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. THERE 48 A TiME when we who work on the business When an orgahization satisfies men™' needs. cortain
side of college mdnagement .were concerned onls with things characterize the membership they dexclop 1oy alty
managing moncy. cqitpmint and supplics. Our suceesses and ~uppprt for the erganizaton, they adopt nis standards.
* were measured in terms of how woll we satisficd these insti- , they defend its systems, and they hodp it to grow and be-
tutional needs  Unfortunately, 1 our single-minded devo- come batter, ' .
tion to these ends, we have-been accused of runming our Most of us are fumihiar waith Chathie Brown's baseball ‘
orgagizations with more coneorn for mechines and budgets tean: - Perhaps you recall the soquenee in which Tinus i .
than for peoplu-—and we have « real need to develop ¢ playing i the outfield and says. T don’t mund playing \
new image  the T0°s Whether we Ihe 1t or not, our right ficld 1 don't mind standing out here in weeds over
experiences mth theacademy uommunn\ in the 60%s are my head—rodlly 1 don’t. 1 mean. of this is where 1 can
showing us 6 be woefully inadeguate in mwunﬂ human do the tcam the smost godd, this is where T bdong The
nceds  Unless the nsttutional management can better only thing that bethers me is. I don't know if I'm facng
accommodate the needs and satisfy the iterests of all par- the nght way / ’ X
ticipants. cspeciafly” those regular participants such  as Here 1§ an gnamplé ‘of the lovalty and support we are ”
faculty, students. and administrators, higher ceducation tatking about. But how long will it fast“sithoyt direction?
‘may not be able to survive - How long wil] 1t last 1f the ergam?ation does not help him
All organizations have two things in common  an insb- in his search for adequacy? He must somchow know that
tutional purposc-——to mahke money. for example. or to he's helping @ team  Our' team-—his team ,
heal the “ick. or educate the people. and a concomitant .
purposc—to satisfy the "human needs of those in the or- The Situation Today .
ganization. Jhuese two godls are mseparable Performance In the past severabyears, Thave failed to see either the
and production are dircetly affected by the degree to which ™ students or the faculty supporting' the institution  very
human needs are satsficd  Moreover, performing wll i vigorously * Have they been Joft standiing out in night ficld?
. one of our human nceds Our currdnt dilkmma on the If they have, thar tendaney 1s to be much more crit'edl
collcge campus 1s caused by the aoncongruonce betwoons and untrusing When the organization docs not meet hu-
the nceds of the students.staff, and faculty on the one man neuds. there will be much complammg! withdrawal '
hand. and the perceived objectives and prowedures of the from the orgamization, apathy, frustration. hosuliy  In
mstitution on the other ) severe cases, there will be attacks on the orgamzation
. . . itself and attempts to tear it down 1t would be mice if the
Man’s Basic Needs history of unrest on college campuses could show that the
The behavioral scivntists tell us that man 15 constantly unrest was tsolated and restricted o radical groups. but
| searching for adequacy. Thé) el us also that men wek the prevailing aeeounts of campus unrest show that there
this adequacy by 1denufying with others who have necds has been much dissatistaction and distrust among the rank
1 similar to theirg  This identification results in the forma- “and file. The credibility gaps among the students and
N tion of informal.groups and Organizations, as well as formal the administration and faculty scem to be cver present
" -ones. Such organizations develop systems 10 merease the -

Stanford R. Bohne s 1we President for Busi-
ness and Fonunciad Aflairsat Contral Waslung-
ton State College He served as Administrative *
Assistant to the Business Manazer at San Josc

Statc College (now L crsieyy $rom 1960-1964 .
and as Clicf Acconntne Officer from 1964-
1969 He jouned CWSC as Brsiness Manager
in 1969 and i 1971 was nemed Adpunct Pro-
fessor of Econonncs and Brusiness Administra-
tion i conparction with lus other didies

N likelthood of meeung therr needs  Famulies are. in a real
. sense, an organization and an mstitution  The church is
N an organization, of people with common and rdenufiable
EN) needs  Our work organizations, including colleges and
universitics, must also provide rewarding relationships for
the people who work in them because doing so 15, again,
1 one of the two main reasons for their existence
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and continue to grow wider on the campus (if not deeper)
even though student riots have subsided.

. F off-campus we gre also getting continuous de-
manMcco’umabk about how we are
spcnd g money and how we propose to spend it—how we
justify nqucsts This requires that we join with students,
faculty. board members and citizen support groups to
think through more carefully what the institution is. what
it is tryifig to become. and how it tan once again.assume
1ts rightful place of leadership and regain the confidence
of those supporters it nceds so badly. .

The Challenge to Busindss 'ﬂanagersr

Your problem and mine. 4s people 1n charge of business

.affairs, is to develop some strategies to help close these

gaps. both on and off the campus. We must.

* Devige more ways for students, staff and professors
to participate in shaping the -college-cuiture and manage
the orgamzation. )

e Provide for better evaluation and accountability of
our ciforts. .

s Kcep the institution reletanl‘ to the socicty which
supports it

* Devise a built-in reward system for employees—
more “on job™ rewards, intrinsic rewards.

