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AN OUTLINE OF CONCEPTS
OF ORGANIZATION, OPERATION,
AND ADMINISTRATION FOR COLLEGES
AND UNIVERSITIES

The Enterprise

1. A formalized, organized endeavor bringing together purpose, people,
resources, and a work process constitutes an enterprise. A college or
university campus constitutes a higher education enterprise.

2. The college or university enterprise functions within a given environ-
ment. This environment includes the community or locality where the
enterprise is located, the state which may or may not provide needed
resources for operation, and the nation which may or may not provide
needed resources for operation. The environment includes the publics
with opinions about the college or university, the clients who make use of
the outputs of the college or university, and supporters of the enterprise
such as alumni, families of students, and friends. The environment also
includes competitors or rivals who are engaged in the same operation and
seeking their own influence, status, and survival through the acquisition of
necessary resources.

3. The environment of a college or university enterprise establishes op-
portunities of service, obligations of performance, and constraints in the
availability of needed resources.

4. The college or university enterprise may or may not have ciearly
identified its environment, fully cultivated available resources, made
adjustments because of competition, and recognized the obhgatlons and
constraints of its circumstances.

Governance and Aa’mim!srmhbﬂ

"~ Governance is a structure and process whereby society establishes
purpose and performance expectations for an enterprise. Governance in-
volves the determination of the values to be realized, the goals to be
accomplished, and the distribution of benefits to be obtained through the
activities of the enterprise.
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2. Administration is a structure and process whereby an enterprise per-
forms the work outputs it is expected to achieve within the available
resources provided and in accordance with the techniques of direction
employed.

3. Governance and admlnlstratlon in any enterprise, and especially
within a college or university enterprise, are closely interrelated. Gover-
nance defines purposes and scope of operation. Administration translates -
purposes and available resources into work outputs.

4. The college or university enterprise is subject to a structure or social
arrangement of external governance which may be general or specific. If a
college or university enterprise has been established under governmental
sponsorship, there will be some kind of structure and process whereby the
sponsor exercises the authority of governance. If a college or university
enterprise has been established under the sponsorship of some private
association, there will be some kind of structure and process whereby the
sponsor exercises the authority of governance. In general ways society
through the political process of duly enacted laws may exercise the au-
thority of governance over colleges and universities by establishing general
standards of desirable activity and operation.

5. To a substantial extent, the authority of governance and admini-
stration for-a college or university enterprise may be left to the autonomy
of the enterprise. itself. This autonomy is usually vested in a board of
trustees in whom the authority of both governance and administration has
been vested.

6. In a multi-campus structure of governance and administration, there
is usually a single, centralized board of trustees with the authority of
governance and administration for several different campuses, or several
different college or university enterprises. In these circumstances the col-
lege or university enterprise may tend to have less autonomy than other
such enterprises with a separate, individual board of trustees.

7. Boards of trustees in large part depend-upon a chief executive officer
designated as president or chancellor to advise them in the exercise of
their authority of governance and administration. This chief executive
officer is expected, because of educational background, experience, and
competence, to provide leadership in both the governance and admini-
stration of the enterprise.

8. The college or university enterprlse is unique in the extent to which
faculty members and students may seek and obtain an important role in
governance through the delegation of decision-making authority and by
the exercise of this authority through internal organs of decision-making.
9. The college or university enterprise is unique in the extent to which
faculty members and students may seek and obtain an important role in
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administration through the delegation of operating authority and by the
exercise of this authority in the administration of work activities.

10.  The structure and process of governance externally for a college or
university enterprise may or may not be clearly defined, fully understood, -
and properly utilized to achieve maximum effectiveness and efficiency in
the conduct of the enterprise itself.

11. The structure and process of administration externally and
internally for a college or university enterprise may or may not be clearly
defined, fully understood, and properly utilized to achieve maximum ef-
fectiveness and efficiency in the conduct of the enterprise itself.

12. The two structures and processes of governance and administration
may or may not be clearly differentiated and fully understood. In an
enterprise, as distinct from a social institution or a political structure and
process, performance of desired work output necessarily becomes the
primary criterion of social utility.

