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ABSTRACT ‘ Y

The probleas of lanagelent uithrg‘the university
colluni*y are discussed vith—consideration given to various facets of
craative managesent. The nature of.gonflict is defined as a struggls
over values and claims Yo scarce status, power, 4nd reseurces in
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which the aims of the opponents are to neutralize, injure, or’ S

eliminate their rivals. The university adainistrator who wishes to’

— perform_effectively must be cognizant of the potential sources of '

conflict, identified as communication, .structure, ‘and personality ind

behavioral ‘factors. The three sources are interrelated and conflict-

. situations usually involve elements from all three. Methods for
avoiding or resolving conflict are discussed and a mgdel for ' .
university management outlined. It delineates five main sub-divisions
of managerial York. ‘statement of the goals; design of an appropriate
6rganizaticnal structure.-dasign of a rowvard systea based on the goal

' system; use of available technologies to help the unit meet its
goals; and building of good interpersoral relationships with
subordinates, peers, and superiors. Each of these sib- divigions is

4
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examined- in detail: It:is suggested that amutuval "commitment to L

conflict management between faculty and administrators should resule
in a more centralized decision making process ‘and increased cohesiO&’
of the university conlunity. (LBH) i o
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‘to approximately 50% in absolute numbers, frow 1.2 million in 1945 to

8.5 milllon in 19?0 and che percent of GNP devoted’ to higher education-

Lo

o

-

Throdghout the-twenty-five years following World War II higher

education in‘ﬁmerica expanded rgpidly—-and somewhat randomly. The per-

.~ r
£

centagexof high school graduates attending collége rose from around 10%

R

o

;rose from - "fraction '6f one percent to 2. 52 Q). Hoﬁever, during the

n LR

R . ]
last-five years, societal norms and "values have changed drastically and

-. . ¥

universal access_to "higher education‘has become’a reality; at the same

time conpeting Societal prior1ties are limiting and affectzng the patterns

of funding at local, state and federal 1evels. Thus the Ameriean post

’ T ia-10707s &
secondary educationaL’system in the mid-1970's is commonlytconsidered to

LT

be a stationary or*steady:stdte situation, Some peopIe within and out--

side the system have interpreted this to mean that the internal status K

i

e

quo will be rigidly maintained, i, e. that tlie system‘will become static.

!_; . -

ot
Prevailing environmental conditions certainly mandate that the equilibrium

- ..
- - " ..

ar

levél of the system be stabilized at present levels or even reduced but‘

Kl

all systems uhich are to remain viable, from<sub-atamic to the. cosmic,'
. & R

-

must exist’'in a state of dynamlc;equilibrlum. I

"

“ . During the last few years educational 1nstitutions have.been

~ -, - -

forced to move away from their - tréditional closed system toward an open

.~ B ~- Pt

system ﬂode oF- operation: The external "and internal variables which in~- )
o 3 wIRED :

fluence edpcational“institutions functioning as open systems are hetero-
genedus and dynamic. The ma:ntenance of the components of the educational
open system in a state of gynamic equilibrium will require extraordinary .

- -




. managerial skill and leadership. The ensuing conflicts which wiIl arise
- 4 »

as a counsequence of the d¥namism ang change vithin the system‘will fesult

'

in a substantial redistribution of power. The challenge for unlversity

' ¢

administrators will be the provision of effectlﬁe management of that con-

flict and the.exerpise of positive léadership to ensure that the overall

institutiognal po%ér baae, i.é.lautonomy, is not diminished in any way.

The Nature of iihz'nagel'ﬁent U

.. -

q:: ‘ {Aégthe aﬁnual meeting of the Americanm Council on Education in

-
-

- SaniDiegH;,October, 1974 a coﬁsiﬁerahle portion of the piograﬁ"uas devoted

Ll
L

L . y
to a dfscussion of various facets of treative management. For a very long

) :time,ruﬁiveraity administrators have resisted the concept of applying

' maﬁagemépt teghniques to their own organizations. Perhaps this has'been

due,:o'a'heneral lack of understanding of what management really is!

Harold-KdonCz,-a—qroﬁeapor of management in the Graduate School of Business
= & “ L3 - ..
at .the Unj;ersity of California, has defined management as
v "the art of. getting thlngs done through and with
’ people in formally organized groups, the art of cre-
; atlﬁg an eénvironment in such an organized group where
' people-can pexform as "individuals and yet- cooperate
toward attainmewt of group goals, the art of removing

. . blocks to such petformance, the art of optimizing
’ . '.eﬁficlency in effeCQ1ve1y neaching goals." (2) ..

"This definitionwof management could serve equally uell as a definition of

L3

un}versltf admlnistratlon: In facE there is no fuggamental dlfference

»

between management and administration; beth,are arts. Management is a

' term tgaditionally associated with profit-making prganizations, adminis+

tration with nodfprof;t organizations. It is perhaps the tools of
L3 a

management or the managémeﬁ; sciences, such asvoperations research,

systems theof&, maﬁagement inﬁqrmut{on systems, "that ﬁave caused such

"antipathy. However, as Perlman has 'noted (3) managément.tools can be of =




considerable use to those in the non-profit sector, provided that their
lipitations are realized.

/Zf it is accepted that manaéement is an aét, as statéd by
Koontz, then if;follows that vision and imagination are also e;éential
charactéristics of a manager. Qnce the vision has been effectively com-
municated to-one's subordinates, then the manager is functioning as a

leader (4). Implicit in this concept of management and leadership is thé'

vbligation-of-all-managers to train and develop their human resources (4,
.5) . Therefore, organization development clearly becomes one of the most

important aspects of the work of all managers; unfortunately it is one of

the post rnieglected aspects in the university setting. 1

L

The Nature of Conflict . -

v Numerous scholars from diverse disciplines have attempted to
" define conflict. As a result many definitions and conceetualizations
9 " y )
exist (6,7), based on their authors' value systems. Throughout this
&

paper Coser's definition of social conflict will be used (8):

ta %truggle over values and claims to scarce status,
power and resources in which the aims of the oppo— -
nents are to neutralize, injure or eliminate their
rivals."

As Bailey'has noted (9), there are many types of and ways to classify
conflict. Conflict may exist at all levels within society; intrapersonal,

interpersonal, and intergroup.

