, imper-
sonal, task-oriented formal systemn (the organization) is conditioned
by .responsive interaction of persons and groups.”* This responsive
interagtion, he says, in time becomes a social structure. This struc-
. * turing is historical in that it solidifies in terms of the experience of
a particular organization; it is functional in that it reflécts the adap-
tation of the organization to internal and external social environments;
and it is dyn in that it generates new and active forces from
" the actions and reactions of its constituency.
- "What do we know about how people act in formal organizations?
= What hypotheses attempt to portray accurately the‘elements essen-
tial to the formal structurmg of relationships of individuals and
groups to 4chieve a funttioning orgamza!ggn? What hypotﬁeses
explain and predict the behavior of individuals in their relationship
to the 6rganization or the behavior of people as members of formal
and informal groups associated with an grganization? ~What at-
. tempts have been made to develop a general conceptual schenya for
+  atheory of formal orgamza,tlon 3 .

The Griffiths and Halpin references mentioned above contain some
of the answers proposed for these kinds of questions. In addition to
establishing possxble-conceptual frameworks, each considers some of
the recent contributions to theoretical ana1y31s This report would
_serve 16 purpose by fiirther diseussion of these at this point, except
“to note that other references include specific theoretical concepts.

It suffices to say here that theoretical studies tend to concentra.te b
around the two general topics of processand'sociology.  °

-
O — - > .

3

3 Leadership in Administration, Rowe, Peterson, White Plains, New York, 1957, p. 39.
¢ For example, Theodore Caplow, in an article In Social Forces in 1953, proposed
the following hypotheses: ‘‘A social organization, being an entity with definite structural
chnr&cter!stlcs. can only continue in existence if certaln invariable requirements are met. -
These requirements consist of thosg.imposed by the resistance of the external environment
to the objective goals of the organlzatlon. those created by latent or manifest conflict
among the component suborganizations, and those imposed by individual members
«a38 a condition for continued participation. A successful organization Is oné which
shows, for its institutional type, a minfmum of incensistency among thesge purfoses, go
that the effective achlevement of organizational goals contributes to the gelf-maintenance
of the group, the minimization of spontaneous confiict, and the satistaction of individual
needs.”

In & more recent unpublished paper, James D. Thompson proposed an analysis of
academic relationships in terms of “truth strategles.” _His point 1s that the varlous
disciplines in general rely on a combination of two e}ements experipnce and reasoning.
Academic disciplines can be categorized by the degree to which their reasoning 1s codified.

* Their personnel, their curricular content and structure, their relationships to other
disciplines relate to these factors. Thompson suggests that evidence assembléd and
analyzed ln terms of this pdgﬁt shed new light on higher edycation. .

{
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- The theorles of Talcott Parsons, Herbert A. Simon, Daniel E. ,
Gnﬁiths, and Edward H. Litchfield emphasize the a,dxmmstthe
process. Parsons, for example, explains the relwgionships of. what,
he terms the three different levels of .the organizational hierarchy::
the overseers or boards or similar top structure, the'ypanagerial group
in general control, and the technical personnel who ki{ow the specific
operations of the organization. Theé hypotheses of Slmon, Griffitlrs,
and Litchfield point to dec;sxon making as the fundamenta] activity
of agministrators.

The other general basis for theomzmg can be called orgamzatlonml

* sociology. In 1956, Talcott, Parsons wrote two articles for theAdmip-

istrative Science Quarterly which he entitled “Socxolo«rlcal Approach
to Theory of Organizations, I and IL” In these articles he sought
to examine organizations—business, military, and academic—in
terfas of gengral sociological theory. In a report of the Amgrican
. Council on Edugation Conference on Faculty-Administration Rela-
tionships in 1957, Ralph W. Tyler discussed a few developments
“tor illustrate the relevance of tie behavioral sciences to &n under-
standing of the.problems of relations between faculty and admin-
"istration.” In a paper on Administration Theory in E ation,
-Jacob W. Getze]s stressed the importance of role and pe nality
“to show that the process of_administration deals essentially with
social behavior in a hiérarchical setting.” In the same volume, Car-
roll L. Shartle preposed g theoretical framework for the study of
behavior in orgahizations.” His paper grew out of the concepts and,
ﬁndmgs of the Ohio State Leadershlp Stmdles at Oth State
Umvers‘ity

“This stress upon the roles and relmtlons}11ps o‘f people as mdmduals
and as groups is held also by other writers. Ja ames? Doi, director of
institutional research at the University of Colorado, for example, in a
letter to the author stressed the importance of investigation based on a
conceptual framework involving the roles and role expectations of
participants. The Admlmstmtwe Science Center at the University
of Pittsburgh is concerned with analysis and theory of administration
based upon the social sciences. At Harvard University and at the

Center for the Study of Hwher Education at the University of Cali-.
rnia, studies are underway to interpret the impact of the college |

upon its students. Peabody Colle"e has been concerned with hypoth-
eses based upon the factors of competency in performm" admmls-
trative tasks.®

3

.8 A*number of scholars have developed their theoretical analysis in terms of statlstlcal

" methodology. This is also characteristic of the Ohlo State“LeadershiprStudles,

o w . 0

-




. N .
.Q( : . .

MANAGEMENT OF LEARNING ) 9.
mce of “I'heory"fo*r This Repoxt ¥ ) e

brief - discussion .of  administrative theory serves only to
aspotential scope for investigation of academic administration
ind of framework which can evolve as conceptual thinking
expandp in the future. . ) )

W}@ her the element of prediction of administrative behavior will

l;/ reach 4 degree of effectiveness where it can guide educational decision

making remains & moot point. But there-is clear evidence to this
« writer [that the present and past concentration on data accumulation
for operational decisions will not suffice. Such investigation must not
only continue Wut expand, of course, It will help to overcome that
famine of pertinent infq‘mation swhich pervades the administrative

fand today. But more penetrating questions as to what actually oc-

curs on a campus, will be asked mo¢ frequently. Tnsightful answers
will come only as;we really begin to know what de¢ision making and
..the administrative process involve, what kinds of roles and relation-

ships account for the kinds of decisions made, what factors affect.

faculty morale and effective interactiah among participants, and '
simijlar perceptions. .o o

Y
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ANALYSI’S OF PROCESS, STRUCTURE, )
AND INSTITUTIONAL SETTING
CI’}TEGORY I
: '-~ ) ‘IF A SOPHISTICATED THEORY of educational administration .; ‘

‘existed, this category would conceivably serve no purpose. Theory
would establtsh a basic. conceptual scheme within® which further
studies would fit logically. Theory would provide, as Professor Grif-
" fiths indicated, the guide to the accumulation of 1w data essential
for a clearer ‘perception of theé relationships and the administrative
actions of presidents, deans, chairmen, and other officers.
The point in establishing .this second category of studies is simply
this. ilhedrists are concerned with hypotheses which ffot only explain
‘but predict. Studies arisipg out of theoretical coumdemtlons tend to
stress the confiFation or m]ectlon of thése considerations. In part,
such also is the purpose of the stydlies refexre‘ﬁ\p in this category. s
But since theory remains incom ete, studies*not based upon theory '
‘remain valid, Modteover, educators facing the complexities of size |
and consequent problems of directing thange and making bureaucracy ~ *
effective in the academic setting cannot wait for the logical develop- |
m¥iit of theoretical considerations. . J
: Analysis in this category can open additional avenues for insightful |
excursions which broaden the perceptions of those who strive. for'a '
general conceptual scheme of administrative behavior or who seek
pertinent data. There are no cléar boundaries. It is a matter pri- |
marily of emphasis: the theorles dwell on ideas with universal appli-
cation and the potential of predieting consequences 'of behavior with
constderable consistency ; the analytical studies on clearer insights into
the elements which bear upon s qdmmlatmtue actxon with or without a
theoretical premise. .

To.look at this matter from,another perspech\e studies and data
accum’ulatxon to meet the immediate problems of administrative opera-
tion do not produce suﬂicu;gt, insights into the more basic factors in-
herent in academic mstltutxons Studen‘ts of ‘educational adminis-

. trdtion have begun to seek more meaningful lnb]"htS into organization,
structure, and instifutional setting. -

Proposed belorw are three ateas which call for analytical study.-
First, however, it is necessary to establish three operational definitions

10 : . *
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for administration, drganizational structure, and institutions. These
comprise the aspects of college and university administration with
which this study is concerned. Our definitions are intended only for
the purposes of this paper.'s

Administration.—By ‘“‘administration”™ we mean activity or process. Specif-
ically, administration refers to the activity in a university and college by
which decisions aré made aud implemented, policies formulated and com-
niunicated, and routine processes carried on. Stated somewhat differently, it
is the activity by which policy is formulated and the functivns of the
institutions maintained. ~ -
Organizatio{zal structure—By “organizational structure” we mean the for-
mally established rules and relationships and the duties, responsibilities, and
a\i,ghonties of governing bvards, presidents, and their executive staffs,® aca-
».demnc deans, department ¢hairmen, and faculties. Not included afe the
v informal relationships which surround and influence the formal structure.