There are too many things to say about these four
strategics to get them ajl said in this short article. In-
creascd participation, greater accountability, intrinsic re-
wards, relevance—these are big, complex topics, all of
which are bcing much discussed today, I would like.
though, to develop one important component of all four
of them: a greater concern for the.people we work for and
with. All four strafegies are aimed at bringing greater
satisfaction to the individual.

What We Did - .

Early i in 1971, we n Business and Financial Affairs at
Central W'nhmgton State College began to ask ourselyes
some basic questions  Were we as productive as we could
be? Were we efficient”in our opcrations? Did each one of
us feel accountable for his actions, and were we responsive
enough to the needs of the campus? Were we facing the
right way and really helping the team?,

We recognized that we had shorfcomings in these and
other arcas, and that we had some problems in our rela-
tionships with each otHer  We took d first step toward soly-
ing thesc problems by calling up()‘n 4n organizational con-

sultant on our campus with a background in S hani.ral .

sciences,  We thought of our work in organizational dc-
velopment not as a $tructure change, but 4s a change in
climate—attitudes, values, trust, behavior and ‘account-
ability We wanted to work far a much g gredter involvement
and deeper commitment

ln working with our consuhdntgvc lcarngd what was

-
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really ymeant by organizational growth and development.
The words took on new meaning. W¢ learned to view our
organizatiun 4s a complex system sith many subsystems
that affcct each other, all of which have to be healthy for
the orgamzaton to function optumally. We lcarned this
from the data we gencrated as we descmbed vurselies to
ourselves. Our consultant called it diagnosis—the first
organizational development step. We learned that because
organizations are made up of people, organizational

growth means that people must grow, for it to change.

people must.change. We also learned that change could
be threatening as well as exciting and challenging. What
helped us most in the imitial going was the realization that
the changes we sought could be plunned. We, with our
consuitant. could be the architects of the change rather
than the vicims, and-that realization lesscned the threat
‘We came to appreciate how important it was to gather and
use data to help-in the planning.

s+
-

Survey arid Programs

W¢ first met to try to work out'some solutions to our
problems in May. 1971.
were to: create an’'openness with cach other; increase our
skill in becoming more helpful to each other: create an
atmosphere of trust, wnhm and throughout Business Af-
fairs; improve otr 1mage with the rest of the campus by
developing ideas on how to more accurately portray Busi-

ness Affairs functions to the rest of the campus; develop a.

better understanding of cach department head’s role in
Business Affairs; dcvefpp 2 tcam relatiohship; increase our
productxvlt) throu°h fime management techniques; better
" understand each other as human beings; and develop a
decision-making model that would allow the people who
would be affected to participate in decisions. Needless to
say, we soon came td, realize that our initial efforts were-
a bit ambitious, and that more modest objectwcs wcre
necessary. We made good headway on many of these
objectives in the year that followed. The most satisfying,

though, was the accomplishment of trust and teamwork, -

Attatning some suceess with these two goals made all the
time and cffort spent worthwhile for everyone.

As a means to better understand each other and to find
out how we could work better together, we conducted a
survey asking the guestion, What motivates me? (Under
what conditions can 1 do my best work?)™ .Twenty-three
choices were offered. The items chosen most often were

fecling my job is important, good pay. respect for me as

& person. and opportunity to do interesting wvork. In light
of these rusponses. we have taken sfeps to r%"hz these needs
and make employees feel better about their work. ’ :

Improving our image with the rédst of the campus came
i for a great deal of discussi3n dnd’ concern. "12«. net
result was the development of some new 'mltudc and

some action prograifis: /

3 o

Our objectives 1n this seminar
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. ® We became more proactive and less reactive.
told people through news relcases. handblls. etc., of things
we. were domng that would affect. them. and asked for thar
«ooperation. We svught feedback from the wholc campus
rather than a sclect fow. Because of our building program.
areds of our ~ampus were \.Qnunuall) under construction.
®.ilkways and driveways werc Lhanged almost weckly
We learned that such changes in the physical environment
caused people 1o be sciisitive and, reactive. Our physical
plant directar, by a simple informational system,"did most
to smooth-ruffled featheérs when he developed a bulletin

_ technique which was used on all construction projects. The
bulletin told people what was being done. whydt was being
done. and when it would be finished.

e We ostablished a schedule for Business Affairs ad-
munstrators to visit with other employees op the campus
The Business Manager and Vice Presrdent for Business
and Financial Affairs visjted with nearly all campus em-
ployces ineluding, the night custudians, who gave us some
of our best ideas for improving some of our operations.
W. were trying to make Business Affurs administrators
more visiblc and more approgchable.’

¢« A faculty member wds assigned to the Busmc:ss Af-
,  fairs Counul, 1o be the vuice of the faculty on gems that
i affect the faculty. .

e A senior student from Economics and Business
Administration was added to the staff to provide an im-
H portant link between the student body and Business
T Affairs. This employce has been given free access to the
information in the business office, and students now feel -
much better informed. This has effectively removed any
basis of distrust. and has encouraged cooperation.