Purposes

1. The college or university enterprise seeks to serve society through the
higher education of students. This higher education may be designed to
acquaint the student with a general comprehension of the intellectual and
creative resources of man, including the process whereby knowledge ac-
cumulates and creativity is encouraged. This higher education may be
designed to prepare the student through the use of knowledge and the.
development of individual skills to practice a para-profession or profession
in society in accordance with the needs of society for such educated
talent. This higher education may be designed to assist the student in
achieving intellectual and emotional maturity of the individual and the
reinforcement of a personal commitment to such values as intellectual
integrity, an appreciation for cultural creativity, and the ethical perfor-
mance of one’s talent for the betterment of one’s fellow men.
2. The college or university enterprise seeks to serve society through
rescarch and creative activity. Research endeavors to expand the body of
concepts and understandings which constitute the current stock of man’s
knowledge. Creative activity endeavors to expand the range of artistic,
literary, dramatic, musical, and structural expressions of man’s esthetic
drives. _
3. The college or university enterprise secks to serve society through
public service including the development of the practical application of
knowledge so that such knowledge may be employed in the physical,
material, and spiritual well-being of man; the preservation and demon-
stration of creative accomplishment; continuing education of individuals
} in knowledge and creative activity; and the provision of advice and
E ‘llc«unsel to other social institutions.
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4. The college or university enterprise seeks to serve society through the
promotion of educationdl justice whereby the opportunities and advan-
tages of education, research, and public service are made available without
discrimination based upon sex, race, religion, national origin, or socio-
economic status.

5. The college or university enterprise seehs to serve society through the
critical evaluation of the performance of the institutions of society, with
evaluation based upon intellectual and creative standards of dosirable per-
formance which are clearly and reascnably formulated. The acceptance or
rejection of this evaluation is not a purpose of the college or university
centerprise.

6. The college or university enterprise seeks to serve society through the
continued self-assessment of its own performance, through the perpetu-
ation of its essential services, through cffective and efficient performance
of thesc esscntial services, and through its own internal achievement of
educational justice.

7. The college or university enterprise may or may not have clearly
formulated its purposes and cndeavored to express these purposes in
various processes ot operation.

Organization

1. Organization of the college or university enterprise is both a structure
of governance and a structure of administration. To the extent that the
enterprise makes decisions about purpose and scope of operation, the
structure of governance facilitates this decision-making process. To the
extent that the enterprisc makes decisions about the output of services
and work procedures, the structure of administration facilitates this
decision-making process.

2. Organization is an assignment of roles to various persons. A structure
of governance requires legislative, executive, and judicial roles, along with
provision for an electorate and an appointing authority for those persons
exercising these roles. A'structure of administration requires arrangements
for leadership, direction, and management. A structure of governance and
a structure of administration may be centralized or decentralized. In a
decentralized structure a hierarchy or polyarchy of authority and respon-
sibility become necessary elements.

3. Organization t» ~ ~ college or university enterprise establishes a
pattern of purpos particular purposes of the cnterprise will be
reflected in a diffe 1 of activity within the enterprise embracing al!
the activities requ- :omplish the established purposes.

4. Organization -¢ cvollege or university enterprise establishes a dif-

l:lk\l-c«tion of acuvity among indi*'duals and among groups of in-

6



dividuals. Differentiation of activity in governance involves role
assignment and levels of decision-making. Differentiation of activity in
administration involves specialization of function in accomplishing out-
puts and specialization of function in the management of resources and in
the techniques of direction.

5. Organization of the college or university enterprise means a bringing
together of people committed to-common purposes, possessing a sense of
identity or common allegiance, involved in the specification of their roles
and work assignments, influencing the arrangements for their employment
and affiliation with the enterprise, desirous of appropriate codes of
expected behavior, and concerned about the viability or survival of the
enterprise. The college or university enterprise is unique because the
operating work force is composed. entirely of professionals with a high
degree of educated talent and of intellectual or creative experience.

6. Organization of the coilege or university enterprise accomplishes ‘its
integration of effort among the personnel comprising the enterprise
primarily through establishment of an environment of learning. Because
learning is highly specialized, because creative activity finds expression in
quite different forms and modes, and because there are many different
kinds of professions in society, there is an extensive array of differentiated
activity among faculty members. Under these circumstances an integration
of learning has not proven to be a feasible organizational goal; instead the
effort is made to establish an environment of learning in which
differentiation of learning activity can be accommodated with effectiveness
and efficiency.