Institution—By “institution” is nieant that identifiable entity—both physical
and organizational—which encompasges the various participants in the per-
formance ot established functions. The reference here is to a/college or a
uniyersity as an established and widely recognized enterprise.

. A:reas for Study,' ' ) Co- ’

.

An orgamzatlon is an arrangement an ordering, of the parts in a
whole. The composition of -these parts—trustees, presidents, deans,
chairmen, and faculties—and their interaction determine to a large
extent the effectiveness of the admlmstratlve process. For effective
administration, participants need to determine clearly the relation-’
ships of the parts and to establish administrative policy and base
deczs/ns orf an accurate estimate of tl‘gse relationships. *

.

As institutions become larger an their functions more diverse, the
structure becomes more comple\: One nédd only compare the re-
lationships and consequent bureaucracy to be found in a modern
State university with the informal situation which characterizes 2
sman liberal arts college. .It has become not only mcreasmgly clear

1Until clearly phrased and generally accepted definitions have been established, varia-
tiong in the use of such terms, will exist. For example, Albert Lepawsky {Administration,
Knopft, 1905) distinguishes between adminlstration, mnnngement and organization. He
defines organization as a process *“‘combining.the work which individusls or groups hnve
to perform™ (p. 35). 1In his book, »idml%atratwe Theory, Griffiths, in part, defines
administration as a '‘process of directing and controlling life in a social organization™
(p. 72). As studles nccumulnte consensus definitions of. these and other such terms
undoubtedly will evolve. ‘;

Mls category of “staff’” includes not only assistants working directly with the presi-
de ut the central administratlve officers such as deans ol students, registrars, directors
of admissivn, business officers, and others concerned with the nonacademic operations.
Some universities have centrallzed thelr operations under a limited number of heads
or vlce presidents, i.e., academic vice president, financial or business vice president, public
relatlons vice president, and “sfudent personnel vice president. In terms of academic
government, however, the last three usually report dlrectly to the president and have
a hierarchical relationshlp to hlm, while deans, chairmen, and other officers related more
directly to the academic functions have a generally recognized autonomy.

. 2 3
- ‘ ‘ .8
q Al
e 19
. N E g

.




£R]

A v 7o providea vy e S . A,

<

. . .

<L b
12 °  MANAGEMENT OF LEARNING ' .

<

~but mcreasmgly impbrative that participants in the academic opera-
, tion have a ¢lear understanding-of the organizational sttucture of
their instifution.
Both process and structm'é are related to institutional settlnnr
This constltutes what John J. Corson las called the “ecolooy of
governance.” Tle influence of external and internal pressures ® conmes
to-focus’ in the decision-making activity which constitutes the ad-
ministrative process. This, combined with formal roles and relation-"
ships of patticipants, detemunes the character or “personality” of
*each institution aitd thus irfluences the kind of educationalsprogram
at W ill have, the services it will perform, “the chiaracter of its personuel,
and the othér determinants of its role in society. L
It would seem tlen, that and understanding of administration in
higher educntion requires analysis of each role of the thrée elements:
(1) Admimstrative process: What elements are involved in the making and
‘implementing of policies and other decisions? .

*{(2) Structural relationships: What are the roles and relationships of adnin-
istrative officers and bodies? What influences do varfous governing units
have on institutional policies? What is the “flow of authority” in aca-
demic administration?

(3) Institytional sctting: What influences do informal groups and personal
relatiun$htps have on administrative decisions? What influences in aca-
demic organizations limit or foster possible courses of attion? ~WHat
patterns of values permeate the professional personnel of colleges and
universities and influence decision making? What external pressures=i-
fluence the making of decisions?

i
Administrative Process

LY -

In the small college enrolling a few hunderd students and having
few faculty members and administrative officers, face-to-face contacts
provide opportunities for the exchange of information and opipion.
necessary for effective operation. In many small colleges, grown to
medium size since World War II, these informal procesges collapse.
If formal arrangements are not substituted, the void is not filled and
the administration of the college suffers.

How many colleges todfxy—faced with a growing bureaucracy of
administrative offices and services—sy stematlually analyze their situa-
tion to develop new administrative arrangements? ' If they do, what
basis do they have for making decisions concerning their administra-

tion and organizational structure, other than that which seems to work "

- hd N

3 These pres-ures come frum ajvariety of elements. Among external influences are
professional and accrediting, asspciations, parents, alumni, donors, and governthents,
Internal factors include values ahd alleglances held by individuals to professions, aca-
demic disciplines, informal groups, and the Institution . formal roles and relationsbips,
traditions, commitments to educational functions and services, students, and other
influences.

”
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well somewhere else? Isthereavaluetoa careful and logical analysis
of the administrative process? Can such analysis have application to
agdocal situation and assist in the ordering of new arrangements whlche
help rather than‘hmder intelligent and-effectivedecisions on | puTposes,,

. curricula, degree requirements, research activities, ifstructional effec-
tiveness, evaluation methods, and the other factors in educational N

« operations? REIN
Little study has been made of these problems. Chancellor Edward
| " H. Litchfield 6f the University of Pittsburgh has studied some of them -

. and proposes that the administrative process may be viewed as a five-
stage cycle. In brief, he indicates that rational adninistrative precess
involves (1) the making of“decisions which (2) are programed into a
plan for 1mplementat10n and then (3) communicated along with the
programing to allparticipants concerned, (4) controlled so that

, actions implementing them are measured in terms of established
) norms, and (5) reappraided on the’ baSIS of changed condltlons ne
. information, etc.
Litchfield’s analySIS appeared in 1956 in the Administrative Scienyx
Quarterly, while he was dean of the Graduate School of Business an
¢. . " PublicAdministration at Cérnell Unlversxty‘ In articles published
“in the October and December 1959 issues of the Journal of High
E'ducatzon, he has applied this analysis to the organization of large
. umversmes o . \ h
Obwously, administrative process does not always move through all
of Litchfield’s five stages. The process of decision maklng may in-
. clude.arrangements for programing; programing may “lead to im-
mediate reappraisal of‘the initial decision ; communicating may bring
' to light factors which cause an immediate reappraisal. :
Other writers have proposed similar patterns. The proposal of
Chanceuor Litchfield, however, constitutes the Kind of analysis that is -

‘ “valuable in the study of administrative organization. It isan effective
. device which forces the decision maker to think through what is in-
\ ‘ volved in a decision, what actions should follow its making, what kinds~
P of data should be considered, and what persons should be involved.
N It estabhshes a basis for further study of the elements of . -
hinistration.® ’

Academxc administration is, hpwever, more than just a cycle of ac-
tlvxtles To a far greater degree than in pubhc or business, admmlstra—
tlon, it requires’ effective collaboration among “the professmnal T

o ‘thchﬂeld s Initial proposal was In the form of a hypothesis to explaln the admin-
1strative process. As such, it relates directly to theorles of administration developed In- v
connectign with process and decfsion making. It also forms a basis for énalysls, and
therefore has & value to studénts of administration other than as a part administrative

_theory. It parallels other.studles discussed under this category. o= b

. s Another breakdown of the process of making and implementing dec fons for educa-

tional Institutions Is proposed by Grifiths In Adm‘nlatrauve Thcory - j

- ﬂ*- —

~




- .
. - . . L}
P ~

14 .. - _ MANAGEMENT OF LEARNING

personnel of the institition: D. C. Stone writing on the re]atlons of -
presidents and faculties, notds that “admmlstratlon 1 is, in rea’hty, more
& procgss. ln’Volvmg a con31derable ‘number of, persons who are ac@ .
couytable ‘for various phases of college opera‘hons Its essence®is
responsible leadership acting’ througlgcons@tatlon‘” . S

