DOCUNENT RESUAE

H

“BD 188 &N ‘ Jc ‘780 028
i .AUTHOR Breuder, Robert L., Ed. .
TITLE Management Principles for the Community College
o Administrators
IHSTITHUTION Brevard Community Coll., Cocoa, Fla.
UB° DATE 77
OTE 170p.’ .

AVAILABLE FROM Brevard Community College, ‘1319 Clearlake Road,
Cocoa, Florida 32922 ($5.00) .

‘#DRS PRICE MP-$0.33 HC-$8.69 Plus Postage. S ‘ o

DESCRIPTORS Administrative Organization; *Adainistrative b

) Principles; *College Administratior; Community . 3

Colleges; Conflict Resolution; *Junior Colleges; . :

Management Systems; Organizational Climate; :

¥ *0rganizational Development; *Organizational . ;
: N Effectiveness; Organizational Theories; Problem - =
& ﬁf " Solving; Resource Allocations; Team Administration

Six critical areas of community college organization
:and. management are addressed .in a direct and practical fashion. John
. Lee offers strategies for coping with the paradoxical decline in
he quality of learning and the associated increase in instructional
.productivity. The translation of traditional intraorganizational into
nterorganizational management principles is the focus of discussion .
y Eugere C. Bell; here plamnning, organizing, staffing, direction, .
nd control become conferring, linking, contacting, persuasion, and i
oordination.. B. J. Hodge proposes that college administrators should 3
hoose an organizational climate (either traditional, human 3
elations, or human resources) that will produce job satisfaction and H
organizationdl productivity. The functions of planning, organizing, : Z
-directing, and.controlling as they relate to the management of scarce - i
resources is presented by Richard D. Tellier, folloved by & - :
discussion by S. V. Martorana and Eileer Kuhns on the subject of team ~ 3
_management. Included are role definition, role coordination, teanm 4
‘member identification, recruitment and selection, team member :
-professional development, and evaluation of teaw productivity. . 3
Finally, Kichiro K. Ivamotd discusses the management of interpersonal

: conflicts, arquing for a "problem solver's"™ style in which
:conflicting persons both achieve personal goals and maintain an
. effectiv: personal and/or working relationship.: (RT) ‘ -

T o ko KA AR ok ok ok ok ok ook ok ok KK Rk Rk ARk Rk Rk Rk R kR ko Rk
* Documents acquired by ERIC include many inform-l unpublished x
% materials not available from other sources. ERIC makes every effort *

~% to obtain the best copy available. Nevertheless, items of marginal *

* reproducibility are often encountered and this affects the quality *

"% of the microfiche and hardcopy reproductions ERIC makes available *

‘* wyia the ERIC Document Reproduction Service (EDRS). EDRS is not *
* responsible for the guality of the original document. Reproductions *

* *

* *

supplied by EDRS are the best that can be made from the original.
o5 ol o o oo e o o sl s el o o o o oo o o ok o oo ol koK oo Aol e sk ok ek ok ok ok ok




A

-

MANAGEMENT RINCIPLES

FORTE .~
OMMUNITY OLLEGE
ADMINISTRATOR

edited by
ROBERT L. BREUODER

“PERMISSION TO REPRODUCE THIS
MATERIAL HAS BEEN GRANITED BY

. Robert L. Breuder

TO THE EDUCATIONAL RESOURCES
INFORMATION CENTER (ERIC) AND
USERS OF THE ERIC SYSTEM

US DEPARTMENT OF HEALTH,
EOUCATION & WELFARE -
- NATIONAL INSTITUTE OF
EDUCATION

?

THIS DOCUMENT MAS BEEN REPRO.
DUCED EXACTLY AS RECEIVED FROM
THE PERSON OR ORGANIZATION ORtGN.
ATING IT POINT3 OF VIEW OR OPINIONS
STATED DO NOT. NECESSARILY REPRE.
SENTDFFICIAL NATIONAL INSTITUTE OF
2t EDLUCATION PDSITION OR POLICY

v

:ERIC

Aruitoxt provided by Eic:

[T




MANAGEMENT PRINCIPLES

FOR THE R

COMMUNITY COLLEGE ADMINISTRATOR

! °

edited by

Robert L. Breuder
Special Assistant to the President
Brevard-Community College

o

Copyright: 1977
4 Brevard Community College
Cocoa, Florida 32922

X Printed in U.S.A.
Price: §5.00
3 <




FORWARD )

As we approach the turn of the century, leaders in the comnunity college will need to
draw upon the full extent of tl]eir talents and expertise to meet and coine to terms with the
-complex challenges which are certain to emerge. If the 1960’s, with its phenomenal student
growth, or the 70’s, with its muttiplicity of problems ranging from dwindling financial re-
sources to changing student needs, were regarded ‘as being administratively demanding, then
the two remaining decades in this century will unquestionably require that educaticnai lead-
ers possess total commitment and develop a-plethora of skills heretofore unequaled.

This publication resuits from the seemingly perennial requésts frofhh community college
administrators for information which they can use to help carry out their assigned duties.
Repardless of where a community college is in its stage of development, management will be
confronted with issues or problems which require substantive infogmation upon which to
make decisions. The constant task of maximizing managemen'f’s effectiveness and efficiency
isa formidable one. Often the process is complicated by the reality that a significant number
of administrators have little, if any formal educational training in organization and man‘age-
ment and/or top level administrative work experience.

Six-critical areas in the broad area of organization and management are addressed.in a
direct-and practical fashion. The authors are appreciative to those persons who contributed
to the success of this publicaiion: Carole Rushing, Kay Kehoe, Audrey Austin, Donna Javs,

N\

Gene Street, and Monica Peterson.
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JOHN W. LEE

Dr. John W. Lee received his DBA from Arizona
State University. He has taught graduate coutses in
organization and management for the past ten years
at;The Florida State University. Recently he formed
Time Ljfe and Lee, a time management consulting
firm, and is currently devoting full time to working
with public and private organizations. He has pub-

_lished over fifty articles on time management and
‘organizational " effectiveness and has worked with
over eight hundred organizations.
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ABSTRACT OF CHAPTER
e

Until recently “productivity” and “higher education” seem to have been mutually
exclusive concepts. In the past when faculty members were fewer and their income consider-
ably less than professionals in private industry, they were not expected to be as productive
as the ,presumably highly motivated private sector professionals. Thus, concern over the’
management of educational resources was limited.

This is no longer the case. The spiraling cost of a college education has taxed the ability
of a growing number of families to shoulder the increased financial burden at a time when
the real economic value of a college degree is declining. Substantial gains in instructional
productivity have occurred over the past decade. However, in many cases, it is difficult to
make a case that true organizationaFp;oductivity has increased. The paradoxical decline
in the quality of learning provided at many institutions combined with an associated in-
crease in instructional productivity would suggest tha. the measures chosen to ascertain -
productjvity im: higher education deserve 'a close review. Part of the paiadox may be
accounted for by the absence of measures of quality in instructional productivity and‘the
lack-of overall méasures of performance in systems of higher education. &

- A}

Private industfy has had difficulty mcasuring productivity and in many cases charac-
terized the process as ‘“‘managing in the dark.” Relative to private industry, community
college and university administrators are in a paradoxical position of having té increase
grganizational productivity ift -quality-oriented expanding service organizations in an in-
flationary period with inadequate mcsures of productivity and limited data bases that do
not give adequate consideration to wuality or external factors. The net fesult may be a
decline in organizational productivity if basig changes are not made in the concepts of
productivicy and effectiveness held by administrators, faculty, staff, legislators, and the
gencral public. Short run strategies to improve productivity may prove counter-pro-
ductive and limit the growth of a “productivity ethic” that is needed in higher education
if it is to fulfill and expand its educational role over this next decade. .

1
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Chapter I

O.VERCOMlNG THE ORGANIZATIONAL PRODUCTIVITY PARADOX

IN POSTSECONDARY EDUCATION
s

by

John W. Lee

"Only in th'e most recent 10 years or less of our 100-year

history has government productivity become a meaningful concern '
to publig officials. In the past, when pubdic emp]oyees

incomes “were“considerably less than -their counterparts in
industry, government workers were not expected to be as produc-

“ tive as the presumably°more hignly motivated private sector
workers. In retrospect, one could almost_conclude that the  .__
terms "productivity” and "government" had been mutually

exclusive concepts for almost 200 years. nl

John S. Thomas
Consultant
National Center for
Productivity and Quality
of erking Life
A review of the literature on productivity in higher education might
also lead oné to the conclusion that “productivity" and "higher education
have been mutually exclusive concepts until recently. Dr. Roy Lassiter, in

his report, Instructional Productivity and the Utilization of Faculty Resources )

in the State Unijversity System of Florida, found that the concepts of "pro-

ductivity," "output," or "outcome" were rarely used in connection with edu-
cational resource management‘prior to the 1960's. The nece§sity for

sophisticated measures of productivity in higher education is a recent

phenomenon. - Traditionally, the only gquantitative expressions,of the pro-

ductivity or utilization of faculty resources were student-teacher ratios

and the average weekly hours that faculty devoted to their various assigned
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tasks. The weaknesses inherent in these measures serve as ample evidence

~

of the 1ack:6f acccuntebility and productivity that has characterized
. higher education in the past.