7. Organization of the college or university enterprise may or may not
meet certain criteria of satisfactory performance: (a) a clearly understood
scope of operation; (b) clearly defined outputs of operation; (c) a precise
pattern of roles in governance; (d) a precise pattern of administration;{e) a
differentiation of activity which is calculated to accomplish defined out-
puts without duplication or overlapping of activities; and (f) participation
and satisfaction for all persons involved in the enterprise. '

Operations

1. The operations of the college or university enterprise, embodying the
available production technology, accomplish the desired primary outputs
of the enterprise. The operations of the enterprise are performed through
primary program units. These primary program units may be classified
under four program categories: instruction, research, public service, and
student aid. Within the program grouping “instruction,” there may be
vilrious programs with their own output objectives, including general edu-
<
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cation, technicai education, baccalaureate studies in the arts and sciences,
baccalaureate studies in professional fields, graduate studies in the arts and
sciences, graduate studies in professional fields, and graduate professional -
studies. Instruction may be offered on a part-time or full-time basis, in the
late afterncons and evenings as well as during the day, off-campus as well
as on-campus. There are also various program units within research, public
service, and student aid.
2.. A program unit is defined by specified outputs achleved through a
particular production technology with.available inputs.
3. A unique characteristic of the college or university enterprise is the
special position of students as participants in the learning process. Since
student instruction is a primary program of a college or university, the
recruitment and enrollment of students are important adjuncts of opera-
tions. Without an effective number of students, costs of operation may .
become burdensome and exceed available income. Moreover, students are
not passive recipients of a revealed learning but active participants in the
exploration of learning. The student role is an essential ingredient of the
instructional process.
4. The production technology of the college or university enterprlse in
its instructional programs involves a learning process. This learning process -
usually makes use of various instructional methods: lecture, discussion
group, seminar, laboratory study, independent study, tutoria! study,
work-study, internship. Student accomplishment may be determined by
various tests, papers, performance, and other evaluative procedures.
5. The production technology of the college and university enterprise in
its research and public service programs involves recognized and developed
processes for advancing knowledge and creative activity.
6. The production technology of the college or university enterprise in
its student aid programs involves the determination of the special abilities
of students who upon the basis of these abilities are to be encouraged to
undertake particular programs of study or other activities, or the deter-
mination of the needs of students whose financial resources are inade-
quate to meet the expense of higher education enroliment. Financial
assistance may be extended to students within the llmlts of resources
provided for these programs.
7. The outputs of the various primary program unlts of the college or
university enterprise are identifiable in terms of units of instruction pro-
vided, degrees awarded, students placed in jobs, research projects com-
pleted, creative projects completed, and student assistance provided.
8. The coliege or university enterprise may or may not have determined
program needs, defined program objectives, enrolled the requisite number
and quality of students, developed effective and efficient production.pro-
Q
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cesses, achieved desired production outputs, and maintained appropriate
quality control of output.

Support Services

1. The college or university enterprise undertakes a variety of support
programs in order to provide the services needed to maintain the primary
program operaticns of the enterprise. These support programs may be
grouped into three categories: academic support programs, student sup-
port programs, and institutional support programs. All three kinds of
support programs are indispensable to performance of the primary pio-
. grams of the enterprise.

2. The academic support programs include recruitment and enrollment
of students, operation of learning resources (library and other learning
materials), operation of audio-visual services including instructional tele-
vision, operation of museums and galleries, operation of performing art
services, operation of special instructional facilities such as laboratory
schools, and the provision of computer services for instructional and re-
search activities. -

3. The student support programs include student counseling and
instructional assistance, student health service, student recreational and
social service, student housing service, student activities service, intercol-
legiate athletic service, and student financial aid service.

4. The institutional support programs includé plant operation and
maintenance service, logistical service, administrative service, financial
service, security service, and provision of computer services for admini-
strative activities.

5. The college or university enterprise may or may not have organized
and provided these various support services in such a way as to achieve
effective and efficient assistance to the primary operating programs of the
enterprise. :

Management of Resources
and Techniques of Direction

1. The college or university enterprise, like all enterprises, requires
various input resources and techniques of direction if the stated purposes
are to be accomplished and if the designated programs are to be operated.
These.input resources include people, plant, supplies and equipment, and

§erviccs. The techniques of direction include planning, organizing, pro-
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gramming, budgeting, staffing, communicating, coordinating, cultivating
external support, reporting, and evaluating.
2. Within the college or university enterprise there will usually be three
different levels of management and direction: the institutional or
enterprise level, the program level, and the activity or departmental level.
Management and direction authority and responsibility will be shared at
all three levels; phases or parts of the management and direction effort
will be performed at each of these levels of work specialization. Even
where certain institutional support services, for example, are maintained
on a centralized basis, as in accounting or in purchasing, other levels will
necessarily have work to perform in conjunction with the centralized
service. : :