Investjgation of this aspegt of administrative process could produc- >
tively consider such questions as: To what degree does experience in,
and knowledge of, public andf business administratjon provide data, by
procedures, and insights of value to colleges and univérsities? To »
what degree is the academic problem umque? How should,faculties .
be involved in the administrative process? Iow can policymaking
and policy 1mp1ementmg be related to the advantage of both? What
controls are effective in the autonomous, decentralized structure of the
modern university? How can appraisal be made an integral part of
* decision making and the routine administrative process? & -

‘e

—- t

- - -

Structural Relationships " ) . Ty

No president or gther administrative officer survives long or Wlelds .,
effective control who fails to urderstand the varied mtera.ct]ons among
the units of academic government.. Yet; as noted o} the pages.to .
follow, little has been done to mvestlg‘tte systematically the forma,l__
' roles and relationships of administrators in colleges and universities.
Nor' have extensive systematic analyses been made of the .mfomnl
. roles and relationships described in the following section dn the
institutional setting. 2
An experimental view of higher education readily reveals a common .
pattern of organizational structure for nearly all’ institutidnsy,  Gov-
erning bonrds hold final, legsﬁ authority. Presidents tend, to servein ™
" a dual relatlonshlp as executives for boards and leaders of their facul-
ties. A “power flow” routes executive authonty from presidents
throu«rh deans and departmental chairmen to faculty members, on the
one hand and legislative initiative moves from individual faculty
members to departmental, school, or college faculties to institutionwide
senates, councils, or faeulty meetings for-educational policy, on the
other. Because the professionalized personnel of departments arg
committed to specialized disciplines, departments play a highly o
autonomous role within the organization.®  The executive directian ‘ofy '
& college, accordmg]y, does not have that “dbwn the line” authority
associated with the administration of businegs and government. De-
cisions at the departmental, school, or %oll ei level—especially those .,( A
- which deal with the employment and ad vancement 6f personnel—tend /

" A

$In this sense pmfesslonal schools tend to aet in the same manner ‘a8 academie
departments in the arts and selences. g

~ © o ’
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' to reflect commitments to disciplines and profes§lons rather than to
rthe policies'of the institution.

Individual ‘colleges and umver51t1es, of course, dlﬁ'er in the au-
Chorlty and responsibility held by various units of academic govern:,
ments. Local traditions, local functions and purposes, geographical-
location, relations with supporting goveqnments and donors, student
clientele, attitudes, values and capabilities of individual participants,
and similar elements combing to give each campus a particular pattern
_of authority and of relationships. In some institutions presidents
serve- as-highly authoritarian executives; in others, they find it diff-
cult to exert educational leadership because their faculties are highly

. mdependent and dutonomous. That such problems aoncern adminis-
.o . trators is made clear at professional meetings attended by board mem-
bers presidents, academjc admifistrators, and faculty members.

Despite this expressed concern, investigation disclosed relatively
few studies which focus on the problems involved. Those whjch do
-are for the most part inchoate and uncoordinated. - From the limited
data available, it would appear that-two kinds of studies would be

" very profitable. One would examine the roles, responsibilities, and

authorities of individual units of government. The otherwould study

"~ agademic orgamzatlons as total structures.
- An encompassing examination df both of these elements is reported
in an as yet unpublished report to the Carnegie' Corporgtion written

. by John J. Corson, Corson has identified “the distinctive character- ./
istics of the umvers1ty as an administrative enterprise.” 'In terms of
these distinctive characteristics, he has analyzed the functioning of -
universitywide oﬁicers (trustees and presidents), functioning of aca-
demic officers (deans and chairmen), and the functioning of faculties.
He has raised questions which, if examined, would provide adminis-
tration with aTiterature.

Corson’s ideas are-basic iy any systamatic mvestlgatlon of the

.+ . problem. Still other, studles indicate what_is underway and what

can be done. .

-

Studies Mustrafive of the Research on
Organizational Structure

The task of the ‘president as the executive for a university with .
. thousands or tens of thousands of students and hundreds or thousands .
of professional personnel is proving inéreasingly onerous and demand-
mg Presidents are both verbal and well connected ; so it is not sur-
. « prising that one comprehensive study is underway on the problems of
this office. With the support of the Carnegie Corporation, Harold -,
- Doods, former président of Princeton University, has carried out
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with o team of 3 an inspection of 50 colleges and universities. His
group is analyzing the role of the president as educatdr, administ rator,
- fundraiser, and interpreter of his institution. It will produce a body
of organized information based upon observation and—to 2 lesser’
degree—on statistical data. %“gme clue té the direction further re-
search on thé presidency might take is found in a doctolal thesis
completed in 1956 by Richard W2 Stephens. In what he calls a
“content analysis” of personal dbcuments and published materials
wwritten by or about the present and formeg presidents of 45 inajor
. Arhericah,ﬁniversities, Stephens has put together an overview of presi-
" dentjak furictiors and relationships. ‘ S :
. In the academic hierarchy, trustees gf'e plagued by the fact that .
they *have fall legal responsibility but limiited operational control.
A comprehensive account of the legal basis for the control of boards
-may be found in the 1935 American Council on Education report
written by Alexarider Brody, T'he dmerican State and Higher Educa-
tion. Most publieations on the role of trustees have tended to be
handbooks such_as the Mol for Trustees’ prepared in 1945 by
Raymond M. Hughes. One of the most penetrating of these hand-  *
bopks was published this year by Morton A.Rauh under the sponsor-
"ship of the Institute for College and University Administrators at
Harvard University. Rauh discusses what he considers to be the
vital areas. for effective board participation in academic government"’
and suggestdareas that requite further study. - e
No study, however, is apparently, underway that might sufrgest
what can be done to meet the pressing need for ideas and data which
can ﬁelp boards, and college presidents clarify tie role of trustees.
This need was stressed in the 1957 “Paley Report,” T'he Role of Trus-
tees of Columbia University, by ‘s committee of trustees. The prob-
lem raised by this-committee, in essence, is: ow can trustees carry
out their public responsibility of supervising their institutions when
they gre substantially or almost completely separated from the para-
-mount function of their orgagization, its educationa] program
Since the history of the last hundred years of American. higher
education has been one of decentralized expansion, the roles of deans
and departmental chairmen have become increasingly crucial. Three
,  studies show the kind of investigation which can help identify more
clearly the place of departniental chairmen in the hierarchical struc-
ture and the kind of evaluation which mi%t be applied to their func-
tioning. ~ No similar studies apparently have been made for academic
_deans. In 1953, Rev. Edward A. Doyle surveyed 33 colleges to deter-’
mine how the.work of departmental chairmen was divided, among
instruction, advisement, student affairs, and general administration.
In a 'different vein, John K. Hemphill (Ohio State Leadership
. Studies) analyzed statistically the replies of more than 200 faculty
Q - . - ,

i

ERIC” - - 24 A

‘e




-

Q

'

ERIC

3

.

, .4
. e .
./ : MANAGEMENT OF LEARNING . 17

o

-

members concerning. the reputation of departments and the relation-
"ship of these replies to the effectiveness of departmental leadership.
Ben Euwema, in a 1953 article, examined”departments in terms of
sonnel policies.’ . N >
Because graduate and evening deags are relatively new on the
academic scene, their pﬁition in relation to other academic officers

* -
has cafised them concerns not so common toshe more traditional offi- ¢«

cers. The Executive Committee of the Association of Graduate
Schools in the Association of American Colleges, in the report of a
1957 questionnaire filled in by 36 out of 38 member institutions, gives
data on prevailing practice as related to jurisdiction, responsibilities,
and influence of these officers. A more insightful study was made
by a committee of the Association of University Evening Colleges in
1954, but was never published, Phis group sponsored a personal in-
terview survey in eight representative institutions to determine Tot
the role~and function of the evening administration was viewed by
other academic deans® - - o

The role of faculties in University governance has long been subject
to considerable discussion, usually quite partisan. .The prerogatives
which faculties should hold received the most careful enunciation in
the well-known “Committee T" report of the American Association of
University Professors. This analysis considers the rights of faculties
rather than their role in institutional policymaking. Charles P. Den-
nison came closest to this latter perspective in_ his 1955 book on the
formal authorities of faculties, which reported a survey of the statutes
of eight liberal arts colleges. He foand, for example, that while only
two colleges provided explicit faculty authority in academic matters,
all respected the faculty voice in practice.’ T

-

.

-

Limitations of Available Material

I

The studies consulted for this survey have begun the essential task
of accumulating data, but do not answer the basic questions.