- . = o
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Internal Programs o

We have ‘ulso implemented scveral internal programs
that we have found very beneficial. One 1s 4 dCpartmental
vvaluation by Business Affairs staff and outside depurt- .
ments of cach Busipess Affairs office. We have done this
for Adminsstrative Data Processing and Staff Personncl.
It gives each of us a better purspc‘«,tiyc We sct.objectives
at the end of vdch cvaluation SmeaL for improving our
service.  Another IXLlpful program s 4n intern, program
for:students in the Departmest of Economics und Business
Admunistration to pdrticipdte in Business Affairs problem

. solving. W¢ have bech able to develop many very good
projects that would have tdken a longer time for imple-
méntation without the relicf these interns have given our
rcgular staff from the workload and time constraints placed
on them. . :

An cxercise we found helpful 15 to have employees
(m&;wm' two questions. The first “If you had a bnlhant
idca, ong you really thought had a lot of ment, to whom
would you take it?”" The second: “If you had a real prob-

lem, a confidential one, to whom would you take it?”

’

A J
Q

ERIC

*

3

We

These two questions will furnish you with indices about the
level of trust 1n your organization, the levels of confidence

‘and the degree to which ideas are nurtured, or discouraged.

We have benefited a lot from using time productivity
logs. These give us an opportunity to help each individual
become acwountable and more cffective in time managc-
ment, at the same tmc improve hus productivity and satis-
faction with his work. As 4 result of what we learned
from these logs, we implemented the following time
schedule: - -

'8:00 - 10:00 A.M.: No phone calls. Time spent working

on projects and answering letters.

10 00 - 12.00 AM.. Return calls that came in duging the
' . first two- hours. Open-door office
- hours. :
1.00- 5-00 P.M. Mectings, campus visitations, ctc

W tound that this schedule allowed us all to complete
many projects, that had been gathering dust.

Some other moprovement projects that we have becn
working on but which have not been fully developed@so

.far arc. a departmental communications program to link

the Busipess Officc with thc faculty through the depart-
mental chairmen; a performance evaluation for gniddle
managers, and penodic classroom assignments for Busi
ness Affairs degartnfcnt heads,

. 4 Strategic Position

Business officers are in perhaps the most strategic plgee ..
to help the institution become positive: istead of negative,

}. - constructive.instead - f destructive, helpful rather than
£ *fuftfal. | don't Imean that business managers should feel
"and act is if they, arc riding the white horse out in front of

the parade. Tho#e who act this way arc only feeding their
own vgos But, for example, when implementing o policy
in 4 busincss arfa that affects the academic dreas, why
not consult with the Academic 'Viee President or Dean and
secure his 5.slgnut'{1rc on the memorindum with yours”
One of the things we can do as busincss officers, be-
Causc Qur influehice 1s 50 broad, is to improve our own
models for working with pgoplc W all have diffcrent life
styles, whether we realize it or not. Each’ of us hears a
different drummer. But one thing scems unmistakably
clear. we had better lcarn to listen more cdosely to the
drums of students, faculty and vur utizen supporters. The
only cvidence they aceept as proof we hear them is that
we have ime for them. It s clear that we are gomng to be
given no additional money, which means no personnct in-
creases, which means no more assistance. and therefore no

more availlable time——we arc going to have to create this

time by becomiing better managers of our vwn and our
people’s time. )
And when [ speak about the need for having more time

\
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i0 bisten "to people. ' do not mean just other peoply/~]
mean time foT yoursclf, too—time for meditation, Hpe to
reflect, fo introspect. When you né¢glect to make time for
this. the inevitable result is a feeling of having lgst control,
of being on “a treadmull, hurrying just to kecp up with
things. Several unintended messages cAn be transmitted by
this hurrying. one of thenr being that the other person ish't
worth listeing to. .and 1 don't need to tll you how
damaging such a message can be. to your relationship with

that person.

We all think that we spend much time with people. and
this is probdtly true But there 15 a difference bytween
spending ume. with people and Amving time for people.
The message that you don't ‘reallt have_the time for a
person comes from shuffiing papgs while he 1 trying to
talk 1o you or allowing your telbphone to interrupt his
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train of thought. or creating « barrier between you by

- situng behind your desh rather than comung around on his

side. And why not meet a4 visitor at the door to welcome
him. and then walk him to tht door when the conversation
is over? He will fecl-more like returning to help you
later on. ’ ‘

Many of us find 1t hard to remember our ongnal
hum‘ﬁ!ﬂy after being beaten down by the various pres-
sures from students, faculty, Central office dictates, and the
legislature—but we must remerhber it.

The tashioriented mandger of jesterday is outdated.
Fhe manager of today and.tomorrow has got to learn to
be more people-oriented. For surely we do not want our
¢pitaph to read  “Born 4 humdn being. died a. business
mdnager © Nor do we want the epitaph for ourecollege to
read  “Born a school for people. dred an mstitution ™
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