Traditionally, in the western world, conflict has been viewed
as something to be avoided at all costs. Civilized persons simply do not
involve themselves in conflict situations and as Maslow has noted our

society.din general has

!
"a fear of conflict, of disagreement, of hostility,

antagonism, enmity" (10).

il
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Conversely, American sociologists in-the pre-World War II years con-

—
sidered conflict to be a fundamental and constructive part of social

organization, and the dysfunctional or negative aspects of conflict to

be merely indicative of the need for social change and structural re-

form. As Cooley stated

"conflict of some sort is the life of society and
progress emerges from a struggle in which individual,
class or institution seeks to realize its own idea of |
good" (11). -~ ) .
e . . - .
In the succeeding decades sociologists began to direct their

attention toward the continuation of. the smooth functioning of existing

social structures, i.e. toward the maintenance'eflthe status quo. Talcott"

A4 Y . - v,

Parsons in pai&iculaf, considered conflict as a social disease. Industrial
sociol;gists, and classical organi;ation theorists such as Mayo, Fayol,

and Urwick also thought of conflict as a dysfunctional aspect of organi-
zations and the classical burezucratic model of organizations ignored
conflict; if conflicet did occur, it Jas attributed to proslems involving
the personalities of the conflicting members and members were u;ged to .
nodify their behavior to better fit ihto the organization.

The classical or traditionalist school of thought was followed
by the behavioralist or human relations school. - Behavioralists believed
that if a person is authority could relete well to other people, then all
organizational problems would automatically disappear. Thus scholars sucﬁ.

as Argyris, Likert, M:Gregor, and Bennis, accepted the idea thzt conflict

was an inherent part of interpersonal ﬁelationships and directed their

-
-

attention toward research into effective means 6f conflict resolution.
It is only in the last five years that the underlying philosophies of the
behaviétalists have been questioné&. Robbins, in particular, advocates a

Positive approach to conflict (12). This interactionist philosophy. states

6




thatrconflitt—isa necessary component of eEfective organlzatlonal oper-

ations and if absent -or minimal, should be stlmulated Thus the igter-

actionists believe that the effective management of‘nqnflict (by
Vv #

stimulation Of resolution as the situation requ1res) wfll be an essential-

\.,'\I\

actlvity in all viable organizations in the futureay»nﬁn

- - ° o, o=

The Management of Conflict ' e

e '

The university administrator who wishes to perform effectively
o )
must be cognizant of the poutentlal scurces of conflict. With this

- PR —

knowledge in hand, he?can perceptively scan the system and its environ-

'ment and identify &eveloping areas of couflict and areas seemingly deveid .

+

of confiict. His response te the conflict level should be the result of
e:ol and careful weighing of possible altermatives. Only in this way can
he manage conflict in an artistic way to optimize the eutcomes.
Robbins has identified three main sources of conflict (12):
1. Communication.. In tpday}s soclety of specialists,
» communication across disciplinary lines is_often
. . difficnlt.‘ Each specilalist has developed hig own
T Jargon and his own parochial view of the organi-\
zation in which he werks. It thus becomes difficult
, for faculty members in a professional school, suchJ
as engineering, to cemmunicate effectively(with a
. faculty member whose scholarly interests center on
- medieval litergture. Semantic difficulties abound.
: + In large universities dissemination of informa-
- tion becomes a problem. Informatin is filtered

through several administrative layens,%ach of whom

will make judgements as to what.should be pasked

re .
{ ",




on and what, should be withheld. Many governance

N _ . problems in the university are due to poor commu-

Y
)

nication.:
-~ . it
2. ‘Structure. The organizational structh;e is essen~
tially representative of the work flow in the
§

organization and also deternines the flow of
personnel interactions. Poor orgaﬂIEStgbnallde-
signs maé delineate administrative positions in
which it is impossible for anyone to function
effectivel;. For examp}e,_a position such aé a
dire;tor of undergraduate programs, with no direct
line authority over the personnel who may teach

in his unit, cannot be expected to make a sub~-
stantial impact on undergraduate programming. He
has no formal author%ty and thus no formal power.
Any power which hg may acquire will be informal and

due principaliy to his Personal charismatic qual-
ities. ) : ) .
Students of organizations havelfound that
. organizational structure should be dependent upon
the type of task being performed by any given
unit. Routine tasks in which the performance and
outcome; are highly predictable, are best adMiQ'
isgered in a bureaucratic manner, e.g. an office
" concerned with purchasing in a university; the

faculty members engaged in research on the other

hand can best be managed in a-more participative

. 8
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gy,
mode: since their work is highly unpredict-

Ll
4

able.
Interdependence 1s ancther major struce

‘*.  tural cause of conflict (7, 13). For example,

within the curficulﬁm'of a profésgional‘program. =

the ﬁuality of and méde of presentation of sub- ’

1+

Jject matter in the basic science courses affect

the ability of thke studenits to handle the pro-
fessional science courses. Conflict often

arlses between professional faculty members and
those from the basic science areas-regarding *

the curriculum. Y "

-

3. Personality and behavioral factors. As a gen—

eral rule, thpse organization members who are

~

authoritarian, dogm;t;c,.rigid and lackiog in -

self-esteem are like%y Co generate conflict. §
Personal dissatisf;qtion with one's role of un-~
certainty about gpecific aspects of that role
- will lead to conflict. Varying individual
ﬁercep:ions of a given situation can generate
i?traperéonal conflict, which will lead quite
rapldly to interpersonal Eonflict and thus ’
impact on the organization.
Ehese three sources of cpnflict,qfommunication, StEPCture and °
personal and. behavior.. facters, are very iﬁterreiated and conflict situ-

ations usually involve elements from all three. For example, generally

the larger the organization, the greater the likelihood of the existence

9
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of/organizational conflict’at any given time; size ig the structural
w M ' L]

source of conflict but that {n turn qffeEts the adequacy of the communi-

L
-

cat lon ﬂétworks and the probability of a divergence of values betwaen,’
‘organization members. Conversely, the stimulation of conflict through

one of the above three sources of confiict will usually result in changes
f . - - .

Y .
- not only in the source, but also in the other two; e.g. ascan'adminis-

trator releases ambiguous-or erroneous ii‘prmaﬁion, changes and conflict
- - ’
are likely to occur both in individuval attitudes and organizational
. -

s;ructure. '
i
-l

methods of resolving conflict so that it 15 not allowed to escalate to a

* dysfunctional level. How can conflict be resolved? (12, 14, 15)

+

1. .By withdrawing or avoiding--this may be a rea-

sonable approach on a short-term basi; in .

situations where emotions are high. °
2. By smoothing-—differences are not confronted

‘and emphasis is pléced ox commonalities of thé

3

lsituation.-l
By compromis;ng or bargaining--resulys in a.
.

cisiﬁn'bhich 8 sub-optimal for all involved.
r 4. éy dgr;nating or forcipg--the use og'formal

aﬁtho?igy by a manager can resolve conflict

;ﬁong his\;ubo;dinates.as also can the use £

majority dominance, i.e. tlhe democratic process. '

3. By altering the hunén variable—-attempts‘t; v

alt.er the behavior Of‘individua\ls’ involved

through education as a part of organizational

development. a . -~

" a — i0

3

t An administrator must 2lso be knowledgeable about the effective .