How, for example, does the administrator-overcome resistarnce to
educatipnal expéflnent? Do dep_ar‘fments act- as “veto groups,”

1A study more directly related to the roles and reclationships of chairmen in an
organizational sense has been proposed by the University of Massachusetts. Dr. Shannon
McCune, provost at that institution, seeks to analyze the problems of departmental
structure and role within the context¥of the educational functioning of Smith College,
Mount Holyoke College, Amherst College, and the University. !

3 Brnest E. McMahon, dean of the University College of Rutgep{i University, this year
_completed a thesis entitled, “The Emerging ~“Evening College: A Study of Faculty

Organization and Academic Control in 10 Eastern University Evening Colleges” (Coluﬁxbm‘

University, 1959). - - . -

® A new doctoral thesis by K. William Lefiland on “The College Administration and
Faculty: A Study of _Administrative Fpnctions and Roles” may shed further light on the
possibitities of studying the faculty role in academic structure.

o 25 :
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»  optimum size, selection of chairmen, internal organization, and per- -
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analogous to political and socml groups in society, as David Riesman
reported in Constraint and V ariety in American Education? Does

oo

their commitment to the existing structare and org‘lmzatlon of knowl- 7

edge mean they adt to prevent new dlsclplmes from evolving, to im-
pede efforts to reorganize the carriculum in terms of contemporary
knowledge, and to oppose changes aimed at bgtter realization of
institutional purposes?

How do we determine not only the existing role but the appropmate
role for the individualistic, professwnal acallemician in the increas-
ingly management-oriented administrative organization of a la.rge
university !, #low can these two conflicting tendencies—the important
creative 1nd1v1duallsm of the faculty member and the essentjally
bureaucratic administsative arrangements—both be enhanced?

Whatykinds of decisions can the faculty be authorized fo make with-

" out abr ging the responsibilities of the trustees and the president for

execugite. leadership and societal responsibility? What kinds of de-
cisions do faculties have special competence tG make? What limits
should be placed on the partickpation of facultits in institutional de-
cision making? Gonversely, how can faculties make sure that ad-
mmistrators earry out thé policies faculties adopt in areas where they

- 'have competence? How does the faculty gmernmental system of

e

meetings mesh with the pz;mllel admmxstratw@ggﬁy of chmrmen,
deans, and premden‘ts'? LN .

Pattern for Analy.'sis .

The foregomg discussion suggests three factors 1mp0rtant for fur-
ther investigation and some questions, which 1Hustrate the klnd ‘of
study mrost likely to be produgtive. A

1. The academic organization has a lirge number of unique char-
acteristics which Corson identifies in his forthcoming report. Roles

and relationships, strongly felt intellectual values, character of pro:.

,u.\ .‘

fessional personnel, and other aspects of academlc institutions com-.

prise a distinctive situation. Structural patterns for'other enterprises”
do not always suggest answers, nor sometimes even valuable ideas.
This is a point not always recogmzed by, govemmg boards and
presidents,

A clearer understanding of these dl»fferences will open up-a ver‘y

productive area for research as Cap10w an cGge lmply fn thelr
redent book : . )I ar,

The university is a tascinating specimen of soclal organlzation remarkably
unlike any other. Its roots and someof fts rituals go Back to the Middle
Ages and beyond, but its principal business is innovation. Its hierarchical

26
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.. committees, departmental meetings, councils, senates, and . faculty‘
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arrangements are simple and standardized, but the acadgmic bierarchy in-
cludes a greater range of skills and greater diversity of tasks than ghy ’
business or military organizatfon. Above all, the university is remarkable for ;
, pursuing an intricate program with little agreement about fundamental ,
purposes.®® ’ . °

2. The flow of authority from governiilg bogrds to administrative
officers and faculty bodies contrasts and even conflicts with the flow of
initiative from department chairmen and individual faculty members.
This contrast in.power from legal authority as against that from con-.
trol of initiative shows up most dramatically in decisions on“¢duca-
tional program and selection of faculty members. ¢ .

James D, Thompson at the University of Pittsburgh has made &
preliminary analysis’of this contrast or conflict of what he calls legal
as against inherent power. Legal power grows out of the responsi-

‘Y, bility of governing boards to the farger community and their position
" ascustodians of their institutions. They delegaté this power to presi-
dents and administrative staffs for the executive direction of colleges .
and universities and, frequently, to faculties for the approval of edu-
cational programs. Inherent power rests upon the experience, the
talents, the occupational genius employed in the pursuit and
propagation of knowledge. Faculties momopolize the necessary
understanding of the subject matter and contacts with others in “the
field” and thus make the decisions which shape the academic func- -
tions of their institutions. This knowledge, with subsequent initiafive
in proposing new faculty meémbers, curricular changes, and similar
matters, blunts the force of executive authority from boards and

presidents. ; - .
The effective functioning of an institution depends upon a realistic
, understanding of these twyo powers. Does the president act, for ex-

ample, as Flutchins has suggested: “more like a political leader than .

any other kind of administrator,” but lacking the power of party and

patronage? it Will faculty bodies, representing as they frequently do

a statlis quo position in knowledge apd academic organization, initiate

the kind of creative educational programing and scholarly production

¢ v essential for continued institutignal vigor in a changing environment? |
On the operational side, does institutional structure provide for that

,essential coordination between educational and financial decision -

"making which assures appropriate support for academic progr@rqgs?
More specifically, do curriculum committges coordinate their policy
decisions with those of budget officers, and vice versa? . :

. 8. A greater degree of decentralization has accompanied the

d growth of universities than that of other enterprises, What is more,

this has taken place largely without what Selznick called the indis-

N 18 Caplow and McGee, The Academic MarketplaGe, Bogic Books, 1958, p. 4. )
 Hutchlns, Robert M., Freedom, Education, and the Fund, Meridlan, 1956, p. 168.
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- pensable homogenexty of well- understood and widely accepted insti- ’

tutional policies. Participants in university administrative processes _
. tend to lack a general orientation to mstltutlonal purposes and
. functdons.

Study aimed at improving the effectiveness of academic administra-
tion must grapple with this problem. ¢If departments are to remain
the basic administrative units,*or example, how can their decisions
become, actively related to mstltutlomvlgle policies? Or, should

1 schools and colleges rather than departments serve as the basic units
‘for carrying out institutional policies ¢ ‘

Fundamental even to this is the rel@tlonshlp between organizational
decentralization and the kind of scholarly inquiry accepted as vital to
higher education. Isthe present structure the best kind to support the
intellectual freedom of individual faculty members? To date, little
effort has been made to relate the structure of universities to their
. functions, and partlcularly to tHer basic and most lmportant function

. % of creative téachihg and scholarship.

[ .

- . Questions for Further Study

»

‘Consideration of conditions essential to the contributions of teachers
_and scholars suggest a number of questions for further study.

1. What is the nature of educational leadership? How can presidents and
other administrators gain adherence to'institutional policies without trans-
gressing on discipllnary initiative? Does exécutive ability in colleges and
universities differ from tHat in other enterprises? .

2. How can the kind ot decentralized organization associated with intellectual
‘freedom be.maintained wmle institutions achieve a higher degree of effi-
ciency and a greater effectiveness in performing appropriate functigns?
What means can serve to coordinate units of governance: to involve mem-

bers of boards, for example, actively in academic matters; to coordinate

\ “ faculty decisions with administrative imtplementation; to gain departmental
ey e e cooperation in selecting the kind of instructional staff needed for the pri-
e mary teaching or research functiong of the institution? In effect, how can

academic personnél become sensitive to the importance of adequate com-
munication and to the functioning of the total organization?

- 3. What sjould be the basic administrative unit for academic areas? Does
the department serve this function best and, if so, how can a great many
individual deparflnents be coordinated in terms of 1nst1tutional pollcles"
Should’ colleges or schools serve as basic units—as they do for many pro—
" fessional areas—rather than departments?- . E

4. Does what Max Weber cally the power of bureaucracy, which rests upon
its monopoly of speci,ﬂc knowledge, apply‘o universities to the extent that
thi#l sets limits on, the degree to which presidemts and administrators can
effectively exercise direction?

5. Does the typical president, concerned with *his lack of power to initiate,
underestimate his total influence on ‘the organization? Cohversely, does

.. the (,culty, fearful of retaliation in terms of compensation and promotion

: " 28
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‘

and cognizant of the threat of administrative veto, underestimdte its posi-

tion to direct policy decisions? - . e
6. How can the office’of the president as the center of both herizontal and»

vertical coinmunications effect better coordigation of all units of

governance? .