~ 3. Planning involves at least two phases: policy planning and program
planning. General purposes must be formulated and programs to ac-
complish these purposes must be developed. Program plans include out-
puts, production technology, and required inputs. Utilization of resources
is a major concern of planning, as is the augmenting of resources. Planning
also involves efforts to improve production technology.
4. Organizing involves the allocation of roles and the differentiation of
activity among individuals and groups of persons in accordance with
purposes and program outputs.
5. Programming involves the determination of activity units needed to
achieve desired purposes, the calculation of desired outputs of program
units, the determination of the required production technology, and the
calculation of the needed inputs in terms of staffing, plant, supplies and
equipment, services, and time.
6. Budgeting involves the allocation of income resources to approved
programs and their constituent organizational units.
7. Staffing involves job specification, recruitment, appointment, com-
pensation, work evaluation, promotion, consideration of grievances, and
separation of personnel required to perform the primary and support
programs of the enterprise. Within the college or university enterprise such
staffing includes faculty, administrative, professional, and support
personnel. Personnel may be employed on a full-time and on a part-time
basis. Students may also be employed to perform work for the enterprise.
8. Communicating involves the efforts to achieve a shared understanding
of the shared purpose of all persons comprising the enterprise. Com-
munication is usually undertaken by means of a variety of media.
9. Coordinating involves the process of motivating people to work to-
gether in those areas where activities are interrelated or comprise only a
part of a program objective. Coordinating may be sought through
leadership, participation, persuasion, and pressure.
Q '
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10. Cultivating external support involves the proces: of seeking out
those interested in and concerned with the enterprise, and especially those
with influence or power to provide support for the enterprise.

11. Reporting involves the distribution-of information on a factual and
timely basis to all who are interested in the policies, programs, and perfor-
mance of the enterprise. It is especially important that by the nature of
the enterprise the college or umver5|ty should provide such reporting fully
“and factually.

12.° Evaluating involves the determination of the effectiveness and the
efficiency of the enterprise.

13. The college or university enterprise may or may not have achieved
maximum utilization of resources and may or may not have made the best
possible use of all techniques of direction.

Evaluation and Accountability

1. The college or university enterprise has an obligation to evaluate its
performance and to report such evaluation as an expression of its social
accountability.

2. A carefully devised information system is essential to evaluation of
performance. .

3. Evaluation of performance depends upon the development of criteria
or standards of performance. These criteria include achievement of for-
mulated purposes, the satisfaction of external interests in the enterprise,
program effectiveness, program efficiency, continued viability of the
enterprise, and commitment to rationality in decision-making and work
performance. »
4. Achievement of formulated. purposes involves assessment of actual
accomplishments in terms of basic ends. '

5. Satisfaction of external interests involves identification of the social
goals of the enterprise and of the extent to which external interests in-
dicate their perception of satisfactory performance.

6. Program effectiveness involves the calculation of the extent to which
a particular production technology at a particular cost has achieved de-
sired purposes compared with alternative available production tech-
nologies and costs.

7. Program efficiency involves the calculation of the extent to Whl(.h a
particular production technology has achieved desired outputs with the
least possible consumption of required inputs,

8. Continued viability of the enterprise involves evidence of social satis-
faction and of internal satisfaction with work performance in terms of
suffucnent incorne to meet necessary costs.

EMC 11
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9. Commitment to rationality in decision-making and work performance
involves evidence that the college or university enterprise does in fact
endeavor to achieve accommodation of available knowledge, intellectual
competence, and consistency of behavior with the interests and desires of
those internal and external groups concerned with the enterprise.

10. Evaluation of performance is the prerequisite to accountability of

the college or university enterprise. Accountability requires the enterprise

to provide interested publics with the evaluation of its performance and to

demonstrate the extent to which performance justifies continued social

acceptance.

11. The college or university enterprise may or may not practice

evaluation of performance on a desirable scale and may or may not

acknowledge the essential requirement of social accountability. '

O e . -

RIC

: 12



MANAGEMENT DIVISION PUBLICATIONS

BY 1990: DOUBLED ENROLLMENTS, TRIPLED COSTS. Charts showing the ¢hron-
ic financial squeeze with which most urban universities will have to learn to live.

MEETING THE FINANCIAL PINCH AT ONE UNIVERSITY. The university is
Princeton; the saving—one million dollars--reflects the impact of Provost William Bow-
en's incisive memorandum explaining why the University needed to tighten its belt.

BLACK STUDIES: HOW IT WORKS AT TEN UNIVERSITIES. After the ideological
furor dies down, there are these management problems to solve: arganization, faculty,
money.

319 WAYS COLLEGES AND UNIVERSITIES ARE MEETING THE FINANCIAL
PINCH. An expanded check-list of practices being used right now to save money and
increase income.

THE ADVANTAGES OF WORK-STUDY PLANS. In addition toihelping balance a
university budget, work-study. can attract capable students who need a chance to earn
their way, and make education more relevant for all students.