! "M, By ;altering structural variables-<a variety of

L]

Y . ' .
Vol methods may be used, decoupling of cenflicting c, o

y members, increasing organizatiomal slack, insti-

tuéion of a formal appeals sybqem, redefiming,

< role respo%$ibilities, etc. ' ) .

7. By problem solving or confrontation--there is ..

p P an open qychangs between confiicting“pgities. ) .4
8. By establishing superordinate goals--shared -~ ’
goals are establ}Q::d whiph require mutual co- ; -

operation o? multiple groups. L
» . N - ) *
The first four methods of ¢conflict resolution will reduce the

.

“ 2 ’ L] ]
levels of cenflict to varying extents, but they fail to address the under-

lying sources of conflict directly and their effect is usually témpératy. -

The last four methods, if sensibly used, do ﬁry to deal with the sgurceéh

L 3

" . b ‘ .
of conflict directly and are those which shgpld be}utilized by those.
: SO o TR .

attempting to manage artistically as described by-Koontz (2). Burke’s ;;\.:

reseﬁrch (15) in this arez indicated that problem-solving orx confrontation )

- r ~ . i

is ﬁrobably overall the most effecti@e means of conflict resolution, ir~
- , 4 _ s

respective of the cause of the conflict. ")

External Environmental Conditions InEen&iﬁyigg Conflict in the Acadeny

Recent papers‘by Glenny (16) and Kerr (}7) have reviewed and:

discussed -both the internal and exterxnal pressures which are affecting

~

educational institutions today. Glenny believes that few inStituéions,

1

today are in a state of equ{librium gnd that steady state.condicioﬁs do
not exist, nf‘)r are likely to exist in the system ofhigher education for
* the next twenty ye&rs. Both Glenny (16) and Kerr (173, however, believe

< that the key to institutional survival during the next two decades will

. 1S I -




! he the cwergence ol new adminlsteat lve slyles to deal effecleeiy_wdth the
inevltqble ¢onflicts that will arise. . . N ;:
Mose: universities and college; across the naqgon,'boé private
and‘;ublic} are facing financial crises. ‘Highér.edhcation, ligg.health
b 2 -

care delivery, is a labor-intensive system and thus is very sensitive to

»

P L

the current inflation. At the same time, public attitudes fouard.ehuca-‘
t

tion are changing. . Education is no longer regarded as a top priority item*

- l

and competes guch less successfully than pqpviously with ﬁealth, the en-

vironment, welfare, transportation, etc., for federal, state and Tocal
- "h '

. nonies. - s .

* JMany institutions are also finding it difficult to maintain a

-

L3

stable enrolfﬁentalevel. Afthough the absolute éize of the pool of

+

céllege-age youth in the country will continue to increase through 1980,
the raté Jf increase Will steadily decline. The size of the pool will

peak around 1980 and thgreafter the number of 18—21 year olds will de~

cline matkedly, probably to about 2/3 of its peak value. The percentage
+ of high school graduates enrolling in college haaﬂﬂropped slightly since
1968 (16) and there is little indication that\t%e percentage will rise

substantially in the next few years. The numbers of paft—time students

attending.qqglege has been increasing. However, tnese Students genarally

kd

require more\ﬁerﬁices, such as counselling, ddring their program of study

and thus are more expensive to educate. ‘

In a rapidly chanéing technolog;pal society, the job market for

i .
college graduates is constantly changing. New career avenues open up,

while others close down almost completely. Short-term cyclical changéﬁ
in the job market otcur in many areas, engineering béihg an excellent

- \ ) - -
example. Two or three years ago engineering graduates were having diffi~

w -

culty fin51ng,suitable jobs; today the demand exceeds the supply of

e ‘ 12 :
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. . -
| qualified personnel. “Tpday's students are quick to respond to job market.
- trends and thus enrollments in man§ programs fluctuate widely from year
J. * - - . ' ¢ -
to year. Trends may be noted but academe, being organized on a’%igid

disciplinary basis, is ill gguipped to respond to rapidly varying student

} A - -

demands.

a0 \éqse agencied usually develdp the budget for public 1nst1tu- .

b tions and appropriations for_priv%&ﬁ institutions on a unlt%§f8t basis.

-

‘. -.In a time of increasing enrollmentq, this budgeting format assured ade-

,I"' . . . . I
. . } U .
> N quate financing for those institutlons. As enrollments decline, unit ‘
1 R .
v - - ”
( costs tend increase due to fixed overhead costs -related ‘to physical ,

1

plant maint nce, core admini?tr;tive Etaff and core fnculty. The in-
oA

- ¥

. - creased Lnlt cosxs uiﬁl reSult in louder and more insistent calls from

the public and the legi;lators for increased accountaﬁilityﬂ However,
’ ‘ - -

-
-
- - -

o . .
uLtimaﬁely, as Glenny (16) points~out, ‘

- -

“the value premisés and attitudes of the public and
policy-takers determine the level of support and .

- commitment to continue.
. . ’ 9 .

o

Tiis ciearly points to the need for those who occupy leadership positions °

. . - . - -

td focus their attention on the‘institution—environment interface and to

- . b ) 7/ I - - - .
S develop new, creative% enngpreneurial ways for the institution to res--
. . o
{/ . pond to and 1mpact upon its environment. In other words, the institutions . .
v nuSt change to function as open’ loop systems while still maintaining

suff{icient internal stability for faculty to continue their teaching, .