. Would clarification and standardization of titles and roles of ad-
ministrative officers, especially of deans, help to effect a better administra-
.tive organization within and among universities? 2 ¢

L}

I.nstftutional Setting - . o . ‘

>

The administrative process and the relationships inherent in the
institutional: setting undoubtedly have much in common with their
counterparts in other organizations. This report, howevey; is mten-
tionally limited to acadetnic' orgarizations. The potential for, and
the limit upon, achievement Is clearly established by the nature of
the academic institution in which the process and structure is'estab-
lished. This institutional setting has two components, each of which
reflects the other.

One consists of tlie interaction of attitudes and values, personalities
- and abilities, and other aspects ofsthe participating’ individuals and
groups as evidenced in the purposes, functions, and internal patterns
of relationship. Corson has called these the internal pressures on .
decisions. . ’ .

The other consists of the external environment—primarily societal
but also geographical and physical—within which the institution is
set. In one sense, this external environment determines in part the
nature of the student body, the character of the educational program,
and the kind of faculty it is possible to attract. Unquestionably, to

illustrate in an extreme sense, the centrally located rural university  ~

-and the smalltown liberal arts college differ from their city counter-
pacts. But more than this an institution which relies upon society—
in one manner or another—for its support must keep pace with basic
developments in this soci8ty. *If the college were wholly alien to
- its environment,” Henry Wriston. writes, “it could not perfoim its
functions. : . . On the other hand, if it yields completely to its
environmenty it equally fails in its objectives. It must maintain a
realistic contract without comnpromising its essential function.” **
The pattérn of thie relationships wWithin an organizational structure
_hd the interaction of that structure with its environment can be
explored in terms of the internal and external pressures oif the ad-
ministrative decision-makirtg process. Corson has demonstrated the

13 Wriston. Henry M.. The Nature of the Liberal Arts College, Lawrence Collfge Press,

1937, p. 20.
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possibilities of this approach.”® Some pressuresisupportcthe existing
situation ; otli¥rs exert influence for change. In the continuing suc-
cesSion of decisions through which an organization operates and in
terms of the relative strengths of the various pressures, the character

* of an institution evolves or fails to evolve. This character, in turn, ,
becomes identifiable With a college or university aid becomes a positive
factor itself in the determination’of the activities of the organization.
Over the years, this character takes recognizable shape as the cultural
tradition. which epitomizes a particular university or collegs. ,

* An understanding of both the opportunities and limits in the
character of the institution can give the administrator a realistic

_$ense of his leadership potential. On a broader basis, tiis under-
standing gives deeper meaning to administrative process ahd struc-
tura] organization. It is proposed-here that such opportunities and
limits be investigafed more fully than has been done. Indicated
below are the kinds of investigations currently available and the
possibilities for further research they present.

»
3 e

‘Current Findings

15 ¢

¢ - co . \

One major contribution to the analysis of institutional setting is
contained in Corson’s report mentioned above. In this, he examines
what he calls the “ecology of governfince”—the exterpal forces which
help or hinder the college and university decision mjl::rs in adapting
curriculums, courses, and instructional methods t& the changing needs
of society and young people. He contrasts the pressures of
alumni, contract research agencies, gqvernments' and governmental
bureaus, profes§ional associations, accrediting organizations, and indi-
vidual and corporate donors. He indicates thedual effect of these
external pressures and the internal forces which reflect the dttitudes,
values, and beliefs of the participants within an organization. To a
degres the external forces tend to exert pressure for changes, the in-
ternal for thé integrity of existing purposes and functions.

Both combine, writes Corson, to compose the institutional character,
“le force majeure in governance.” He adds: “Several scholars have
demohstrated effectively that while rational-or logical decision-making
prqcesses represent the ideal for any organizati&g, the ideal is not
often attained. . . . For decisions are, in considerable part, the result
of conflict between tradition and the demand for changé. THey are
the product of friction between contrasting philosophies. They are
distilled from the currents and countercurrents that stem from the
ambitions, anxieties, strivings, and resistances of individuals within
and forces from without the institution.”

Kad In his yet unpublished report to tge Carnegle Corporation. < See "References,” .,
. .
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other ba51s for-analysis of mstltutlonal Settlng rests on the ﬁnd-
ings of behavioral scientists. Ldgan Wilson, in his 1942 book, The
Académic Man, suggested the value of this kind of study. Tyler, in
his paper * which pointed out how studies.by behavioral scientists
might apply to higher education, commented that what these disci-
plines®® “can offer at. present are methods and’ concepts useful in
analyzing the situation in colleges and universities and general#zatiohs
drawn from other contexts.” He proposed studying the behavior of
faculty members and administrators viewed both as adult individual
human bemgs active in a social context and as members of -small
groups. He also suggested.study of the effects %of the several kinds
of social mobility which occur on campuses.
Two articles survey the literature which might be rélevant for col-
leges and universities. One, by W. W. Charters, Jr., in 1952, lists &
number of references which study roles of patticipantsin an organiza-

 tion, leadership and authority relations, problems of communication,

mobility of personnel, and influence of small groups. Inthe other, F.
Stuart Chapin surveyed pertinent material as of 1957 under the head-
ings of institutional change, relntlonshlp of change to individual
needs, “the problem solving sequence” which considers the role differ-
entiation among participants in making decisions, status in relation to
Jinstitutional structure, and finalty the’re}atlbnshlp of sizé to effective-
ness of committees. , . -
Examples of the kinds of study Wthh might have value are
limited.** Two doctoral theses have dealt with phases of the problem.
15" 1951, Robert H. Kroepsch submitted a dissertation which demon-
strated the effects npon morale of the difference between what faculty

.members expect from the institution and what they feel they actually

obtain in terms af working conditions and relatlonshlps In 1958,
Richard R. Taylor completed a study of “The American University as
a Behavioral System.” He examined the “decision making patterns”
of 30, académic departments in five major universities to gain insights
into the effects of morale, size, and distribution of“esteem within de-
partments. His ﬁndmgs, however, were inconclusive, except to

recommend further study. His thesis does help to define the problem.
—_
“ 1 Rglph W. Tyler. American Council on Education 1937 Conference on Facylty-
Administration Relationships mentioned in category I above.

15 These usually include anthropology, polLtlcal science,, psychology, social psychology,
and sdelology. /

18 This survey disclosed other doctoral theses which suggest fruitful types of research.
A number of these are lfsted in an appendix to this report. Review of this kind of
.research reveals that work done In other areas can provide illustrations of valuable
approaches to a better understanding df the college and university setting. A thesis by
Mary E. Webert Goss entitled, *Physicians in Bureaucracy: A Case Study of Professional
Pressures on Organjzational Roles” (Columbia University, 1059), examines a situation

similar to the relutlonwhlp of faculty members with professlonal associations and.with

their colleagues outside thelr institution. R

-
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In this cohnection, Reece J. M&Gee's thesis (“A Study in Ambience:
. The Numerical Analysis of fTnteraction Groupings in a Large Scale
Organization,” Umversxty of anesota 956) affords another
illustration.
At this time, however, we do have evidence that Somé systematic
. study of the college ang/university field is under consideration. Fyler
reports that the Sogii]l Science Research Council in 1955 “sponsored
. ' several memoranda outlining possible research programs for the study
¥ of higher education as a social institution.” The American Sociologi-
cal Society published in 1958 for the Russell Sage Foundation a report
by Orville Brim, Sociology and the Field of Education. This reviews
basic research studies which have employed the concepts and theories
of sociology and mdlcates those areas of study which have been neg-
« lected by sociologists. In addition to his book on American educa-
- tien, David Riesman surveyed briefly what mlght be done in an artlcle
on planning in higher education. .

One work which constitutes,a major step in systematlc examination
of universities as social orgamzatxons appeared also in 1958. In The
Acedemic Mquetplace Theodore Caplow’ and Reece J. McGee re-

_ported on a “stsdy of‘the academic labor market.” Another came out
the same year as a study of “social scientists in a time of crisis,” to
determine the effect of the “McCarthy years” upon the faculty mem-
bers most directly involved. This'book, The Academic Mind, by Paul ©
F. Lazarsfeld and Wagner Thielens, Jr., makes a sociological and
social-psychological analysis of faculty members.