The sixties saw a mushrooming grewth in community college systems.

»

Significant increases in the costs of higher education characterized the

seventies coup]ed with a trend toward 1ncreas1ng demands for othnr public

services and a strong and growing reS1stance on the part of tne taxpayer
. to pay for dny additiona] services. Pressures for accountability ard

product1v1ty have grown greatly, as have cr1t1c1sms of the ways in which

+

,,,,, our: nat1on S- educat1ona1 resources system hasfbeen administered.— It is <
.safe to paraphrase Mr. Thomas' quote to read, "in the past when faculty
~members were fewer and their incomes considerably less than professidna]s
in pr}vate industry, they were not expected to be as productive asythe
‘ _presumably highly motivatea private sector professionals’. Accordingly,
. the concern over the ‘management of educational resources was limited. -
. . This 1is no 1ongqg the case because of the chahges that have éccurrgd.
The Carnegie Commission on Higher Education, in discussing Epe increase in

expenditures for higher education during the 1960's concluded:
41s0, higher education may be reaching a ceiling in the amount
of money it can expect from society--it used about one percent
of the GNP in 1960 and’is using 2.5 percent now, and no other
segment of society more than doubled its take of the GNP during
that short period of time. A resistance point may have been
reached . . . . At a minimum, higher education must get back
to its historic (1930-1960) rate of increase in cost per
student per year (or cost per student per credit hour), of the
general rate of inflation'plus 2.5 percent: when, for example,
the rate of general inflation has been 2.5 percent per year,
the rate of increase in cost per unit for highér education has

been 5 percent. Elsewhere in the economy productivity has
risen about 2.5 _percent a year; while in higher education
there has been no productivity offset . . . . Thus, higher
education must now be prepared to accept a p1us 2.5 percent




or even less in-the rate of increase “in costs per student per--
year over Ehe rate of general inflation. It must be more -
provident.

<

/53%1s aforementioned statement was written prior to the high 1nf1at1onapy

-

period of the past five years yet its wisdom was clear because in many

states the Commission's prediction has become a reality. Many systems of

V.highef education have not been ab]e'tb.secure funding to keep even with the

rate of general inflation, much less a pius 2.5 percent increase on the

top. Yet, today, higher education accounts.for close to 3 percent of our

_ e e T T T H

Gross_National- Product—A~ﬂ—fm~**~

The spiraling cost of a college educat1on 1s§pax1n£§the abiiity and,
willingness of a growing number of families to shoulder-the 1ncreased
financial burden at a time when the real economic value of a college degree
is declining and the unemployment of college graduates has become.an ,

accepted fact of economic 1ife.
THE PARADOX

The.productivity gains attributed to instruction or instructional

. productivity, as has been noted, have been substantial in most states. -In

Florida, "over the 20-year period 1953-54 to 1974-75, the University

System average productivity increased 72 pe}cent at the lower level and o

99 percent at the upper level”-? It is clear that average instructional

productivity has significantly increased, yet it would be difficult to make

a case that organization productivity has increased. Moreover, Dr. Lassiter
has noted that while average institutiona] productisity has increased, there”

has been an absolute decline in the quality of educational experience




e

4

offered in the,State University System of Florida. This decline has

¢

_accelerated recently in spec1f1c disciplines and at the newer 1nst1+ut1ons°

in the si/%em 5

He has supported his contehtiow of decline with his observations of
the decline of ‘the term paper .essay examinations, and 1nd1v1dua}1zed
critiques of perforwance that have gone by the wayside with the reduced
interaction that has occurred as class size and instructor work load has

. ~
increased. One of his strongest arguments is the evidence marspe11ed that
points to a decline in real sqpport dp11ars for instruction and no increase
in personnel supporting instruction. In E]orida, there‘pas~b65n a decrease
in the effective quantity of suppord personnel available to instruction as
the burden of externally tmposed requirements for record keeping 9nd
paperwork has increased. In addition, almost no resources are cohmitted or
available to the 1mprovement of fasu]ty rapab111t1es as teachers 6

he parado ical decline in the qua11ty of learning provided, comb1ned

with an as ated increase in instructiona] productivity, suggests that

the measures chosen to ascertain productivity in "higher education deserve a

.c1ose review. It is not surprising to note the data base in many states

provides for no measure of outputs or productivity in terms other than

instruction or instruction-related activities."

. Productivity in instruction is generally viewed as the ratio of student

. . 4 .
credit hours over a three or four quarter or two or trree semester period

to the sum of full-time equivalent faculty positions committed to instruction

in each of these periods. The general absence of_missures of quality in
instructional prpductivity, such as above, would acspunt for part of the

paradox. A second part of the paradox would be caused by the overreliance
) L4

410 ‘. | \
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of 1nc1ud1ng measures of- humar. assets when measuring organizatioral perfor-

that must be c]osef? examined i€ 1odg-run organizational effectiveness is to

been managing productivity in the dark. It is interésting to note that

T

upon the neasure of instructiona]'productiVity and 1ack72f set of effective

overall measures “of organ1zat1ona1 performance ‘or productivity for n1gher § ,

- ~

educat1ona1 systems. Y {
H - .
On *he surface, the productinty increases;in higher education may , \
1ndeed be m1s1ead1ng and short run in nature as th%ﬁxgo not acc%unt for ) .

quality. Para§6x1ca11y, when viewed from. an overa]], and even micro view,
+

, the increase 1in instructional product1v1ty may nQ} be an increase in pro-

duct1v1ty ar organ12at1ona] erfect1veness Bas11 Georgopoulos and Robert

Tannanbaum, two recognﬁzed management researchers, emphasize the 1mportance

mance. They feel that “organ1za§1ona1 effectiveness" is basea on the
Wextent to which an grganization°as a socia} system fulfills its objectives
wié?out incapaciiating its means and resources and without‘piac§ng undue
strain; on its members" .’ Organizational productivity is only cne—of—the™

.

criteria of organizational effectiveress. Organizational flexibility and

the absence of intra-organizational strain or tension are related criteria

be achieved. _ ] i

The paradox is nof unique to education, for priv#te industry has also
l
dur1ng Phase II of the Nixon economic reforms, the Pr1ce Commission was
estab11shed to monitor inflation andaho]d prices down to an annua] rate of
1ncrease of approximately 3 percent. The Comm1ss19n was charged ;o deter-
mine what level of price increases a particular corporatidn should be

granted in order to maintain this desired level.

Each cqrporation‘was required to justify its requested price increasc
]
in terms of productivity increases. The theory was that productivity

5
4 _ . ‘

4 .
— B
.
|
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increases had to corresponc to.price_increaseé and thus offsef each other at

‘aﬁ'edua1 rate to not be ;nf1ationary. Accordingly, manageniert was asked to
account for the status of producti@ity in its particular organization: How-
ever, this simply cggld not he done. Few orgarizations in the United States
were abie to go before the Commission with any reliable data concerning pro-

.guétivity, It.is inte(esting to note that this fundémenta] and universal
requirement of management--namely to increase productivity--was a task no
management team could adequate]y‘account for in terms of its own specific
sifqgtion in its own f{}m before the Commission. Thus, the Commission‘was
forced to abandon th{s effort and rely on aggregate figuﬁes of industry
productivity supplied by the governmént ‘ ‘ ’ . o

Private wn&Lstry, in many cases, is ¢till in theﬂéark when it comes t;

measuring and 1ncrea51ng prOdUCtTV]ty. If private 1ndusnry is cons1dered to
be in the dark, where would serVice industries and government and‘state -
jnstitutions be? Moreoxeﬁ, where would commuqity cé]]egés find themselves on
the scale? The answers are se]f:evi&en£ here. Community college and univer-
sity administrators are in a paradoxical position of having to increa;e*'
organizationa] productivity in a quality o}iented éxpanding service organiza-
tion in .an 1nf1at1onary per1od with 1nadequete measures of product1v1ty and
+*limited data bases that do not consider qua11ty or at best hold quality to
be a constant, 12t alone account for externa] factors and inflation.

The net result, in many cases, may be a decline in organizational

-

productivity and effectiveness i{ basic changes are not madg in the concep-

tion of productivity and effectiveness held by administrators, faculty, ctaff,

legislators, and the genera]’pub]ic. This conceptualization of praduction

\

determines to @ gréat exteat the productivity nkasures uti]i@ed‘qnd the

b




strategibs selected to increase productivity. Both the productivity
measures and strategies to facilitate productivity need to be examined once

productivity is adequateiy defined.