L]

refearch and scholarly activities. Community colleges have always been "

responsive to the needs of the public they serve, while- large research‘

-

WHversities have traditionally remained somewhat aloof. Thus, the - '

change and conflict occurring in institutions of hiéher education during T

L]

the next few decades will bedjelt’most'keenly in the large research uni-

*
-

versities. : e

- 13
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' Managing the-University in a Turbulent Environment
Duting the 20th century, there has been general increase in the

a- v power of tne facalty in institutions of higher education and a corres-

v . - »

Ponding decrease in ceng;al control.. Trustees have delegated the majority

3

- - f

of their aqthority to the cent;al.administratibn;xthe faculty, and_to a
le;ser entent, the students. In turn, the central administration has,‘to
a large degree, espoused the'collegial model of'cniversity’ﬁovernance andI o
:favored‘hidespread’faculty‘and student‘participation in decision making.-

Yaculty have been given this Jpover because it is presumed that. their

technical and professional expertise will enable them to play a’ vital o

3 *

role irr the decision-making process.. Afendt's view of the faculty ‘stands

2

-

in sharp contrast. She beli@ves that bhe intellectual and scientific Lt

+ - L]
-

commanities -
. "cling With greater tenacity to categaries of ﬂhe -
past that prevent them from understanding the

present and their own role in it";

- - ¢

‘

they also . T . ' . : \.t
» "lack experience in all matters pertaining to \\\s " >
power" (13) ~
- * A ! ’ o
¢«  The diffuseness and ambiguity of* power resulting from this

.

vholesale- delegation has led orgnizational theorists Cohen and March (19)

to characterize the university as an "organized anarchy"” in which decision- -

makihg can best be described using the "garbage-can™ theory, This type-
~ .

of partdcipative'management, although ‘favored by many faculty and admin;

istrators, has very often s<emed to«iead to "the rule of Nobody"' every-

one 1s involved in decisions and, therefore, no one person will admit his

responsibility. Those who wish to complain cannot localize the responsi-
‘ ’ . p—y

k]

bilicy andfconflict'is resolved by avoidance. :This situation leads to

L] *
% . B -

frustration of the faculty, students and general pn}lic and is, in part,

- 14 .
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the cause of increased faculty interest in collective bargaining. As

_Hobbs (20) has noted, the participative mode of management in universi- A
b‘ o' ' - -
ties is often pungruated by-unpredictéble eruptions and is.analogous to

oS X ’ -
the operation of a defcctive pressiire cooker”.

-

The collegial model of'ﬁniversity governance is functional odly .
\

wgen the university is functioning as a closed systep witu abundant

financial resources. The more recent models of. governance, Beldridge's

political model (21) and Cohen.and March's oxganized anarchy model (19),
are essentially descriptive models and are of limited use to an adminis-

trator seeking to effectively manage a university in the nid-1970's. As
" pointed out by Richman and'Farmer (22), tﬁe'ptobléms‘faced by a undversity =
- - . Y

attempting to adapt actively to a turbulent, dynamic environmeit are not
] hy )

- I .

unlike those faced by thé'ihdustrial sector. Coxporéte management has . .

- -

been struggling to find solutions for several years, while university

administrators are, in mest cases, just beginnigg to realize the extent
- . - . w¥ . ,

of_ thf.-_- pfroblems .

o

A Model for- Univefsity Management .

+

Weisbord (23) recently. developed a model which can be used for
. £ ~ . e
a systematic study of managementﬂin both the industrial and university

setting. Thnis model delineates five main sub~divisions of managerial

> .

work . | . .

- t -
-- statement of the missiown and goals of the unit
manageyr™

-- design of an appropriate organizational structure

LY, -- design of .a reward system based on the goa&l " |
' system o "
® -- use of available ‘technologies to help the unit

-

meet its goals

z
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== building of good interperscnal relationships with
subordinates, peers and superiors

All five subdivisions are interrelated and interdependent; if, for example,

-

* the-ﬁfilizgtion of Eechnological hardware is increased to help the unit

reach its goals more effecfively, then the network of interpersonal rela-

N

tionships will change and at the same time changes in the structure and
feward System may be necessary. The manager -must-also assess Che effects
- -

of the environmeng'upon his ynit as a whole and upon the five syb—

divisions individually within the unit.
At the level of an academic department, the enviromment to be
i . -

scanned is made up of the following hierarchy: the school, the univer-
- - ‘.g\. . ,‘! H .
sity, the region, thé’%tate, the nation, and in some cases the world.

t -

The most immediate enviromment, i.e. the school in this case, is the one
that must be scanned most thoroughly; the school and'uniyefsity as a

- t
whole should themselves be in‘a reactive stance with respect to the
LY ] ' ~

extra-academic environment. Overall, the effective manager must be
knowledgeable about the pulls and pressures of both the internal and ex-

ternal environment of his unit. Due to his background, the academic

-

manager will probably be more receptive to internal pressure from his

a

- faculty than to that from external sources; these forces Qre often
diametrically opposed an&, as the manager tries to achieve a balance, he
will experience considerable role conflict. It is essential th;t t;e
manager not allow his intrapersonal conflict to impact on the function-

ing of either his uynit or of others. This type of conflict, which often
occurs at the department chairman level in univegsities, can be mogt,

) -
effectively resolved by the personal development of the manager, carried

out either informally or formally through educative sessions. Tradi-

tionally, little is dome to train departmental chaifmen or any other

16
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university administrator to carry out thelr new duties effectively. On-

“the-job-training is a potent learning cxperience-but thig ledrning would

» 1{

be more effective if supplemented by some formal instruction such as
| ' ’ . TN e o
seninars, discussion groups, etc. . -

Conflict management from the viewpoint of We urd's model (23} ~

is categorized as part of the sub~division dealing with interpersomal, -

relationships. Therefore, this paper will consider in turn each of the-
, - a . . L
other four sub-divisions, their interactions within the .university and

. -
with the ekternal environment, and the overall role of the manager in the

stimulation or resolution of conflict with respect to these four areas.

-

Statement of Mission and Goals

. e .o
It is of 'prime importance-that all universities have a clear |,

sense of mission and a" set of wWell, defined goals which are consistent with

the available resources; both short-term and long-term goals are needed.

Many faculty and administrators are of the opinion that it is’ impossible .

. N
to !l:al:e operational goals for a university (24, 19), and since goals can-
\“_»

-

not be set in any meaningful‘way, it is obviously impossible to 'monitor

and evaluate the progress of a university toward achieving these goals.,
Conrad (25) has noted that typically )
Y . )
"the concept of goals refers Lo a more or less
‘explicit and conscicusly recognized value system

that lists and ranks in order the objects or con-

ditions to be produced by the on-going activities

in the organization and serves as a criterion for
‘decision making. Formal goals...are not character- ‘ *
istic of universities: we do not find a more or . .

less conscious value system that is utilized in ’
university decisioniyaking processes."

'i'l

The lack of a set of goals plus the over-reliance on the collegial mode of
. . 4
governance has led to very haphazard decision-making iﬁ universities.