P 7

4 &
- Significance for Administration LR - o
. ‘ . » -

‘While apparently only limited effort has gone into an analysis of

the academic setting per se, the investigations mentioned above point

" to a new kind of research now underway. The increasing concentra-

) tion by social scientists upon the problems of organized human rela-

. tionships has begun to’spill over into the academic Tield. . It suggests

_ an ajiproach both refreshmg and meaningful to the plob}em of keep-
ing iristitutions dynamic in a changingsocial order. &

For colleges and universities, the study of the institutional settmg |

affords new horizons of understaﬁdmg A number of questians will . |

Illustrate the kind of datx whmh such $tudy £an provide. . |

What are the external forces whxch influence colleges and universities and .
. . how is their influence felt? (Professional associatiors, for example, not
3 exert pressure, by inspection and accreditations but tend to set values or
norms for participants yithin institutions.) o ap
_What internal pressures are discernible? How do these relate to the external
gxqups? How do they exert a counterforce 0n Some matters and augment the .

o
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external pressures on others? To what exent are internal pressures related
to the formal structure, or to informal groupings? ot ‘

How do the values associated with personnel in higher: Eddéation differ from
those in other institutions? To what extent does adheren(e to professional
and other values interfere with intelligent decisions in terms of institutional
purposes? Are values correlated with subject matter areas, informal groups,
institutional purposes, professivnal relationships, personal insecurities, etc.?
What are the traditions associaged with higher education jn general and with
individual mstntutlons" To uhat extent do they mﬂubn?e decisions?

Do members of the acadennc professwn exhibit common tempermental and
psychologncal characteristics resulting frum preference fur their work, ‘similar

- graduate trainirg, and conditions of their employment such as remoteness

from daily pressures of other en‘temris&, association with young people, and{

the like? .

Answers to these questions will. provxde data for the institutional
setting. Our purpose here,. however, is not to andlyze.them but to
stress their significance—to make clear that an intelligent.grasp of the
admlmsbmtlve operation needs such 'maly sis. At any ene time, de-
cisions will be made w ithin this framework, yet each decision will to
some degree modlfy it. The administrator needs to understand the
variety of different and sometimes conflicting or lncompatlble forces
‘with which he must contend.

To this end, the character of an institution sets thk boundaries
within which participans may define or redefine its purposes angd ac-
tivities. This character is the framework for rational discussion by
individuals and groups holding widely divergent values. Despitd the
desires of admmlstrators, these and other pressures shape as well as
conform to Institutional purposes. The kind of students available
will determine much of the intellectual caliber of the educational
program. The sources of financial support may limit academic con-
trol of the institution's functioning. The attltudes of influential
alumni mfay determine athletic pohc1es Research progrqms “de-
veloped by Govetnment agencies limit the kinds of contracts avzul-
able to universities.

The institutional character reacts to these two*major forces: (1)
adherence to purposes and traditional functions, and (2) pressures
exerted for and against these purposes and functions. The dynamic
\institution, resolving these forces in its distinctive context, will con-

tinuously evolve its pa rticylar character.’" a

17 Ope ﬂnnl point, relevant for future S(lldlt’ﬁ is that the entity we call the Institution
adds up to a whole which is not only more .than its parts but which hag an‘identity
of its own. Not unlike the personality of an Individual, this “bole. in. an Institution
which funetions vitally, continually changes. Recognition of this situation has appeared
to some degree 1o the literature. Dean J. Douglass Brown of Princeton University has
colned the term “eorporate personality.” Prof. W. IL Cowley of Stanford Unlversity
has stated that institutions retain attitudes. behavivr patterns. and possessions whieh
constitute a culture having continuity. On the whole. however, little effort has been made
to analyze the administration of colledes and universities from this perspective.

33
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. ACCUMULATION OF OPERATING DATA
. CATEGORY III ’

[N

HUNDREDS of institutional self-studies, dozens of experimental
programs, and a large number of books, articles, and printed or
mimeographed publications have recorded the operating data of aca-
demic administration. These studies are listed in books and articles
and in régular publications of the U.S. Oftice of Education and the
Amertean Council on Education. Such sources provide the president,
the board member, the finance officer, the dean with data for use in

making -decisions on the various operational problems and policies .

faced in day-to-day activity.

This report is concerned more with the new ideas. The stress here
is on developments taking place which give administrators an.oppor-
tunity for a fresh—and perhaps more meaningful—Ilook at their or-
ganizations. For this operational emphasis, we can discern some new
directions in administrative planning. LT

The most recently published plan for a creative approach to ad-

‘ministrative and curriculaf reorganization was proposed by Beards-
ley Ruml (Memo to a C'ollege Frustee, 1959} for liberal arts colleges.
In effect the author says: Let's take a fresh and imaginative look #t

" the entire institution. What kind of ¢ollege do the trustees, adminis-

“trators, and faculty members envisage for the next two decades?
What kind of salaries and services will be required to maintain a first-
rate institution? What alterations of the existing educational pro-

administration to achieve its aims within'the limitations of4t& an-
ticipated income? The Ruml approach suggests a new perspective
for'a traditional activity: the self-study. .
The Ruml book suggests a way in which college agministrators,
faculties, and board members can look realistically at their present
~and future resources and face up to-the kinds of changes necessary
for an effective, high-caliber educational program: It stresses a major
problem in planning for higher education; namely, the difficulty of

data.

Another effort in this same direction has been underwag for a num-
ber of years under the leadership of John Dale Russell. Dr. Russell,
as director of institutional research at New York University, has been

26-. ) ‘ i

S .
o,

© gram, physical plant, and administrative staff will enablé a colleges

4

ringing into decision-making councils the important and pertinent
Ty L s Py




»

- .
‘v
>

» MANAGEMENT OF LEARNING 7

working with techniques for accumnulating operational data and -

evaluating«it for administrative officers. The pattern of his method
appears in his studies of State systems of higher education, illustrated
by that gnade in Michigan (The Survey of Higher Educatwn n
Michigan, 1958). The important element ifi’ this approach is the es-
tablishment of continuing procedures through which "accumulated
data are carefully analyzed and directed to appropriate administra-
tive offices and faculty groups in a form designed tq fit their opera-
tional needs. This method differs from self-studies by maintaining
a continuous flow of information which has value for continuing de-
tisions. It relates financial direction to educational program. . »

At New York University, Dr. Russell’s officé is developmg pro-
cedures for the continuing analysis of factors such as class size, in-
structional load, salary costs on various bases, degrees granted, clerical
and supply costs, and a variety of other data. These data are used to
maintain continuous planning and evaluatlon in the department,,
school, and total institution.

Th1s type of pattern in ad®inistrative planmng has appeared at
other ifistitutions. At Jeast a dozen have formally named offices for .
institutiona} research. Comparative information should become
more available systematically about class size, instructional -Joads,
salary cost per student credit hour, degrees gra‘nted administrative- °

to-instructional cost ratios, appropriate classroom sizes; maintenance R

and ]amtorml services, and the wide variety of activities which com-
prise the administrative operation of colleges and universities. These
growing data should be coordinated on a national basis and related to
the educational ahd research endeavor in ways which, like the Ruml
réport, suggest imaginative ways of lmprovmg 1nst1tut10na1

L
effectiveness.

An extension of this data- nccumulatmg process to more than ‘one i
stitution lias been announced by Earl J. McGragd, director of the
Institute of Higher Education at Teachers College, Columbia Uni-
versity. He plans a survey of 15 liberal arts colleges fo measure the
proliferation of instructional units in recent ye (s Such’ st.udy may =
pomt to ways/of reducing costs and at the same ¢ime 1mprov1ng edu-
cational programs. .