3

DEFINING PRODUCTIVITY

Defining productivity is difficult, especially in complex

" systems. Most dictioﬁaries imply that "productivity is the quality or state
of being productive". Economists usually define productivity as output per
m;n-hour, which may not be the best definition, as it éuggests that manpower
is the sole source of productivity change. Proéuctivity increases do not’
result solely Ffrom working harder; however, in the field of higher education,

most faculty tend to Wew requests for productivity increaées as demqndsf

3

for more work, additional classes, and longer hours.

Productivity-can be thought of as a target; moreover, the target miéht

be more accurately labeled as increased productivity. Productivity is best

defined in service industries as output per employee per hour, quality and

" technology considered. The' following ﬂé;agraph demonstrates the wisdom of

this definition:
o . . '
When 30 studencs were served by one imStructor in one class
this past term, and 33 students are.served in the same class
- this term, productivity has risen 10%. If 30 students were
served.by the instructor in the same class ‘this term, with
~ ten more ‘units of knowledge added to the course, productivity
has also iisen, although the measurement of it is more diffi-
& cult. If a second section of the same class of 30 students
: were served by- the same instructor through the use of
instructional television, then productivity has risen 100%.

Pruductivity increases of output per emp]oyée'hour ref]ect not only human

efforts alone, but also all the factors of production utilized. Productivity

~ : - \
N \ f,f*’

/
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expressed as output per employee per hour is primarily for convenience.

‘Productivity could also be expresséd as output per dollars invested.

v

Different groups define productivity differently, and graups--
sfudents, faculty, staff, administrators, legislators, and the general
H“pggljgf-tend to emphasize their special intereéts when it comes to defining
productivityli Common agreement seems only to be--in the area that more
productivity increases are needed. Nho is to behef%EMbeﬁ‘the'productiviQy‘k
improvements or to share in the bemefit is not so clear.- — . _— . . ..

The Committee for Ecqnomic Development's cqnceptua]izatiOn and meaning

of productivity in government would seem to be appropriate and wd;thy of

closer study by the community college system. They have pointéd out that the

conrept of produdtivity implies a ratio of the quantity and/or quality of

results (outputs) to the resources (inputs) invested to achigve them.

Productivity in the polic sector has two dimensions:- effectiveness and g

efficiency.

4

Effzctiveness concerns the extent to which—government-programs - R
zchieve their objectives. This presumes that decisions about

what ‘and how much governments do are based on considered judg- _
ments of the relative importance and cost of meeting public .

needs. Perceptions of need, in turn, are presumably based on

demands and expectations of voters and consumers as expressed

through the politicai process.

Efficiency concerns the organization of resources to carry out
government programs and functions at minimal cost. " Efficiency

- nay be expressed in séveral Ways;"inc1uding'output“per~manhour,
capital-output ratios, and more broadly, least-cost
combinations of resources.

\

Effectiveness, a relative measure of goal achievement, can be looked
at from both shorts and long-run pefspectives.t The processes of measuring -

the effectiveness of community colleges must.be closely tied to measuring




the efficiency with which the community college system utilizes its
. resources to achieve its objectives.
Accordingly, productivity improvement is an increase in the ratio of
output to lnpute that contributes to the achievement of e communify college's
objectives. The providing of more effective or higher quality services at

the same cost or the same services at lower costs leads to a higher degree

of system effectiveness over a particular time period.

_ While 1nputs to commun1ty co]’ege systems can be defined, the outputs

are exceed1ng1y hard to “define and measure. due to the nature of the serv1ces

These difficulties w111 ‘be

provided by the commun1ty coilege system.

examined under Measuring Productivity.

v

MEASURING PRODUCTIVITY

Transforming public désires and tax money into educational output

— requires first_a_clear determ1gat1on of citizen needs and des1res Unfortu-

nately, our co1fective choices and needs are rarely c]ear,ﬁespec1a11y when

. & it comes to hfgher'eaucétibh""THE”abSencé of objectives and criteria for -

measurement has enabled Spec1a1 interest or pressure groups to modify existind

goals for their own benefit wh1ch may have accounted for part of the lack

of public pressure for measuremeént in the past.

Numerous reasons exist for the lack of meaningful measurement of

productivity in higher education including definition problems, lack of

incentive, limited time and resources, political overtones, process difficul-

ties, lack of interest or pressure, and faculty opposition. Whatever-the
reason or reasons, it is now essential that methcds be developed to measure
productivity in higher education and that funding be provided to assist

S
administrators in this never-&nding task.

9
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" effectiveness and efficiency. External factors and specific service consumer

——colleges -and theirfrespective~programs are-made.—— - - . . .

“State-audit. agencies have tended, in the past, to concentrate on f1nanc1a1

- - administration and 1eg1s1at1ve comp11ance "However, -the_] tﬁgﬂQﬁEgQay is to

" exploiting the opportunities available through productivity measurement” ———~

Improved measurement of productivity is one of the key means to
improve productivity in higher education. Community college systems can,
by employing existing measurement techniques and adopting new result-oriented

approaches that focus upon the evaluation of outputs, détermine program

factors, (the ability and motivation of the student, the environment in -
which the service is performed, etc.) will need to be included in program

evaluations especially when comparisons between the productivity of different

The mechan1sms for evaluation can be both internal and externa1

—_——
s —

follow the U.S. General Accounting Office wh1ch is concentrating 1ncreas1ng1y
upon measuring the ‘effectiveness of governmental Drograms and the efficiency ——

. . ~ *
with which they are beinyg carried out. -The principal responsibitity for ..

rests Wlth .the states, localities, and citizens served by commun1ty colleges:  —

However, state systems of higher education operate as a part of qur federal

system and increasingly have come to depend upon federal program support.

Thus, the responsibility to measure and improve productivity rests with {

everyone and in some cases none. Leadership is needed at all levels,

»

especially the national Jevel. - . L --

There are several means available to Heaith Education and Welfare to

A

enhancethemeasurement ard improvement of productivity in higher education.

-— e

These means include the requ1r1ng of a specific percentage of federal

grants to be expended for the development and implementation of techniques
¢ . [}

bt _,
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to measure, ana]yze; and improve productivity. Bonus payments and additional
funds could be made.available to states and community colleges that develop
and implement their own programs for measuring, analyzing, and improving
productivity. Programs to strengthen and.improve community college adminis-

o tration could be expénded. The options available to HEW are numerous.

Whatever the choice, greater emphasis on achieving program objectives and
quality performance must be emphasized over the traditiona1‘HEN stress on
‘ guidelines and requirements @pr progrém jmplementation. The modification
L of federal assistance to encourage prgductiviE! in higher educatign:{é a
continuing task that deserves a high priority. ‘The primary benefits of

S —__  productivity measurement in higher education revolve around improvements to

be gained from analysis and implementation of ﬁettér methods.. Productivity

———and-c “fectiveness measurements also have additional uses: ) .

S A . 7 R v
S a) To provide an index of progress--or lack of progress--to

BT'“TE‘HeVé]EE’StEﬁdards‘of performance, based-on;aggregatg
data for similar colleges.

mine the reasons for success and whether these reasons
can be applied more widely to treat the causes of poor
showing. )

‘d) To serve as a basis ‘or performance incentives that can
‘te used by college administrators and labor in wage and
working -condition establishment.

e) —To guide-the federal--government—in allocating resources -
to raise the level of performance throughout the nation.

: f) To determine whether programs are accomplishing their
intended objectives. .

g) To determine whicﬁ programs should be abolished and
' which new programs should be undertaken or expanded.

T - ° jndividual community colleges and the publics they 'serve. -

c) To dramatize diversity and thus Yenerate—effort-to—deter= -~ -———




To determine how well programs are operating for which
no final output can be readily defined.

i) To predict and gauge future trends in unit costs result-
ing from planned changes in prganization systems,
capital equipment, and facilities.

j) To keep short- and long-run performarice trends in
perspective.

The benefits and uses of well-chosen productivity measures are
substantial and make a compelling case for the implementation of productivity
measurement programs. The primary probiem keeping most community college

administrations from implementing productivity measurement programs is not

1

desire, but a lack of.expertise and the resources to undertake programs. The

3

development of effective management information systems and strengthen1ng of
management capab111t1es is an essential first step Loward product1v1ty measure-
ment in the q0mmunity college gystem. To get programs underway to measure

productivity, additional funding and expert assistance by federa1 and state sys-
—_— ; .
tems 1is essenf1a1because»the_requjrementsQQf_the undertak*ng exceed the

—_— - Y S + [ —_— . S s
———

current rescurces of most community- college un1ts —

N

Coordination at the national-and state 1eve1 1s needed for un1form1ty .