-

‘The_top administrators have often tended lo make what Barnard (?6) terms

17




negative dgcisions, or decisions not to decjide. Once a set of goals is
established for an institution, it then becomes essential that adminis-— -

trators make positivé decisions, i.¢. decisions to do something or not
% ! ; ’ . - ’
- . . . -, _. .

..to do someching. Positive decision-making, however, stimulates conflict

*

’and'adminiétrgtprs must” be prepared to control and manipulate che éohilict
R e . ) '
to.maintain the optimal level,

+

- -

Several studies have been made of the goal systems. of univer-

e sities during che last few years (19, 21, 27) and Richman and Farmer (22) -, .
have reviewed and Summarized the iesults.obtained._ They believe that the
: ) F A ?g-. '. h
goal. pursued with the greatest vigor as evidenced by budgetary expendi-

i

—— - tures -is that'of ppotect{ng the faculey, i.e. the tépure, prescige, job

security and academic freedom of the faculty. Ocher goals which are e
ranked higﬁiy_ére undérgraduééé‘éﬁdbatibﬁ,'fingncial support; -faculey .

benefits, graduate education and research. Recent research carried out by ‘
) - ) . - ) '\‘ ’ . . ) i-
Pelcton, Miller and Smitp» (28) at the Sctate, University of New York at

Albany shows that a relatively small proportion o;vthe budget is allocated
to undergta@uate educatiog and that those who teach predominately uﬁder—

» graduate classes receive a lower saiary and.afg less 1£kely to be awardéd
tenure than those involved principally ig grad#éte educatioﬂ and re- |
seargh. Sala;cik and Pfeffer also found in their research ac the Uni-
versity of Illinois, that the power of individual departments within the

university is directly related to the size of the budget received (29), ~

A

the deparcment's ability to obtain vutside grants, national prestige and
the size of the graduate‘program'(30). These research studies are

supportive of Richman and Farmer's hypotﬁesii that research and graduat&
education ar@ high prio;ity éoais at state mulciversities and high pres-

tige private gchools; undergraduate education ranks eighth and tenth in

priority, respectively, at these institutions. RIS

18 ‘ e
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The goals established interﬁally by faculty and administrators
of large research universities are often at odds with tine ideas and
wishes of the major supporters of the university. The major supporters

are the state governmént, federal government, profeséional accrediting
. 1

-

agencies, parents and éluﬁni and manpower‘ﬁsers. Each of these groups
has its own set of preferred goals for the university (22); fof}instance,

both parents and zlumni and the state goyernﬁent, rate jobé_for graduates,

-

cultural assimilation and undergraduate education as the three highest

priority goals which should be pursue&‘hy the university. None of these

L]

goals are among the top three'éctually pursued by the univeraigy. ,é

The academic administrator must thus attempt to walk a precars
. B . RN
. ious line between the faculty and the exterqal supporters. However,

-

- "the potential for conflict depends on the exteént -
to which rgguirgd’resources are shared, the degree
of interdependence and ‘the pérceived incompati- - _
bility of goals" (7). . ST

As long as money was plentiful, goal diversity and incongruence couid be
accommodated wifhin,the;orgaﬁizatjon; the slack was Aigh and provided
adequate‘bufferiné betweeﬁ conflicting units and the external publics.
Thus, for quite a number of years, the tactic adopted by university per-’
sonnel dealing wifh the conflict‘generated by'goal incompatibilities,
pas‘been that of smoothing. The president and his top staff have stressed
the positive things that ghe university is doing for the state ox mation
via their yesearchjgnd graduate programs and terided totéloss over the
lack of attention.generally given to the ixdergraduates who comprise the
bulk of the@r stﬁdent population. Tt appears that in the next decade
smoothing will not suffice and the university must begin to deal with the

underlying problegs. A clear set of goals, showing more responsiveneds

to external pressures, must be defined by the university community. The

19
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this process will stipulate conflict which administrators must be pre-

pared to manage effectively.

- task for administrators then becomes one of internal change initiation;

How can a large university go about the task of setting goals
* which are reséonsive to both internal and external needs? Faculty have a
set of professional norms and valges which are difficult to change and in
a large university the backérounds and interests of faculty are almost as

varied as those of the students they serve. The formulation of realistic

goals which can include all these diverse elements is an administrative

challenge and will be extremely time consuming. It is génerally agreed

*

" in the .profit haking sector that goals cannot be established unless the

1

L)
top management is strongly supportive and committed to the venture. At

the same time, there must be participative decision making concerning

—m - — goals _involving the lowest }gve}s ;p"thg hierarchy. Typically, academics’

nave little knowledge about how to set realistic goals for a unit, and
. :

——~ —— ——even less. knowledge about how to mesh the unit goals within the framework

of the overall univergitf goals. Thus goal setting should be preceded bx

training sessions for departmental chairmen and deans. Top administra-=

*a

tors should also be involved inhthese se;sions. The sessions should
cover not only the techniques of writing goals but also ways im which the.
. administrator should work to influence the. attitudes sf individuakgﬁgnd
the climate of th; unit, i.e. some effort should be madf to po;nt out
ways in wnich the human variable may be altered as a means of resolging
or relieving the conflict thatdthe goal—sett%ng process will generate.’
Goal setting will anger and upset many faculty. _However, -
there are few jobs available in higher eddcation today and it is un- . \

_likely that faculty will choose to leave the university. Faculty are

- H -
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essentially locked in, unable or afraid to exit; those who are tenured

%

will, therefore, begin to exercise their voice option, and complain

EaS

loudly .in an attempt to thwart the institution's effort tb set goals.
:Faculty use of voice has traditionally been viewed with much trepidation
by adwinistrators who have generally sought to either avoid or supp?éss
this type of conflict situation. Hirschmann (31) has noted that‘

"the short run interest of management in organiza-
tions is to increase their own freedom of movenment;
nanagement, will, therefore; strain to strip the
nembers-customers of the weapons whichsthey can
wield, be they exit or voice, and to convert, as it
were, what should be a feedback into a safety-valvg:
Thus, voicé can become 'mere blowing off s;eam' as
it is being emasculated by the institutionalization
, and domestication of dissent."

Howevyer, if university administrators ignore the faculty voice, tﬁen

Y

there will be little loyalty or commitment to the goals of the university..