SURVIVAL THROUGH CHANGE. A case study of a privately supported urban uni-
versity’s plan to fight the budget squeeze,

A GUIDE TO PROFESSIONAL DEVELOPMENT OPPORTUNITIES FOR COLLEGE
AND UNIVERSITY ADMINISTRATORS. Fourth expanded edition of a handtook
identifying over 125 useful workshops, conferences, internships and fellowships
scheduled for 1974.

RESCUE BEGINS AT HOME. Highlights of To Turn the Tide (Father Paul C. Reinert,
President of St. Louis University), including an 11 - point self-help plan other institu-
tions can follow.

PUTTING COOPERATION TO WORK. A survey of how voluntary cooperation is
helping colleges and universities.

PERSONNEL MANAGEMENT IN HIGHER EDUCATION. Three papers discussing
general scope and problems, focusing on the current issues of tenure and collective
bargaining, and suggesting ways to decrease costs.

HIGHER EDUCATION WITH FEWER TEACHERS. A survey of colleges and universi-
ties which have recently increased their student-faculty ratio to 20 to 1 or more, for
those who are considering such a change and wondering how class size affects quality.

THE CONTRIBUTIONS OF BUSINESS MANAGEMENT TO HIGHER EDUCATION
MANAGEMENT. Report of a seminar, in which higher education administrators
learned from business experience without losing sight of differences between the two
institutions.

FINANCING CURRENT OPERATIONS OF AMERICAN HIGHER EDUCATION. An
analytical framework for comparing and contrasting the income and expenditures of
publicly and privately supported colleges and universities.




ALTERNATIVES IN STATE GOVERNMENT FINANCING OF HIGHER EDUCA-
TION. A description and comparison of various state approaches to the financing of
students and institutions and the problems and policy decisions confronting them.

RESOURCE REALLOCATION IN RESEARCH UNIVERSITIES. Case studies of five’
research universities that reorganized their planning and budgeting efforts.

SYSTEMS MODELS AND PROGRAMS FOR HIGHER EDUCATION. A catalogue of
"management information systems and computer simulation models available for higher
education current operations and long-range planning.

LET’S END THE CONFUSION ABOUT SIMULATION MODELS! A report of the
Spring Conference of the Society for College and University Planning, including gen-
eral discussion of simulation models and case-studies of simulation models at various
campuses.

CONFRONTING THE NEW DEPRESSION IN HIGHER EDUCATION. Two budget
exercises developed by John D. Millett, Director of the Management Division, one for
“Principal College,” and the other for “Major University.”

A SURVIVAL KIT FOR INVISIBLE COLLEGES. The story of how one “invisible”
college has met the challenge of staying alive in the period of crisis in higher education,
by the President of Aquinas College, Norbert J. Hruby.

THE CAMPUS RESOURCES OF HIGHER EDUCATION IN ’fHE UNITED STATES
OF AMERICA. A list of all institutions of higher education by type of program,
geographical location, ard affiliation.

MANAGEMENT FORUM. Management Division newsletter containing articles and
papers on higher education management and planning; each issue covers one or two
current topics.

Single copies of each publication are free.

There will be charges for quantity orders of most publications. We will be
pleased to provide, at your request, information on these charges.




- The Academy for Educational Development, Inc., is a nonprofit tax-exempt planning
organization which pioneered in the field of long-range planning for colleges, universi-
ties, and state systems of higher education. It has conducted over 100 major studies
for institutions throughout the country, as well as for national agencies such as the
U.S. Office of Education, the National Science Foundation, the Agency for Interna-
tional Development, and the National Institutes of Health. Additional information

regarding the Academy’s complete program of services to education may be obtained
from its offices:

New York: _ Washington:

680 Fifth Avenue : 1424 Sixteenth St., N.W.

New York,N.Y. 10019  Chicago: Washington, D.C. 20036
©(212) 265-3350 LaSalle Hotel, Suite 222 (202) 265-5576 '

10 N. LaSalle Street

. Palo Alto: Chicago, llinois 60602  Akron:

770 Welch Road (312) 996-2620 55 Fir Hill

Palo Alto, California 94304 Akron, Ohio 44304
(415) 3272270 (216) 434-2414 or 253-8225

The Academy’s Management Division was established in 1970, under grants primarily
from the W.K. Kellogg Foundation, to help college and university presidents and other
officials improve the administration of the nation’s institutions of higher learning. To
achieve this purpose, the Management Division conducts research, publishes the re-
sults, and organizes conferences and professional development programs. -

For further information about the Management Division, write or call:

Management Division

Academy for Educational Development, Inc.
1424 Sixteenth Street, N. W.
Washington, D.C. 20036

{202) 265-5576

Single copies of this publication are available from the Academy at no charge.