'and moreover, for the communication of results. Most of all there is &

3

ead to change basic state and ratijonal systems to facilitate and enhance
product1v1ty improvement and to e11m1nate disincentives in the current
system that hunper or retard productivity 1mpro'ement and innovation. To be

@ successfu] product1v1fy measurement and improvement programs must take a

long-run perspective and keep in consideration the high initial costs of -

these programs. v

v
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A recent article in the Taliahassee Democrat reported that a Senate

subcommittee on educational finance r2commended eliminating some 325 jobs,
Y

or eight}pi]]ion do]]ars,frmnthe state un .ersitysystem$ educational and
general.budget. Instead of increasing the budget, the legislative panel-

recommended that the university increase productivity by 5 percent. Chan-
cellor York pointed out that tn education a 5 percent higher productivity

increa~e is normally translated into 5 percent fewer dollars for a giver

" number of stueents, a 5 percent greater average class size, 5 perceﬁt less
individualized-attention for the ctudents, and 5 percent fewer 1aborato;j
technicians, secretaries, and other systems to support the rema1n1ng .
facu]ty In short, productivity inrreases a~e often tied to budget cuts and,
accordingly, faculty and staff haV~ come to be highly susp1crous of such

act1v1t1es -

Even execut1ves have sore heS1tat1on abouf stress1ng increa- ed produc-

(;t1v1ty & Harris po]@ “showed that nearly one-half of the Amer1can executives

agree with a majority of uhioh'mémbers“tﬁat”ﬁfﬁauct1V1ty‘ga1ns‘benet1t the
Afcompany at the” expense—of the.company worxers It s reasonab]e to suggest

- _ T ———— ————— - o ——

--that-a maJor1ty of faculty and staff-believe that product1v1ty qa1ns benef1t-—~—-a—-_:
the state or federal institutions at the evpense of the faculty, staff, and o
students. Changing their views will not be easy, nor will changing our

5,
current educational system, but it must done. _
_ . . . _ . A -
Thwse elements in the productivity.puzzle were noted in the earlier
pa;agraphs and must be examined before recommendations are made. First, the*

tendency for short run emphasis must be noted in pﬁoductfvity improvement

programs. Second, the political and legislative realities must be faced as ™~

productivity increases have, in many cases, been associated with staff

s

,
.
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 ———————— _But_we sl shou]d hope that such a program wouldn't have taken up so

PRODUCTIVITY IMPROVEMENT v
Most of the basi. and far-reaching productivity improvement programs
in higher education will -not be of the -immediate pay off variety. The rush
for quick p&yout productivity programs in higher éducation today might be
analogous to the speculations on the shapé of an energy independence program
undertaken in 1976. These specuiations were made by Dr. Arthur M. Buesche,
Vice-President for Research and Development at General Electric, at a recent
corner-stone laying of the Laboratory for Laser Energetics at the University
of Rochester. |
There would have been a terrific temptafioﬁ td cancentrate on
the short-range programs with immediate paypff. For example:
First might have been Breed1ng tjbes of draft animals,
1ike horses and oxen, to be better at pulling wagons
‘and plows.. S

Second m1ght,have come new wax-fabrication methods . S
to improve the candlepower of the candle.... -

.-
And a third important field might have been energy
conservation methods, such as encouraging
Benjamin Franklin to continue making improvements
——%0- h1s famous stove - - o —

much of Ben's time that—it-would- haye_prexggggg him from carrying

on his seem1ng1y "useless" experiments with 1ightning rods-and-~——————-______

Leyden jars. Such "iseless" experiments have had more long-
range impact on energy surply than all of the other short-term

work put. together ) I

&,

fion on short-range productivity improvement in higher education may be self-

defeating. Equally self-cdefeating may be the attempts of legislators to

legislate effectiveness and productivity increases in higher education.

Dr. Buesche's speculations are worth reviewing because the concentra-
|




reductions. Third, and most important, the issue of who is to get what

share of the benefits of productivity increase must be answered before any
program is undertaken if faculty and staff support and commitment’ are to be
gained.

A foyrth element, timing, was implied earlier in the paper. Time is of
the essence in deve]oping productivity improvement programs for our‘nation's 2
commuriity college systenrbecause the proport1on of young people enro111ng
in institutions of higher educat1on has leveled off in recent years However,

the slack has been more than taken up by older students. Over éhe past

decade, the two fastest growing segments were: nondeéree cred1t enro]]ment

the\?outh will increase their share of regional enrollment from 32 percent

in 1975 to 37 percent by 1985 10

which increased from 330,000 to 1.2 m1111on ‘and the commun1ﬁy co]]ege sys-
tem, where degree- cred1t enrollment roce at least three t1mes as fast as the
four-year institutions. 9 Budget ‘cuts in h1gher education and cont1nued or
reduced levels of funding in state systems may find community colleges

1ncreas1ng1y in conf11ct w1th the1r state's sen1or institutions over funds )

as they contlnue ta grow, while many senior institutions continue to shr1nk

)
in S]ZG.

Higher educat1on faces d1ff1cu1t times.. The 1980's will find universi-

ties fac1nq demands for greater academic diversity from new groups of students,

w1th resources -shrinking. becanse of declining enrollments. Commun1ty colleges _ _

———— e

Ty e

in this per1od will a1so face important new demands; and 1n many reg1ons of ———

the U.S. they will increase the1r share of regional enrollment. The

Southern Regional Education Board has estimated that community colleges in

»

A su?vey reported in the Wall Street Journal found community colleges

A~




to be highly favored by business leaders by a seVen-to-one margin when high
education institutions were ranked on greparing students for the wcrid of
work.11 While the changing educational enrollment patterns point to signs
of continued growth for the community c&l]ege system, researchers may, indeed,
be underestimating the degree of growth as favorable cost ég&iors from the
student's viewpoint and the success of past community co11e§e programs
suggest that community colleges are strongly favored by the maré@tp]ace.
Thus,‘commﬁnity college productivify improvement programs should
stress long-term improvement programs over short-term ones, especially
those that may prove destructive to the institution's growth capabilities,
f]exibi]ity? and ones which deve]op,hiéh dggrees of ih};ao?ganizationé]
strain.” The external, national and state sys;em,'é1e ts, legislatures, -
boards, and various public's reies must be closely gfgﬁined to detérminé’the
best strategies to provide the funding and the creation of conditions to
enable the community college system to suctgssfu]]y;fu]fil] its role ir our
national education system. Politics and the pressures from declining insti-

tutions may make this task a difficult one, yet it is essential that time and

dollars be devoted to secur1ng the. support oi external groups to a1d in

productivity improvement efforts. - T

Interna]]y oriented and developed productivity improvemeﬁt programs
must address the issue of who is to get what share of the benefits of produc-
t1v1ty “increases. - It is highly doubtfu] that true sy  a.productivity improve-
ment proérams can be deve]oped and carr1ed out without faculty and staff
support. ﬁ:reover, it would seem highly unlikely that any program would

succeed over the long run un]égguthe continued willing commitment and energy

of the‘community college human resources are behind it. Tapping the human




resources of the community college system will require the creation of a

%7 productivity ‘ethic similar to that of the environmental ethic.

% . This ethic should be based upon seﬁf-interest and meaningful rewards

3 with faculty, staff, and administrators sharing in the benefits of produc-
tivity improvements along with the publics served and the taxpayers or their

SR elected representatives.

y DEVELOPING A PRODUCTIVITY ETHIC

While the grincip]es of productivity improvement may, at first sight,

i - have little of the sex appeéal or romance that made the environmental move-
B B =0 r o -
: _ment_an important force in the country, the necessity to impr-ve productivity

“in community colleges is every bit asrurgent and essential as is the need to
understand our natural world and our place in it. S -

~The conditions -that made i” possible for our high consumption economy

have changed dramatically. The technological and capital head start that we
had in the world has been altered. Ameri€an products are no longer as
highlydesired in the intérnational marketplace as they have been in the past.
Our energy and natural rescurce JZpendence on ﬁbreﬁgn nations continue to
grow as our work ethic continues to decline. Competition.zontinues to expand
! and alters our economic well-bging and capability for continued growth;ang ‘

| ‘quality of life. Caﬁmd;iﬁ;7c011ege aqhinistrators must alter the way faculty,
“staff, and students think about productivity and, moreover, make them aware
of the changing economit’enviroﬁment in which the community college system '
is operating. ' e

The "fiddler perspective," wherein faculty hold that the fiddler

cannot improve his productivity by fiddling faster, is outdated, yet




emotionally difficult to ove{come. The way in which faculty and staff

“contribute to their job ig the single most important factor for determining

_ viable educational force in our society. Clearly, much remains to. be done {l

productivity in the commudity-co]leée system. The importence of effiCﬁeqt1y
and effectively performing their respective tasks is essential as is aﬁ
innovative attjtude toward progressive change. The decline of the yorkethic
may indeed make this amost difficult task.l? However, the benefits to all
parties are clear, because without productivity increases and strong external

support, the community'co11ege system as we know it may cease to be a

to convince faculty and staff that increased productivity wil benefit the

oﬁganization and its members. It is safe to say that many faculty and staff

will be skeptical of any emphasis on 1ncreased productivity. Increasing
productivity may mean that some faculty or staff will lose their jobs or have |
to work harder. This may be true, especially if traditional management

pracéﬁce is followed, but it may not be necessary if a productivity ethic is

deye1oped and the community ccllege human resources are tapped and rewarded.