"Without faculty commitment little or no progress will be made toward the

. -
- "

goals.
Ultimately, chairpen must periuade faFulty that goal-setting at

the departmental level is a desirable and necessary process. Higger level

adninistrators, such as deans; must use their éormal éuthority and re-

inforce their chairmen's stance. Xt would seem that the conflict stimu-

lated by-initiatién of a goal-s;tting process can be maintained by the

'3

use of mild authoritarianism by superiors, while at the same time being

- kl

controlled via 2 combination of resolution techniqueé, such as problem
solving and the establishment of superordinate goals. Problem solving or

confrontatian involves a frank discussion of problems and areas of dis- )
A-trank clscussion of 2

-

——
agreement by faculty and administrators. After 2 few sessions, the con—

. o
fiicting units or persons may agree to collaborate. If problem solving

+

proves an effective means of controlling conflict, then it is likely that

21 . "
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the conflicting parties will establish Superordinate goals and thus a

degree 0f mutual interdepandency. Both problem solving and superordinate

v

goal setting are very effective means of reducing conflict caused by in-
. 1
effective communication or semantic. problemns; they are less effective

methods in situations involving basic differences in values and person—
ality factors. However, the very act of talking and working with one's

adversary often lowers the gonflict to acceptable-lgggis.
. . - -‘m-‘"""—-u.

The value of faculty and administrative commitment to super-
ordinate goals has already been demonstrated in a number of private , ——--

schools which have been Struggling for survival. In these instances
¥

change has occurred rapidly and ﬁ:w goal systems have been instituteﬂﬂﬁsv
traditional liberal arts colleg;s hava_revamped their curriculum téﬁppo-_
vide a career-oriented thrust. The primary Superordinate goal has been
to survive. 1In the fac; of perceived external threats to instit&t%@ha T
suxvival, the acade@ic coqyun%Fy draws closer toggthgr and g;oup‘c;hegion
inEreasgs. .As a corollary, tﬂg group tolerates and may even Qelcome an%

‘increased degree of centralization of power. If goals are clearly

stated and priorities Eet, then faculty are prepared to allow the top

Ak

4

-

administrators to lead the institution through difficult times.
Richman and Farmer (22) in their latest book attempt to develop *

a quantitative ﬁetﬁodology‘for anélyzing and dealing with power within a

L

large state university. Their model indicatéé that as the open,.system

mode of operation mandates chariges in goals and priorities, there are

5

striking changes in the balance of power within tﬁgusystem. Since power
in a univerFity is expansible, and is not a -zero-sum game, the power
shifts do not necessarily mean a loss of absolute power by the faculty.

The model clearly shows. that the power exercised by the trustees and

22




current vacuum in leadership" (33) will be fiiled in the near future. If

- 21 ~

ceatral administration will increase and thus there will be a greater

centralization of power in the near futufe. Faculty will retain their
- . * !

collective power although it 1s likely that individual power will

diminish. Cohen, March and Olsen's garbage can model of university
decision-making (32) has also been used to examine the power shifts which
occur when organizational slack decreases. Slack provides buffers between
areas of the «university with differing values and technologles and thel
reduction of slack thus causes problems. The garba;e can model shows that
in w}dely divergent types of institﬁtions, the reduction of slack neces-,

“sitates a move toward a more hierarchical decision structure; discontent

“
Ny
-

and confusion increase as the power shifts occur, but Subsequently

diminish as a new organizational model is adcpted and acéépted by faculty

and administrators. -

-
*

It seems clear from the above research and analyses that Ythe !

university administrators respond to the varilous environmental pressures

adequately, then academic leadership will remain aithin the university;
' 44

if they do not, then it is likely that public officials will take the
initiative and write legislation to ensure that the necessary changes are

made, botiv in private and public sectors.

Désign of Organizational Structure "
. Once the mission and goals of the university have been clearly

azticulated, administrators must turn their z :tention to the organizational

structure. Tf new goals have been set, then 1t 1s likely that the

structure will need to be modified to enable organization members to work

. Constructively -toward achieving those goals. Organizational charts

F 4
indicate the formal decisionﬁkir_lg structure in® an organization and

|
o
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s should be constructed so that the work can bg}done with optimal effi-
ciency. Suberimposed on the formal structuré is =2n informal network

\ which also has a substantial impact on the efficiency and smoothness with
\ o L]
‘" which the organization operates. If the formal structure is impeding

\ operations, as it often seems to be in large universities, then managers

.-...,'\' LI
« and workers may set up informal arrangements and groupings to get the job

done.

+

As noted earlier, the university in the 1970's is bperating in
. " “ .

— nt

a turbulent field envirormert. The university exhibits dynamic proper-
ties not only internally among its own subsystems, but also with respect

to the field within which it is, situated. Kingdon'(B&)_atatga,that
"an ‘important characteristic of organizatiégalre; (
sponding to conditions of the turbulent field is' - .
. their need to epter into collaborative and coopera- .

tive relations to reduce the area of relevant

technological uncertainty; thus dissimiliar or-.’

ganizations tend to become positively correlated."

" This need for collaboration has stimulated the f&rmaCQgs of consoriia of‘\
. ' : -
educdtional institutions such as the Pittsburgh Council for Higher Edu-
cation, regional and state planning commiésions, and the Education

Commission of the States. The potential for conflict in such relation-’

ships is very high und unless superordinate goals are established ‘and -
internalized by those involved, then the collaborative efforts are -
doomed fo fajlure. Bhiversitigs, especially those’which receive s;b- &
stantial portions of their funds from governm&ntal sourceg, arFJinJéome

cases also seeking-to develop more formalized cooperative interactions

*

-

with state and federal agencies in an effort to consolidate conti’actualJ

agreements on researcn and poliey studies carried out for the aéenc?es.

n L

These types of collaborative efforts are, however, still in an embryonic ' .

’ ‘ .
stage of development but represent a move toward what is termed *mutual

El - -
LY
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growth” in Lland's transformation theory of growth (35). i
' Universities must also adapt internally if they are to inter-

_act eEfectively with the complex and uncertain turbulent external .

. - 4, .-
environment. To date, adaptation by universitlies has been prinkipally-in

+

the passive mode. Complexity has been dealt with by segmentation, frag-

mentationl dissociation or some combination of these methods. Segmenta-

tion occurs. when.the top }eve{ administration putsues goals which are
éi?ferédt.from and incompatiblenwith those pursued_by the~Eacuity at the
de?artmental level. ;The complexity 1s‘such that the various levels with-
An the university have incomplete knowiedge-and thus differing perceptions‘
of reality. Fragmentation usually results in a loas of goal continuity.