In another dimension, a 10-member resenrch team headed by Daniel —
E. Griffiths and John Hemphill has created 2 “simulated situatiogal
test.” While deSigned. for public school administratorsgit demon-
strates a new instrument for accumulating operatlonal data for aca-

..demic administrators. The group has developed a standardized ad:
ministrative situation—a hypothetlcal but very “realistic school en-

vironment—into which it is placing 232 elementary school principals
selécted from districts throughout the United Stages. - By means of
indoctrination sessions, vﬁstg;l aids, printed materials of various sorts,

e - N
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and other mechanisms, these administrators are faced with realistic
.problems requiring decisions.” O the basis of their reactions, data
-~ will be developed to give a clearer definition of the administrative

process and possibly a guide in the selection of school ad-ministrator"s.tl

T'wo other reports illustrate other methods of probing into adminis-
trative problems. One is the Purdue Rating Scale for Administra-
‘tors, reported by Robert Y. ITobson- through the Division of :

- Educational Reference of Purdue University. This scalf gives heads
of larger offices an opportunity for intelligent and critical rating of
their7effectivenes§ by members gf their staff. Forms are given to sub-
ordinates who send the answers directly to Purdue Upiversity. The
difision the.. provides the administrative head with a compdsite_and

. anonymous report. Under the sponsorship of the Carnegie Corpora-
tion, the Educational Testing Service in Princeton, N.J., publishéd in
1956 a Survey of college evaluation methods and needs, written by
Stuit, Helmstradter, and Frederiksen. This study provides not only
a comprehensive plan for evaluating various aspects of college and
university operations but a”guide to methods and to literature. It is
s_tpparentlay the most complete analysis of evaluation directed at higher
edueation. ' .
. ) - @ .
"Relationship to Other Studies ) : bt

. L ‘ . N
In this category a few of thé more imaginative'studies have been
noted. We have not considéred the numerous investigatiens com-
pleted or underway. to help individual institutions or groups of in-
* stitutions accumulate data necessary for important administrative de-
cisions! Such investigations have been excluded because this survey
is more-concerngd_with new points of wiew. Beyond the intént of a ’
_report, however, a fresh approach is"ve;)/'y much-called fo. Both
. colleges and universities more than ever before-are up against prob-
lems which require new solutions. £ ’
The liberal arts college, for example, faces the dichotomy inhetent
in the coming age of what amounts.to mass highrer education.] Will it
be overwhelmed -by:numbeg's and driven to mass techniques which rele-,
gate its efforts to a position parallel to that of the secondaty school
today? Will an attempt to maintajn distinctive intellectual integrity
mean isolation from the mainstream of society and consequent wither-
T ingof support and status? . N
Similarly, in -the words of John W.*Gardnér, presidémt of the
* Carnegie Corporation, “the role of the, universities js undergoing a -
mare studles of the function of departmental chairmen pw;o.?(?ti by the Uni-
) . versity of Massachusetts, of professional offeriggs by the vice president’s office at Kent

Sfate University, and those lsted In Institutional Rescarch in the Y7est, publighed in

1959 by t? Western Interstate Commission for Higher Education. -
. 4 .
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- remarkable change. They are being thrust into a position of great
responsibility in our society—a position thore central, more prominent, -,

more-crucial ¥n the life of the soclety than academic péople ever

dreamed possible.” 2 How will the variety of funetions, from million-*
dollar research projects to the education of massessof undergraduate
students, be adequately maintained in thesé institutions? doradu-

ate schools be able to cope with the increasing need fo anced

degrees without changes of a drastic sort in their traditional programs

and methods? Can specialization of increasingly sharp pidportions’
be maintained for undergraduate faculties without hindering the edu-

cational reorganization inherent in handling large numbers of

students?

It sarves-little purpose here, however, to delineate|the character-
istics of recent and potential changes in higher educatjor™ Schelars
and educational leaders have done so on many occasions. The point
we wish to raise in connection with this category is the importance of
ot planning for the future entirely in terms of the present and the

*  paslpas, for example, so many institutional studies have done. Just

as the 20th-century univer§ity could hardly pattern its functions upon
the 19th-century classical college, the higher institution of the future
will need to fit an age of widespread advanced education, great and
rapid scientific and technological change, increased governmental co-
ordination and support, and®he other conditions of..the changing
structure of American and world'society. . .
. Studies such as those mentioned above point the way to more
imaginativ% and forward-thinking investigation. In addition, it
seems a most profitable possibility to coordinate research in‘cademic
min#tration, such as included in all three categories of this report,
so that theory and more deeply probing analysis—particularly that
dons in conjunction with scholars having a broader view of the total
social structure—éan help to identify more positively the kinds of
administrative functions and problems universities and colleges will
facein the future. ! ' ‘

3 Address to annual meeting of the American Council on Education, %)ct. 8-9, 1959.
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CONCLUSION . ————
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. . 3 L
THE STUDIES mentioned in this report illustrate the kinds of plan-
ning currently underw ay for the administration of higher institutions.
As stated at the outset, this listing by no mesns exhausts the pertinent
references.

They are presented in terms of a conceptual scheme. This has the

. advantage of establiShing potential and existing relationships among
studies and publications which to date remain quite uncoordinated.
While thisis not the only p0351b1e conceptual structure for investiga-
tion, some such arrangement is essential to the fruitful orgamlzatlon
of administratiye research t %

Quite 0bv10usly, the material in each of the categories might well
have relevance to another. For example, Litchfield’s ideas have been
disciiSsed in terms both of theory and of analysis: ‘Some: of the
studies placed in the category of analysis undoﬂbtedly have opera-
tional lx;a}};x%\he point of the three categories in this report. is
primarj su t that scholars and administrators at work in ad-
ministrative inveRigatighs generally have one of three intentions.
They seek theories to improve understanding of the administrative
process and prediction of the consequences of decisions. They turn
to analysis to gain a broader \inderstanding of administrative prob-
lems than immediate oferational data provide and to “dig deeper”
ihto ramifications. They face dperational questions which requlre
additional data for infelligent answers but do not necessarlly requlre
broader, more general hypotheses

A- coordination of effort in all ‘three areas wili enhance what is
done in each and help to"channel investigations into greater produc-.
tivity. At the very least, coordination can help to prevent duplication
of effort, can assure a communication of findings, and can make clear
relatlonshlps between theory, analysis, and operations. *

e

%,

1

‘Eanlel E. Griffiths has publlshed;u‘book (Research 4n Educational Administration,
Teachers College, Columbia University, 1959) which discusses the current problems of
research. In this, he proposes a national plan for the development and coordination of
research In educational administration.

Another set of categories for gtudies of administration appears In a recent article by
Grifiiths And Laurence lannaccone (“Administrative Theory, Relationships, and Prepara-
tlon,” Review of Educational Research, 28 : 334-357, October 1958). The authors of this
article have gurveyed the literature for the perlod from 1955 to 1958. . Thelr frame "
of reference for the orga atlun of the studles described Is that of public school admin-
istration e&q{xlly but th

.

djninistratlve problems and environment are slmilar.
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This report can best be concluded by posing a qaestion basic to the
study of administrhtion, and by teferring brieflysto the implications
_ of this question.

How can effective and efficient administration be aclneved in highly decen-

tralized enterprises lacking a clearcut commitment to a ‘set of institutional

functions and containing persunnel with strung commitiments to ideas, values,
and professional associations which t.ranscend their institutions?

Effective administration can be defined in terms of the achievement
of creative scholarship and research which is communicated through
teaching, publication, and other means to students and to the public.
The effective institution, in this sense, is the one which maintains the
function of intellectual leaderslup for society.

Furthermore, Golleges and universities present to administrators’a
set of unique dlfﬁcultles The pervading intangibility of many aspects
of administration at all levels and the absence of adequate standards
and methods of appraisal tend to draw a haze over,the making of
decisions and to destroy the clarity of issues. The intellectual in-
sularity of the faculty, the increasing demands of their specialties,
their lack of training in administrative matters and indoctrination
in the purposes of the institution, and their frequent distrust of adx
ministration present barriers to effective processes, snmlar"to but more
-sharply outlined than those in other enterprises.

Such characteristics create for universities and coﬂeges a set of
relationships which make most difficult the. kind of planning, com-
munication, direction, delegation, supervision, and evaluation possible
in other enterprises-, Yet, the foreseeable demands of the future al-

ready press for substantlal “adjustments’in function and, to a degree}‘/

. purpose if higher education will retain its vigor as the intellectual
spearhead of American socigty.

To date, however, nd body of literature addressew tﬁs/problem
has appeared.\ The need for systematic study of administration be- ‘
comes increpsingly urgent as the limitations of much of our adminis-

strative process and organizational structure show up in the face of
demands made on our institutions by our own and other chmgmg
cultureﬁ .

.
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APPENDIX I
- »
IN RECENT YEARS, a number of doctoral theses have appeared which bear
upon the problems of academic administration. These constitute a good source
of information. Representative titles are listed below : o™

"

3

1957

PHILip BENEVENTO, Administrative Communication: A Study of Its Relammsth
to Admimstrative Leadership, Syracuse University. ..

Gorvox B. CLEVELAND, A Theoretical Analyszs of Administrative Policy-Making,
University of North Carolina.

Basi. Spyros GeorcorouLos, The Normative Structure'of Social Systems: A
Study of Organizationtxl Effectiveness, University of Michigan.

REeece J. MCGLL A Study in Ambiencc: The Numerical Analysis of Interaction
Groupings in a Large Scale Organization, Universxty of Minnesota.