The paradox of manag1ng productivity in the dark with 1nadequate defi-
nitions of productivity, measures, data bases, and short-run strategies must
not continue if the community college system is to increase its product1v1ty
without sacr1f1c1ng quality and expans1on of its educational role over the
next decade. The environmental demands p1aced upon community colleges in the
1980's will require flexibility and adaptability, character1st1cs of effective
organ1zat1ons, and the development of a productivity ethic. The 1980's will.

find the terms "productivity" and "community colleges" .synonymous when the

Bl —

organizational productivity paradox is overcome.
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~ This paper discusses management in intcrorganizational networks. The focus is on
the difficult problems that arise at points of articulation, or interfaces, of the organizations
in a aetwork. ' .

A\ ] ° ~

Concepts that are useful in studying these prol;lems aro defined. Miller’s concept of
tightness. of inte}organizational linking is, e>;_n.mined as a possible key variable in under-
standing why some networks are more effective than others. Boundary personnel are
defined as those organizational members who function at the points of articulation with
other organizations. Against this background of concepts, the paper demonstrates how
various officers of colleges, e.g., President, Provost, Dean, and Vice President of Com-
munity Relations, are boundaty personnel jnvolved in networks. ‘ '

Further light is shed on the general problems by considering colleges as components
of a “Wheel of Influence.” Colleges are conceived as service delivery units, alon§ with other
community institutions which impact a common target population.

This papes offersa translation of traditional intraorganizational into intororganizagional

management pringiples. Planning, orgasizing, staffing, direction, and control become
* * .
conferring, linking, contacting, persuasion, and coordination. :

(AB, 1956), Harvard Unive.aity (MBA, 19€3), and -
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Chapter 1I

MANAGING AT THE INTERFACE

cc by
Eugene C. Bell o . ~
The formal study of management has been almost completely directed KKE'”"

‘toward finding means for individual organizations to achieve optimal

efﬁectivenessband efficiency. As in all other fie]dsfof husian enaéavor,

much remains. to be done in this quest. StiTl an impressive number of dis-

cover1g;$have been made, and they have helped solve many of the most vexing
r‘:"ob1ems of managing the internal funct1ons of an organ1zat1on Other
chaptgrs in this work address the prob]ems of intraorganizational management.

concepts as background for -

Thisichapter develops major interorganizatio

o - * °
L OB &Y

common problems. RV .
The state of the interorganizafiona] management art is many years behing‘w.
' eint’ﬂaorganizationﬂ managément art and science. A number of concepts that '
shed Iight on the very difficu]t subject of interorganizational management.
have been sthdied however. Indeed, a perspect1ve on management of inter-
organ1zat1on systems that goes bey nd a trad1t1ona1 categorizing of serv1ces,
client needs, and organizational goals is evolving. Attempts to 1mprove
. ‘ operaiions of service organizations traditiowai.y have focused on igtra- -

¢

créanizationa] issues such as planning, control, organizational restructuring,

training prograﬁs;,etc. A11 have been applied with energy,;the best-ofl

intentions and the nighest of hopes. Despite reccarition of‘fFe\ ;
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jssue and some achievement in addressing the problem, manageria]k%:defined

concepts tb plan and operate integrated services remain in their infancy.
Discussed in this'bhapter are the interorganizational concepts of

: \ , :
supersystems, interorganizational networks as supersystems, boundary positions

and personnel, and interface. The concept of interface and the special *
problems of boundary personnel operating at network interfaces will be
~examined as keys to effective interorganizatioral management. E'

The utility of v1ew1ng ‘institutions of higher education as components ,
of 1nter1nst1tut1ona1 networks will be examined in terms of the theoretical
structure. A maJor purpose of this chapter will be to show that college
administrators are bouﬁda}y personnel who must be effective at the inter-
faces of their institution with the diverse organizations in their communi ty
if their institutions are to be effective in meeting their responsibilities

for service. -9

THE CONCEPT OF SUPERSYSTEM

M%]lér (1965) stated that the un’serse is comprised of a hierarchy of
systems and that each higher level of Ehe system is composed of systems of lower
levels. Thus, atoms are systems of particles, molecules are systems of atoms,
and so on up through higher syétems levels to the highest and seventh, |
a supranational system of societies. Although he pbseryed that hierarchical
levels do not fit neatly “nto each other, generaﬁ systems theory led him to
search for formal inter-level identities, where, despite superficia]idiffe“-

ences in structure, processes at different levels are performed in such

- similar ways fhatvthey can be described by the same formal model.

Miller did not~§rguqfthat there are exactly seven levels of systems

22
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é but admitted that one might meaningfully add intermediate levels. His

| ' hierarchy envisions societies composed of organizations, thus subsumming -

iv interorganizatfona] systems. Addition of an intermediate level between his
organiEationa] and societal levels is necessary to facilitate the study of
integration of organizations. Katz and Kahn (1966) wrote, "From a societal

.boint of view the organization is a system of onc or more 1a;ger systems. ..
(p.58)." They also argued that understanding an organization's super-
system is a first step %oward understanding that organization.

Though Katz' and Kahn's generalization may sound extreme to those new
to general systemtheory, few would argue against the practicality of keeping
?\ . in.mind that an organization's relations with other organiiations are criti-

A cal to success. Institut{ons of higher education, particularly commd;ity

colleges, illustrate the point well. College aninistrators must be aware
"of the importance of interinstitutional re]ation;. For example, how 1on§
could a comﬁunity college survive if its ;dministrators were concerned
solely with the internal aspects of faculty, students, aﬁd budgets? Faculty
members come from other organizaticns; students simultaneously are members
of the college and of other organizations (and hopeﬁzo fill higﬁer ré]es in
other organizations because of- their education): and colleg2 buagets come
from many sources, prominently from other organizations.

Let us briefly consider one other‘writer on the concept of supersystem.
~Like Katz and Kahn, Turk (1970, 1973) emphasized the importaﬁce of the inter-
organizational sysgems level, interposed between Miller's organizational and
societal levels. Turk provided empirical support for this emphasis from his

studies of interorganizational networks in urban society. Of direct refe-

vance to this chapter, and to the value of the supersystem concept in

\
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understanding ..’ 1ege management, hé concluded that both the interorganiza-
fiona] linss tying a city to it§ sociocultural environment and. those links
connecting a city's'interna1 elements 5rovide structures for articulation.

Bx extension, a college is'1inkéd to its environment, and those links brovide
a structure for articulation. As developed in the next section of this
phapten, tightness of linking is a key variabie influencing an organization's

success in managing its interorganizational relations.

S S

. INTERORGANIZATIONAL\NETWORKS AS SUPERSYSTEMS
‘ wxi-Un]ike Tower level systems *in Miller's hierarchy, organizations are
not compelled to belong to particular supersysiems. Katz and Kahn pointed
.. out that supersystems vary on fhé dggree of autonomy exercised by component
organizatjpns. A question arises as to why some supersystems seem rather

tightly 1inEéd, even approaching structures characteristic of individual

organizations, while others are so loosely 1inkéd thgt it seems fictional

to éonsider‘thém members of a meaning?ui systems hierarchy. s
Levine and White (1961) suggested some of fﬁe determinants of inter-

organizationaJ,]inking. They concluded from their investigation of community -

health organizations that there would be 1little need for organizational

interaction and interoryanizational cooperatign if all essential elements for
achieving’organizationa]Egoa]s were in iﬁf?hiﬁe supply. These elements
3 include clients, labor sérvices, and resources other than labor. They
defined organizational egchanqg as any voluntary actié%ty between two
organizations whigpihas?égtua1 or anticipated consequences for,rea1ization of
those organizat%ons‘:fegbective goals. They found that the degree of inter-

dependence of elements in the interoyganizationa] network studies is contingent

¢




upon th; real o; perceived access$bility to each orgarization of the
necessary elements from sources outside the interoréanizationa] system.
| This fihﬁing “invites consideration of a relationship.between access

to‘ngsources:and cooperation between organizations controlled in any network.
Thus, if a\qo11ege'had‘gll the reseurces necessary for achieving its goals,
there would be no need to cooperate with other community orgénizations or to
laoqn a t1ght1y—11nked network-of organ1zat1ons The fact that virtua]]y all
co]]eges do not control adequate resources, then, seems to be a compelling

reason for them. to seek membership in an interorganizationa] network.