Dissociation occurs when differentiation of vasks occurs to.such an extent
noc ) 9 , ! :

that each unit pursues its own goals irrespective of their impact on the

»
il

total system.

o

The dysfunctional aspects of the paséiue adaptive mocde zan be . ~

fllustrated by reEerence to the education of health professionals. .,

Clinical dspects of medical education are hospital based and managed byg;}r

-

tnc directors of medical service in the various hospital departments, -

bul these directors often have littie formal felationship with the
fcspective departments in the medical school. This segmentation may

c2use glaring deficiencies in the overall .educative process of the medical
student, . Fragmengation and dissociation are .rampant in the education of
atlied health professionals. In response to the demands resulting from

the knowledge explosion and rapid technological advances in the health

tield during the last twenty years, categories of health proEessidnals

] ¥ ) L

[ - ) k)
have nushroomed; 'at the present time, there are 125 primary classifica~

tioms and about 250 secondary classifications (36). The training'programs
’




. locked the institutions, their gréduates, and ‘the Realth care system into

7 ’ - -
. o 24

for these professiomals occur in all types of pbst—secondary educational

1nstitptions. The tasgx ultimately performed by the graduates from many

L of

programs may. be almost identical but the educational programs are operated
L

as very separate and distipct entities and the graduate from any given
program has neithewatéral nor vertical mobility in the health care .

system. Thus, this type ok passive respdﬁSe—td the environment has

. ) . T 3
an inflexible pattern. . o~ ) "‘ﬁ R
Organizations with clear short tery and long-term goal-sfﬁtgms

. .
K *

can adapt .actively to the turbulent environment if top Qénagement exerts

Strict control over resource allocation. Activé;féqﬁonses impact upon

o

the environment and the resultant-feedback allows the organization to

modify’ its goalé, insofar as it wishes, and to remain respénsive over

lopg'periods of time. o . . 4

% £ - N

There are thr€e basic ‘ways inﬁwﬂich an organization may be

-+

structured. The first is_tdsk_of hiscipline oriented and is the‘o1aést,

most conservative model. It'is typified by th;.grgditional departmental

. . . 5 {
structhE of the university. The second is program or project.oriented

and has bedh used only to a very limited extent in.the écademic sett{ﬁg.
Recent examﬁleq of this type of structure are.the‘homens Studies andkp
Black Studies programs which gtiiigg‘facultﬁ from diverse diaciplinary
backgroands.’ These intérdisciplinary programs hame been merely added
onto the fwinges of classical univer;ity structure and the faculty who'
teach’ in such units are often considered Cto bé anti-intellectual
renegsses by their peers iocated in thé traditioral departments. Thé
third model is a mix of the first two type§ and is‘called the matrix

" 1 - Co
model. -This model was first used in the aerospace industry in the 1960's
b1 - . B ) 2 6 ‘ ’ - .

- ;J .
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when'tne federal government was.funding industrial projects which ne?ded

the ﬁkiirs and knowledge of a variety of séecialists for fusce;squ com~
’ pletioq. The aeraspace industry.responded by pulling.séecialfsts froml
théi; respectiée departments énd asgigning them to specific project; for

varying, amounts of tie. Today, the federal government is tending to .

preﬁEréﬁtially fund university research pfojedts wiich are interdisci-

plinary in gaéure; at éhe same time there is.prgssure from local and

étaée groups for un{vers{;ies to address their multifaceted research
capabilities to specific societal problems. The extérnal_;;essures’an&- ’
.the fﬁnding patterns are, therifore, pushing the university Epward adop~-

tion of a matrix‘structure: %égjects and programs of ;_hultidisciplinary )
nature~ma} invslve guch diverse disciélines as so¢iology, economics,

éngineering and medicine. Projects are generally funded for two or three ‘

years and participation by facalty from eééh’diécipling may vary widely

from month to month. To date, universities have attempted to solve the ‘
overwhelming administrative problems involved in®the ﬁmplementafion'oﬁ
- T,

such projects by creating a series of centers or institutes. However7—
: K ’
uintil the university reorganizes to be consistent with its goal system.

. and thus legitipizes such entities,.faculty are likely to be reluctant to

participate. It is noteworthy, here; that several medical schools ] |

recently participated in an orghnizational gnalysis-and“af least some
\ - . - Q" - ‘.
appear to be moving toward a matrix mode of organization (37).

- H

The adoption of a matrix model usually stimulates conflict both
tzgerpersonal and technical. However, research indicates that the tech-

aical conflict is positively co}related with performance, i.e. the
spuCialists on the project team aréue from the viewpoint of their dif- . ' ‘r

cering backgrounds but this improves, the overall tezm performance. Inter-

*

Il" ﬁ = L X
?t-?énal conflict and role ambiguity are also high in the matrix since
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. h t
each member has dual allegiance, to his discipline and to the project;,

however, this conflict is-overt and can be handled by an effective ad-

L] -
ninistrator. Overall. there is no evidence that these perfqnal conflicts

T

affecﬁ performance (38).

Design of-a Reward System . -,
/ If the goal systems of a university, school or department are -

'reaESe§§ed and changed, then it is essential that the reward system be

chagged/to recognize the faculty commitment to the superordinate and unit

L4

éoals. . i L : "

The criteria’for tenure and promotion must be modified. If a

L4

Y “.‘ . LY
school stat&s that ome of its goals is increased attention to under—-

-

graduate teaching, then it must be prepared to reward the faculty who-

work’ toward the realization of that goal. Similarly, if problem oriented

- * duy

research becomes the major thrust, then faculty must be reéarded an&hnot

wr,,

denigrated for part;c1pat1ng. For example, the new.Dear of the School
LIRS
.of Engineering at a large research:dhiversity informed his- faculty and

the top administration that one of the main goals of the school: over the
next five years would be the enhancement of fhe research efforts, with

~

. - 2
enphasis being placed in certain key areas. At the same time, faculty

were informed-that their salary increases wdﬁfd\ee below, at,.or abave a
certain percentagg dependent upon their gerfprmance during that year.
Research nonies brbught into ihé'school inc;eased three-fold. : . _ .t ) -l
HotiVatlon in,;h;‘uﬁz;ere;ty setting ;s compllcated by the
!“‘/ . n.-

tenure system. The‘%ercentage of tenured faculty in institutlons through-

o 'b-- I'
' 1- ¥ ' -

out the country is r191ng at a time when maty institutlons are cutting ¥

-

back 01 tac“1th \Within largq univer51ties the;e\are some school? with'

’.o- # ,~r
about‘?O? of :ﬁe faculty ténured, and an average ageearound 50. Such
' . % o ?ov "

oA ICI‘ x ‘;2’3 oo : ~ .
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schools face especlally acute problems. Goals may be difficult to set, -.