RoperT MiILToN NORTHROP, Admmzstrame Doctrine and Administrative
Behavior: The AEC Experience, University of Michigan. S

Cuartes E. SUMMER, JR., University Education of Administrators: A Statement
and Evaluation of Goals; The Development of -Adminmrame Effectiveness,
Coiumbm University. e . 1.

1958

Georee HaroLp AXINN, The Relation of Personnel Selection and Salary Adminis-

«e-tration to Organizational Eﬁ'ecugcness in The C’ooperatwc Eztension Service
in Michigan, The University of Wisconsin ¢ ‘

JouxN LEwis Forers, 4 Theory of Administrative Leadershup for C*ontemporary
Educalion, Michigan State University. .

Sayuer, Murray Loxe, The Coordination of Instructional, Admmwtratwe and
Student Personnel Services in Pennsylvania’s State Tcac{wrs Colleges, The
Pennsylvania State University.

+ Davio Lorexy McKeNNaA, A Study of ﬁower and Intcrpersonal Relationships in

the Administration of Higher Education, University of Michigan. | i
s ® 1}
1959 )

‘ 4 -
MARY E. WeBer Goss, Physicians in Bureaucracy: A Case Study ofsProfessional
Pressures on Organizational Roles, Columbia University. .
Ernest E. McManown, The Emergihg Evening College: . A Study of Faculty
- Organization and Academic Conirol in Ten Eastern University Evening Col-
leges, Columbia University. : A 5 -

Y
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APPENDIX II

THE COOPERATION and assistance of & number of scholars and administra-
tors actively.concerned with research® in academic administration has helped
substantially with this report. This appendix contains apartial ligt of the
institutions.contpcted. It is included here as a possible beginning for a direp-
tory of locations at which work is in progress on matters related ‘to administra-
tion in higher education. -

. ' QORNELL UNIVERSITY. A considerable number of pertinengarticles have appeared

in_the journal of the Graduate School of Business and Publlc Administratlon,
AdmmzstrathSmmwe Quarterly.
€orLuMBIa Uxiversrry. At Teachers College, Prof Daniel E. Griffiths and hls
associates have underway a number of projects rela'ted to educational ad-
ministration, partrcularly for the public schools, and +4ave published several
books on administrative theory. Prof. Karl W. Bigelow has contributed a
_bibliography (Selected Books for the College and Unjversity Administrator,
Bureau of Publications, Teachets College, ColumbxaaUmversrty, 1958) and
has under his direction a doctoral Drogram for students majoring in college
and university admrmstration
The Burepu of Applied Social Research of the ‘University has sponsored
studies, such ag that on the soelology of medical education, which offer per-
tinent data and ideas. ' > ’
?Zm Uns1versiTY. The Institute for College and,University Admlnlstrators
. cerned primarily with assisting. individuals to better understand and
perform thexr work by means of conferences built upon the case method. " The
Depa.rtment ?f Social Relatrons has under congiderstion -studieg ‘related to
* higher education but not specifically to the problems of administration.
« INDIANA UNIVERSITY. Prof Edward E.‘Edwards in the Schoo} of Business there
has been studying ways of improving faculty productfntz and the mechanics
. of’our present system whlch affect the efficiency of faculty lnstructlon and
Student learning. uad -

MicnicaN State UNIVERSITY, BUREAU oF EpycatioNar Researci. W. B. Brook-

over of this bureautis chairman of the Committee on the Soclolog;zr of Educa- .
tion of the American Sociological Society. .
UNIVERSITY OF Cuicaco. The Midwest Admlnlstration Center organlzation is,

tox

: now in the seventh year of publishing the Adntinistrator’s Notebool which -

. c - P fncdtludes aecounts of a /umber of relevant studies, aithough they generally

focus upon public school admifistration. Its program llas emphasized ad-
mlnlstratwe theory, as referred tain this report.

' 3
PENNSYLVANIA STATE UNIVERSITY. A very lnformatlve President’s Semlnar was *

sponsored by this. university for its own staﬂ? on the subject of role and
responsibilities of departmental chairmen. Held in’Aprll of 1959, the semi-
nar brought together dears and academic department heads.

PRINCETON UNIVERSITY, THE STUDY OF THE COLLEGE AND UNIVERSITY PRESIDENCY.

r  This study, under the directioni of Harold W. 'Dodd§, is referred to above.

-
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. Sociar Science Researcu Couxcin. This organization with headquarters in
New York City has considered the subject of social science research and

e, g higher education. A mémorandym on shis matter has. elaborated on the .
? , problems of research and contributions possible from the social sciences.
: » SOUTHERN REGIONAL EpucaTiox Boarp. At present this orgnnization has two .

kinds of relevant activities underway: (1) a survey of the adininistration of
organized resehrcll in universities in the South, and (2) a study’of institu-
tiondl research activities and of ways this activity can be more widely used
as a basis for decision making. s T

STANFORD UNIVERSITY. Ralph W. Tyler, director of the Center for Advanced
Study in the Behavioral Sciences, has been concerned with the application
of the behavioral sciences to the prublems of academic administration. Among
other activities, he has produced an unpublished paper on the problems of -
appraisal in' colleges and tmnersmes Prof. W. H. Cowley has been develop-
ing for more than a decade a comprehensive analysis of higher education.,
Administrative process and structure €orm only one part of his unpublished
- work, Appraisal of American Higher Education: 1956. Professor Cowley
has completed five of eight parts of this manuseript which examines the total
operation of colleges and universities within the context of their historical, !
background and contemporary culture. Ie has under his d/irection g doc-
toral program for students majoriug in hlgheneducnnon and planning careers
in administration. v
UNIVERSITY OF CALIFOB\’I’A The'Center ‘for Study of legher Education has
underwdy a 5-year study of selected colleges, their character, and their impact
.- on students. The rm@ﬁcanqns of the work of its staff has pertinence pri-
.- marily at this time to an undersmndmg of what this report ‘has designated as
the institutional setting.- . . .
UNIVERSITY OF PITTSBURGH. The staff of the Administrative Science Center has
- begun study based upon the social sciences to develop insights of a general
nature valuable to specific administrative situations encountered in various  *
fields, including that of education. ;1‘\\0 illustrative studies, now underway,
» are concerned with the adaptation of a school system’ to a new supermtende_nt
' - and with an analysis of how a, number of business executives perceive them-
U . selves and their tasks. o
“ UNIVERSITY OF T[-‘.XAS Among other activities, Reece \IcGee is studymg the
working conditions. of junior fagulty members at two large State universities.
J  His papers include one \\hxch considers the “process and organization of ,
< admxmstranon .
WAsumo'rov U NIVERSITY. Alvm W Gouldner, chairman of the Department of
Sociology, has been studying the problem of social roles of ﬁarticipnnts in
. organizations and how these affect organizational behavior. This is reported
in two articles in'the Administrative Science Quarterly of December 1957 and
March 1958.. - .
WesTERN INTERSTATE Codaission’ E‘OR HIOHER EDUCATrov This orgaxdization
has taken the initiative to report varioud studies mmade by institutions within
- their geograpbical area. 'Their findings re published in Institutional Re-
*  search in the West, 1959. . S

1,
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Reactions
P -

In order thatthe series, “New Dimensions
. ' in Higher Education,’” may more accurately
measure the developments examined and -
better ascertain the disposition of colleges .

and universities to experiment, reader reac-  ° 4
txon is sought. To prompt such a resppnse, '
in thxs instance to admihistration, the fol- .
lowmg questions are raised: - <

-

‘1. What kinds of study and theory 194—
.- ministration of olleges and universities
lxave not been mentioned in this report?

2. What insights in other fields, such as

. governmental and industrial organiza-

, ‘ tion, may haye valueq for academic
administration? oot -

. 3. What kinds of specific yet pervasxve .

problems should be treated in reports

of this-sort or in further studies of )

aﬁmmxstratx ve eﬁ'ectxve ness?

\

4‘ What has your institution done ad-

mlmstratlvely to anticipate the, prob-

T lems of expansion and Quahty during the
. 1960-79 decade? s

‘ 5. Can you suggest any other conceptual ‘.
scheme to categorize research and think- . .
mg on academic administration? ‘ ’

' . 6. How can the Office of Education help in ’ i
more effective admm‘lstratlon of higher .
. education programs?

E Kindly address reactions to:

. DR. HAROL)P A. HASWELL
Difector .
Higher Education P'rograms Branch
Office of Education o :
U.S. Department of Health/ ‘o
Education, and Welfare ’

Qo Washmgtjon 25,D.C. . o -~
ERIC o
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