Litwak‘ahd‘ﬂylton (196?) agreed with Levine and White that various

~degrees of interorganizationa1 Tinking are desirable but emphasized that
promot1ng autonomy, is a maJor soc1o1og1ca] function of organizational
1ndependence. They argued that autonomy is not only important to society when
vaiueé differ, but when the d1fferent va]uescare all desirable. One way of
assuring the retention of different values is to have them under separate
o?ganizétiona] structures. ‘¥hey contluded that some conflict of values

' ..bethen organizations is taken as given in {nterorganizationa1 analysis,
which starts out with the assumption that there is a situation of paftia]
conflict.... Intérorganizationa] re]ations\permit and encourage conflict
without destruction of the overall sociétal relations (p. 397)." ‘

They stated further that interorganizationa] analysis stresses study of
soc1a1 behavior under conditions of unstructuﬁed authority. Here is another -
key tn understand1ng tgz nature of 1nterorgan1zat1ona1 management. The
_management of structured authority is critical in 1ntraorgan1zat1ona1 manage-

ment, but man..gers trying to coordinate the efforts of diverse organizations

cannct rely on it. Therefore, a college administrator trying to enlist the
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" productive.

‘help of other conmuni ty organizations in meeting the college's responsibilities
-must rely much. more on,péksuasion than on authority. '

He must convince his counterparts that coping with the co]]ege;s
problems r21ps then csze with their own organizations' problems. For example,

to solicit financial support for new course offerings, he might try to show

logal business people that the courses could make their employees more

Otler interorganizational researchers have provided clues to ;nder-
standing the spe&fa]lprob1ems of managing without structurzd authority.
Very'pertinent is Clark's (1965) observation that any comparison between
centralized and deqeﬁtra]ized systems of action requires understandiné
"...the similarities and differences between influence within a bureaucracy
and ipf]uence among bureaucracies, communication within the organization and
communication between orgahizations; initiative and innovation within an
Prganizétion, and para11e1-effort in a 1oo§e1y joined federation or alliance
or ad hoc confluence of interest (p. 225)."

Clark's implication that communication and influence processed in an
alliance would.be different from those in an ad hoc confluence of interests
i§ related to tightness of interorganizational linking. Terreberry (1968)
also addressed this issue of tightness of linking within networks. She
concluded that organizations are tending to become less autonomous and nore
interdependent, "...that other formal organizations arg. increasingly, the
important components in the environment of any formal organization (p. 592)."

P M o .‘ : : :
Clearly ther, advantages of one irterorganizational configuration over

anofher cannot be assessed apart from an understanding of the dynamics of" the

environment itself. Terreberry's thesis is fully compatible with positions
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S of’fﬁbmpgon'(1967), Seiler (1967), Léw}ence and Lorsch (1969), and other

F . oréaniz&tjon theorists who have applied general systems’ theory. .

General systems theory also was applied by Evan (19%5, 1972) in his

é_ stydy of interorganizational relations. He began with the postulate thap
organizations are "open" systems which must engage in vérious environmental
exchanges. Other organizations in a focal organization's environment could
be partitioned into various sets, such as an "input-organization-set" and an
"output-organization-set." Thus, every focal onganization’can be a part —

" of different intenprganizational netwdrks witﬁ différent structures of

- interactions. Interaction structure could well be as important in inter-

organizational relations as it is in. intergroup relations.
Evan supplied an excef]eqt illustration of an interlevel identity, as
= sdughtby Miller (1965) and cited in thé preceding section. Evan (1972) discussed
four familiar interaction struct%res from, intergroup research that seém z
applicable to interorgénizationa]zre]ations. These structures are the dyad,

-

.the Whee1, the all-channel, and~the chain. In a subsequent section of this -

chapter, we shall examine the wheel as an appropriate interorganizational

structure for service organizations ‘such as colleges.

[
A S

BOUNDARY PERSONNEL. AND THE CONCEPT OF INTERFACE

. o
Let us now focus moye closely on the particular parts of orgaqiiations
engaged in ﬁnterorganizatigﬁ31 networg relations, boundary personﬁe], and the
points of articulation between drganizations, interfaces.
Wren's (1967) concept of interface is grounded in general systems theory.
He expandedra dictionary definition of interface--a surface forming a boundary‘j

between adjacent solids, spaces, or immiscible liquids--to enccmpass the o

27
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meeting point between organizations. He stated, "The interface is the contact
point between relatively autonomous organizations which are, neverthe]ess,)
interdependent and jnteracting as_they seek to coopera;g\to achieve some
larger system objective (p. J1)."

gy

Kahn, Wolfe, Quinn, and Snozk (1964) also build on general systems theory

and assert that a concept of boundary pdsition is essential to understanding
interorganizationa]Abehavior. A boundary position was defined as one for
;'which some menbers of a role set are located in a di fferent system. For
_ purposes of this chapter, the dfffe;ent syétem of intere§p'wou1d be another

‘organization in the 1nterorgan1zat1ona1 network. Kahn and his colleagues

conceived of "boundany relevance” as a continuous var1ab1e, inasmuch as

* virtually every position requires some degree of cgntact~w1th extra-system
elements. They distinguished two dimensions as relevant to measur{ng the
variable, the amount of, time that a position requires extra-system business
contacts, and the importance of such contacts to effective role performance.

+ . Boundary positions were then defined as those rated "high" on these dimensions.

The focal point of their reaearch was the pedb]e occupying boundary positions
rather than the positions o; roles themselves. This chapter adopts the same

focus. Wren (1967), following Evan (1965), used the term boundary personnel

S~~~

to identify people operat1ng at interorganizational interfaces.

Who, then, are the boundary personnel in institutions of h1gher learning? = 1
Applying the criteria of Kahn and h1s,co]1eagues (Elmg spent 1n extra-system
contacts and importance of such contacts), we could easily identify the chief
exacutive officer of practically évery co]]ége, the Chancellor or President,
as a boundarynpenggn;T,The chief academic officer, often called the Provost,

is usually less involved than the chief executive officer with external magters.




Likewise, Deans of more traditional academic colleges, departments, or
schools (e.g., arts and sciences) often are more engaged in internal than
external management. Deans of professional units, on the other hand, are
more likely to be heavily engaged in external mattérs. Analysis of indivi-
dual universities and co]]eggg would reveal many speciq1 boundary persopne],
for examp]e, a Vice President of Community Relations at a higher level or

an Associate Dean for External Affa1rs at a lower level. By the very nature

of 1ts m1ss1on we could expectthEadm1n1strat1on of a community college to

be very heav11y involved in external relations. Indeed the majority of a

-typical community college's administrators éou]d most.protably satisfy the

criteria of Kahn and his cof]eagues for boundary personnel. Department
heads and even members of the teaching faculty might be boundary personnel.

As to the interfaces at which college boﬁndary persornel operate, we

) could develop a 1ist for any individual institution with little difficulty.

Interfaces for a community college would probably inciude those with formal,
supersystéms such as a stéte organization of community colleges and a state
orgahization of institutions of higher education or of postsecondary educa-
tion, with less formal supersystems such as civic organizgtions, and with
informal networks such as the educational institutions in the locality, -
employing organizations, and philanthropic groups.
As an illustration, consider how a Vice President for Community Relations

qou]d well have to relate during one day to a local high school counselor

who is conce;ned about admission standards, a banker who is financing a new

classroom wing, a retired industrialist who might donate funds for library

expansion, a personnel officer at an insurance company who is searching for

a reliable source for new agents, and so forth. None of these
. ?
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critical interfaées will permit our Vice President.to use authority or,

for that matter, any of the other tools of intraorganizatipna] management.
Interorganizational management requires different management tools and,

perhaps more importantly, a different perspective from traditional, intra- -

organizational management. Discussed in‘the next section of this chapter‘is

the concept of the "wheel of\inf1uence," which holds promise as such a

perspective.
THE WHEEL OF INFLUENCE CONCEPT

Boundary personnel operate at interorganizatioﬁh] interfaces, and the
interfaces are linked in a structure. The wheel structure is mentioned

above in the context of Evan's (1972) generalization of intergroup to inter-

organizational relations. Alonso (in Balk, Alonso, Downey and Quinn, undated)

developed the terh "wheel of influence" in a study of mental hygiene services.
Bell and Alonso (1974) expanded this concept and presented a wheel of influence
model for health care services. After a review of this mode]ﬁnd its application
to a particular social service network, higher education can be examined.

The Wheel of Influence Model focuses on both the comp]ex of serviée§
influencing a commoh target population and the comp]ex‘of inter?e]at}ons
between and among service organizations. As shown in Figure I, the services
form the "spokes" of thquhee1; the interorganizational relations, the "rim."
The patients/clients in tﬁé\target population act as a "hub" {n a complex set
of didactic relations. It is\un1ike1y, and perhaps undésirab]e, that

. . Na s e s . ' .
receivers of service could ever claim domination or leadership over service

providers. The centrality of the. target population, thever, is a basic

theme of the wheel of influence model. "Thus, no matter how independently
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FIGURE I

Interorganizational Relations

) Servicas

TARGET
POPULATION

Organization A

Services

Organization B

the institutiors on the "rim" may try to operate, they all have sdmething

very important in common, namely the clients.