-
fa

but the implementation of those goals becomes inordina%biy difficult when

there can be no influx of new talent into the school. <. -

Hodgkinson (39) has identified eertain characteristics which

5 , . - . “
are found frequently in individuals over 30. At this age most faculty

and administrators come to the realization that their perloq of maximum

L4 ’ k] .

effectivfgess is past. Mandatory retirement age for faculty is usually -
- 70, although ﬁﬁny'institntions are providing inducements for earlier- -

faculty retirement. Many faculty in this age bracket (50-70 years)

experience considerable intrapersonal conflict as they become aware of

-

their declining competence. This conflict is intensified if these 1

-~

A . : .
faculty are agked to change their work patterns and to reallign their

-t

. professiondl priorities. ' Older gaCulty, entrenched in their own

specialized interests, must be helped to develop themselves to better.

.
1 -

. : ~ . R . .
Sfulfill changing.job requirements. }.j.lg_e'gi,s,e, faculty of any age whosge

departments and, programs are clgsed in accord with new school or iasti-

tutional goais, need assistancé to move into other areas of scholarship.

¥
a .

! ¢ .
#n enlighteried and all pervasive system of fECulty development is,

therefore, needed sﬁgpifically to assist the twd categories of faculty

\ v
mentioned above and al%o to work with faculty throughout the imstitution
: .
»“"‘"-

who need help with their ongoing duties. A recent Change Policy Paper

(40) explored in depth the needs and possible methods of implemermtatiod

of an effective faculty development system. Faculty development must,
however, be presented as a positive feature of university 1ife and not

L3

aS a remedial course for incompetents and displaced persons.‘ It should

-

«be clearly and specifically tied in with the reward system, with é&lary
-

* - LY
icreases dependent on the work done and progress showii in faculty

& .
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-duvvlgpmcnt seséipns. Fapultj'devqlppment.haé-tra@i%loﬁally been off- '
campus .in the form of sabbiticals; in the, future it seems likely that .on—
. - i e N - . . .
campus activities will replace sabbaticals, probably with substantial

v ;- - . i r s " A\

finageial saving td the institution. 9, Co. .

[
+ - - “
.

Use of Avaiiablé Teghnologies oo v . ' - . T

- S

f

_ITechnolagy in che context of Neisbgrd's theory (23) refers to

anything that helps.to gek the_wofi done}iﬁ the-grganization.,;rhﬁs,
. . ) - N s -
“human resources are ingluded in ;his cdategory and, as discussed in che

' - -

a

prévi?us sections, cthis resourqé‘pool ié likely to remain ékéble or de-
crease du?ing the next few decade#,,;OtBer_féfés of technoloéy;iboth
soﬁtwére'énd hardware, will incf;;se and Ehe&g in turn will pfd%ably
affect the ways in which human regources are utilized. There will un-
douhpedly be widespread use of new instructional modes such ag television,’
audiotapes, videotapes, computér-aided instruction which will éupplement
and complement regular classroom instruction. Outreach programs will '
proliferate and courses will inereasingly move off campus intc community
locations. Some faculty, especially the older omes, will find such tech= - °
nclogies threatening andzaftempt to avoid the use of new teachina tech-
nti%ﬁ and methodqlogies: -Thus In-training sessions to familiarize

faculty with .these teaching tools must be a part of the overall faculty

develop@ent plans of the university to minimize the faculty intrapersonal

conflicct.

dew managerial technologies are beiﬁg'developéﬁz:;fbughout the
country, with the National Centef £or‘higher Education Management Systems
in Boulder, Colorado, providing leadership in chis araa. These manage-
aent aids include sucH tools as management information Systems,(ﬁIS),

+

modelling and cost simulations, program evaluation review techniques (PERT),
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'program budgeting, management by objectives (MBO), many of which have
been used*extensively in industry or governmeﬁt apencies for many years.
"Like faculty, many administrators view these technologiés with a sense of
uneasiness. Some refuse to pse them and rely solely on their instincts
in debision-making situations, while others place seemingly blind faith
in the dataz generated by these systemé. As Per}m&n (3) has pointed out,

these techniﬁues are not panacéas and must be used sensibly. In a
raéi¢ly changing society, it is necessary to constantiy coiiect data, but
administrators must learn how to be selective, to filter the mas;tve
amounts of data generated and then to use only the relevant information’

in the decision-making process, i.e. the art of "satisficing.”

Summary

L

1f institutions of higher education are to-continue to function
autdnomously, new and improved administrative techniques and leadership
styles must be developed. The turbulent field environment in which the

!

university must function today and in the future mandates that an active

.

adaptive stance be adopted and that universities re—examine their role

in society and tﬁ; institutional goal ;ystem. Change or perish could be’
‘the modern slogan for education institutions. However, the change must
‘hbe initiateé‘by the top level administrators. The confiict stimulated

by the adaptation must be managed effectively and the traditional admin-

istrative responses to conflict situations, smoothing or avoidance will
no longar suffice.

Activg ;daptation of a university first requires changes in the

goal syscems. As the goals and mission are modified to include environ-

=ental influences, the organizational strdagure, the reward system, the’

use of technology and intra- and extra-university relationships must also
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change. Theée all enioqpassing changes-will- and should occur slowly and
; . .

gradvally because it is\ebsential that the internal stability of the
univérsity be maintained t? pro;ide a climate In which teadhing, research,
and scholarship can continue to-thrive. The change process must be ..
facilitated by the institﬁtion of a comprehensive system-of orgaé&zational
developqgnt. Administrators must be trained in goal setting techniques,
familiarized with new techno;ogieé, and the fundamentals of organization
theory; they must alsd learn how to handle the interpersonal éonflict ;%at
isjlikely to arise., Conflictﬁmanagement éaﬁ be effecfiye only if-adhin-
istrators are aware of the potential sources or organizational conflict

w

as well as the options available for controlling the level of conflict.

-~

Faculty likewise will need help'in the internalization of institutional '

I ¥

gozls, in personal and professional development, in the use of new tech-
nologies. However, the mutual commitment to’ the achievement of the insti-
tutional goals should bring faculty and administrators closer together.

Tais increased trust and intefdependence will probably result in a more

centralized decision-making process and the cohesion of the university

“

coanmunity will increase.
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