Furthermore, the model highlights the importance of the “rim"_strucfbre.
The "rim" is considered cbequa] in import;nce to the "spokes". It seems’
clear that for many service systems the-individua1 organization's "spgke"
services receive vastly more attention that its.“rim" rg1ations. Thé, jode]l
emphasizes that tﬁere is a 'growing need for each ofganization to realize that
other institutions are offéring services to the same elements in its target
population and, therefore, that it is more and more necessary to direcf’
attention to its irterorganizational relations. ,

Although they serve the same target population, each "rim" organization

will have its unique goals and internal structure. Recall that Litwak and

Hylton (1962) concluded that Ehe two socially desirable conditions, organiza-

tional autonomy (to protééi different values) and interorganizational linking
(to promote achievement of joint goals), that prevail when organizations

associate, encourage conflict. Therefore, in terms of the Wheel of Influence

)
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Model, conflict car be expected in the "rim". A high probability of conflict

is no reason to ayoid giving attention to interorganizational relations.

Let us examine how the community college and other organizations in its
netwérk can be fitted into the Wheel of Influence Model. Students are the
target population, and educational services form the cé]]ege's “spoke."
Many other organizations are giving "spoke" services to the same target popu-
‘lation of students. Prospective employers are proposing job opp.rtunities.
and various commercial estab]ishmeh&s ére providing a wide range of services.

To further i]]ustrateythe applicability of the Wheel of Influence Model
to colleges, consider a community ccllege and one_gther class of "rim"
organization, large employers. The students can only be well-served if the
educgtiona[,services\they receive from theoco11ege match the employment )
opportunities made available to them by the employers. For exampie, if
employers have opportunitjes for accounting graduates, the co]]egesanEed fo
proQide accounting courses. Coor&jnation between cc1lege and employers must
occur if the students are to reéeive appropriate educational services.
Coordination occurg in the "rim". Boundary personnel from-the various .
orgapizations coordinate their activities in the ivim." In other words, fhe
points of articulation, the interfaces, are in the "rim." <

It is now time to examine the ty;es of techniques that bodhdary personnel
can use in the "rim" to attain the close coordination, perhaps the tight-
linking, that will optimize the effectiveness of the individual organizatiops

and of the network of orgarizations.




INTERORGANIZATIONAL MANAGEMENT PRINCIPLES
N

The discussion of general systems theory, supersystems, interorganizational
networks, boundary personnel, 1nterfaces, and the Wheel of Inf]uenca\Mode1

suggests a number of principles to gu1de managers seeking to coord1nate their
)

organ1zat1on s activities with others'. >
1. Organizations are nct compelled to be cooperative
members of interorgénizationai networks or, in
many c;§es, to be members at all.' p
2. Autonqmouékorganizations will voluntarily join
networks when their managers -perceive that
coopergtion.wi11‘benefit'their own organization.
3. _Boundary personnel cannot rely on authority fo g
achieve interorganizational coordiﬁ;tibn. \iﬁ~ :
4. Boundary personnel must use persuasion with
their counterparts to deménstrate how 1igked A
organizations can achieve their individual
organizationé]‘goaﬂs better than competing Sr‘
acting as isolated organizations.l
5. Opeq:sharing of information should be the
f " commupications theme in the network. Recall
that the Wheel of Influence Model is related
fundamentally to the wheel mode of intergroup

communication. T

6. Boundary personne! must insure that their N

-
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counterparts are awére of.theknetwork';‘successes

in meeting joint goa]s Counterparts can be.

expected to be cont1nu§\1y assess1ng the. 1mporfance of
the network to agh1ev1ng goals of their autonomous
brganizatigns. ' o

. 7. Boundary personnel hﬁst keep their counterparts

informed of likely déviatfonﬁ from scheduled

output of relevant ‘services. As soon s a

<o
boundary person learns that his or her organi- -
“ zation is going tg migs a dead]ing, the couhter- N
ﬁérté should be warned. ‘
8. Boundary personne4~shou1d be on the alert for ‘o
opportunities for expand1ng the scope of .
coordination. If the networP he]ped achieve

goal A, perhaps it cou]d helpjon goals B
® - through N. ) £

SUMMARY

_ By way of summary, let us attempt a translation of the traditional

.pr1nc1p1es of management into gu1de11nes of 1nteronqan1zat1on31 management.

\
Thus, planning, organ1zat1on staff1ngj d1rect1on and control become

conferr1ng, 11nk1ng, contacting, pers»=s1on, and coord1nat1on.

* 4
Institutions of higher learning aga1n offgr 111ustrat1on A co]]ege

adm1n1strator, whose duties qua11fy (or shou]d qua11fy) him oY ner as a

boundary person,. must manage at the 1nte..ace, or in the “r1m,“ w1th other

organ1zat1ons in the commun1ty. This administrator cannot Dresume to plan

\

/!




structures and processes for counterpart boundary personnel but can confer

with .them about io‘nf problems and prog?ams'before making plans for the

o

1nst1tut1on S 1nterna1 operations.

Befpre planning new courses, the adm1n1strator shou]d certainly want to

N

bconfer with .counterpart boundary personne] at such other organ1zat1ons as

,\.‘_ﬁ
a

high 4chdols which :ad firstyear students, employing organizations which™

~might have needs for graduates with education in the prospective cburses,

‘ and state coordinating bodies whose apprqval may pe required for the new

o
£}

' ._courses. ’

‘ Likewise, linking the organizations into a network seems more apprb-"
priately descr1pt1ve than organization for the next traditional management
function:~ Boundary personnel cannot te]] their counterparts how they are to
relate in the network but can en.ourage them to re]ate and thereby form a ‘
network. Our college administrator wuuld not accomplish anything positive by
telling a personnel director how to act on the college's problem but 'could
accemp1ish a great deal simply by asking the officer fr+ an opinien on the
problem. Ad ice asked for dnd given bedins to form a 1ink, loose at first,
but potentially as tight as the managers of the linked organizations find
functional. ;

Staffing is a vital function of internal management but must be sharb]y
moaified to apply to networx management. The proces: of locating and contact-
"ing counterpart boundary personnel seems to come close to retaining the
spirit of staff1ng and is intimately connected h]th the prev1oua1y discussed
function of 1;nking. The focus of tne contaci function is on specific
1ndividua1§3 whereas the focus of linking is on organizations. The college “
administrator may wish to link wtth an employing organization but must locate

and contact, a specific individual in a specific organization.

35
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As we discussed .above, a boundary person managing at the interface has

no,.or at besf, little authority to gjrggg;the behavior of counte{?arts. But
;nn~ persuasion is most appropriate. The co]]egé administrate” persuadeé t
| state coordinator to approve new courses, persuadeéithe high school off1c1a1s
to offer necessary prerequisites, and persuades the employers to give the
college's graduates a chance for employment. .

F1na11y, the very difficult function of control in 1nterna1 management

AN

must be translated for application in network management. Managers at the

’ interfagleontro1 activities o7 other networ’ *qanizations only partially,
if their mild influence could evér mearingfull; e termed “control." They
can, howaver, strive for coordination. Indeed, cleser coordination is the
fundame;ta1 objective of interorganiéationa]‘managqment. The college will
best achieve its, individual goals if its activities are coordinated with

h ' ~ those ;f other community organizations. As a final example, new courses

have an excellent chance of being well-designed and received if the college's

boundary personnel have taken the time and energy to cc fer, link, con:act,

and persuade the appropriate gounterpart boundary persornel, and, thereby,

achieve the necessary coordination.

te
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ABSTRACT OF CHAPTER '
Today’s community college managers have a most intriguing challenge: to build and
maintain a climate that is conducive toa%oth job satisfaction and organizational productivity.
Such a climate must be built on a sound theory of how community colleges are put together
and how they work. This theory can help educational managers carry out their basic tasks: to
provide role security for all members of the college; to provide for multi-dimensional com-
munication flows; to provide for meaningful participation; to insure normative consensus; to
provide for propinquity; and to insure that a sound reward system exists and is properly
utilized. There are three basic choices for management in designing a sound organizational
climate, and care must be taken to select the one that best fits the needs of the individual
college. It 'is a serious mistake to argue for a single climate that will suit everyone’s needs.

A college administrative group can elect the Traditional Climate that is rested on as-
sumptions that work is inherently distasteful; that what they do is less important than what
they get paid; and that most people are not capable of doing work that requires self-direction
and self-control. Climates based on these assumptions require that management impose close
restrictions on how work is divided and performed.

The Human Relations Climate is quite similar to the Traditional Climate, with the ex-
ception being that more concern is expressed for the human element. There is still a concern
for short-term efficiency, however. The role of the manager in this climate is to make people
feel that they are important 2.d to involve them in routine decision making on the proposition
that such treatment will yield more productivity and perceived job satifaction.

The Human Resources Climate is perhaps the one that will prove to be the most pro-
ductive in the long run. It is based on sincere concern for the individual and for full partici-
pation in the decision. making process. Management’s job in the Human Resources Climate is
to develop the talenfs of all members to their fullest and to provide the opportunity for indi-
vidual and prc “essi

Fardless of which limate a particular college chooses, its mancgement group must be
familiar with all clim3vef and make a considered choice about which climate fits its needs
'best. This article is aimed at providing the understanding on which such a decision can be
based. Hopefully, it will shed some light on the perplexing problem of management: how to
obtain organizational productivity while at the same time providing job satisfaction for
organizational members. ' \ '
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- Chapter 111

ORGANIZATION AND WORK DESIGN

v ’ IN THE COMMUNITY COLLEGE
by

B. J. Hodge

A

Among‘the most important issues facing the managers gf communi ty
« colleges is that of building and maintaining an effective organizational
climate ouilt on® effectively designed organizations and work patterns. -
Every organization has a climate or atmosphere within which its work is
carried out, and this climate has a significant efféct both on productivity
and the level of satisfaction of its members. It is management's job to
assure high 1eve1s'of each, and so it is incumbent on managers of community

colleges to consider how best to ‘carry out this responsibility.

Of prime importance jin this area of responsibility is the implementa-
tion of a theory of management that can aid in providing guidance and con-
sistency to the practice of management in our community colleges. This
theory is but a set of assumptions (tested in practice) and principies.
Together, they form a base fo; effective decision making that can provide
productivity as well as job satisfaction. This Ehapter explores several
models of organizgtion climate based on management theonyiﬂwt can be employed
and examines some factors that help *o determine which climate should be
used. It is believed that this discussion can help improve the practice of
management in community cé]]eges by making managers aware of the effect the

implementation of a theory of maﬁagement and its accompanying organizational

climate can have on the overall success of the community cc]]ege.f




MANAGEMENT 'S BASIC TASKS

A11 managers of community colleges have the same basic responsibility,

- whether their organizations are large or small. This responsibi]ity per-
vades all levels of organization, but admittedly its thrust begins at the
P tep levels. The following discussion is a brief review of the essential

aspects of this responsibility.

~ Provide Role Security

If thé& are to be fully productive, members of an organization must

ro o

feel secure in thier roles; i.e., they must not feel threatened by their

. responsibilities. The literature and common experience alike are replete

SO ey
V¥,

with instances of i11 health, anxiety, and undue frustration that are

traceable in large measure to conditions in which roie performance brings

a sense of inadequacy and threat to the incumbent. )
Management can fulfill this responsibility to provide role security

by taking two iﬁportant actions: aefining éhe requirements for proper role

performance and providing adequate development opportunities to insure that

the incumbent has the necessary.ski1is and knowledge to carry out role

réquirements. To do less is to fail o provide one of the most important

features of a sound behavioral climate for the organization.

Provide Mu]ti-DimensionaT Communication Flows

Communication is an important part of an organization; without proper
communication flow, there will be inadequate information necessary to make
and implement the multitude of decisions that is necessanx_fggﬂg;ganiza%%on‘”“"’

success. In today's community-cetlege, the emphasis is on invormation

__//
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sharing and so it js important for management at all levels to share a11
relevant information with facu]ty? ctaff, and students alike. .

* This requirement is more a matter of philosophy and commitment than
it is a matter of procedure. The particular mechanical techniques and
devices used to disseminate information in an organization are not nearly
so important as is the fact that members have necessary informa%%on and,
fu;ther, that they feel that management js, indeed, sharing information
with’them. An air of secrec& can be particularly effective in reducing
efficiency and lowering the.1eve1 of job satisfaction in the Srganizatfbnf* T

Management must give continuing attentio: to the pqovision of information

to all segmeﬁts of the educational community. -

Provide for Participation

Today, we\}ru]y 1ive in an organizatigna] world characterized by the
desire to participate in the affairs of daily activities. ,Virpua11y every
force in contemporary society reenforces this desite; therefore, management
cannot igrore this fact. In addition, it must be noted that today's typical
cormunity college is simply too complex, generally, to rely on a few -
decision makers located at the top of the organization. Faculty, staff, and
students must be invited to contribute their ideas and suggestions to the
resolutiow of mattérs that inhibit the college's progress.

’ Again, participation is more of a phi]osophy and commitment than it is
a matter of technique. If all members of thg_ggl1ggg;ane,,4n~fact:”§iven
amglg_oppontun%ty’tﬁ’éaH'EHE?;—EG§§;;;;;;;_;o the decision making process,

the format is not particularly crucial. Management must show its genuine

concern for participation and incorporate appropr%ate input in the decisions %
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of the organization. This condition will improve the overall organizational

clime te immeaSureab]y;

Provide for Normative Consensus

T RES T S KN

When all members of an organization use the same norms, standards, and
values in their decision making, they are said to have a kind of common
mindset that is referred to as normative consensus. The philosophy of the
management gfoup is a chief means for achieving this moét important aid to
decision making. No organization can make effective decisions over tine
unless all of its members have some type of common frame16f>referenééwtha¥-

can be used to provide consistency to their activity and decisions, "It is

management's obligation to provide =~ . ~rmative consensus.

Provide for Propinguity

Propinquity is a term used to refer to a condition in which there are
"proper" spatial relations among members of an organization. The opposite
condition, that we have all experienced in a crowded elevator, is termed
the "collision effect". We a1l know how disconc;rting this can be.. It
seems to occupy all our attention, and our efforts are directed toward
allieviating }t in as short a time as possible. |

Those who share an office_cap a]sq appreciétg#fhg_gélgggriggs;eﬁfectsA7~‘
,thg;_rgguli_when—%hgre’TS‘ﬁﬁf’EﬁEﬁEﬁfgggzg—ggcag';heir jobs without undue
concern for lack of space. Of course, propiriquity must. be considered in the
relative sense because there are few community colleges today that can
afford the "ideal” space for all of the activities that must be conducted.

Nevertheless, management must appreciate the undesirable effects when the

right amount of space cannot be provided for a1y members of the institution.

’
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Provide a Sound Reward System

Members seek a variety of rewards from their association with a college, .
¥ Tﬁése re&érds range from salary tq a coqposite of friqge benefits, ing]ud%ng\\\\ %
non-monetary reQards. The management group that does not provide an‘QQequatg \\\
system of rewards that recognfzeé performance and provides’theﬂmeans of
rewarding it will find itsgif_faceq Qith apéthy and a lack of involvement
~with*the éo]]ege's success. Both pﬁnformance and job satisfaction suffer,
as a resu]t.. ) - .
& Mahagement, then,.must do a]i within its power to satisfy the needsg—
and desires'of its members by providing a spund system of rewards. -
f" T A1l of these components, taken together, constitute a sound' behavioral

c]imats.within which members can seek satisfaction while at the same time

being productive. The college, as well as the members, will suréﬁy benefit

from the provision and maintenance of all of these componenis of a sound
behavioral climate.s
Q In order to complement this climate and to make it attain it; max imum

effect. management should adopt and implement a theory of organization and ‘
operation. There are, of course, méix;igsbwﬁhegrjes, and the following are
___———————~—~mereﬂy’?éﬁFEEEEEEE?VE—B;—EE;T;;EE—;Qnge of choice that is available’ for
s managers 1n all institutions of higher education. It is hoped that the

following description of three.models of theory will help focus attention

on their value and use to all members of community coHeges.1

Mhe discussion of these theories is based on the treatment given them
by Raymond Miles in his book, Theories of Management: Implications for
Or; .nizational Behavior and Development published by McGraw-Hi1l in 1975.
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THE TRADITIONAL ORGANIZATIONAL CLIMATE °

~

The Traditiomal Climate is based on the assumptions that work is

4

inherently distasteful to most_peop]e; that what they do is less important
than what they get paid for doing it; and that feﬁ want to or can handle
work that requires much creativity,,se]f—direction, or se]f-contro!,2 Thise
type of theory places a great deal of power in the hands of management and
Tittle in tpe hands of subordinates. There is génera]ly unilateral decision

making by management and not very much involvement by the subordinates.

This means that the basic task of the .management group is to insure a-
[ 4
maximum of control. The tasks of the subordinate are broken down into
simple, repetitive units that are easily learned. Further, management has

the obligation of establishing detailed work routines and enforcing them

firmly but fair]y.3

This whola climate is based on the expectations that people can Eolerate

‘\work if the pay is decent and the superior is fair and that if tasks are

7pfbau5éiﬂsgzo the standard estabh‘shed.4

‘ To state these expec*ations is to point out the relative roles of
management and subordinates; the differentiaf is significant, and there is
little involvement in the decision making process by other than management
personnel.  Some miiht duestion whether this type of climate is in keeping

with the collegial air that has been associated with community colleges.

simple enough and i people areﬁ919§glxm§upenyjsed and- controlled, fﬁé}rﬁﬁiiﬂ—

i1
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Perhaps the nature of tasks and the personnel associated with such organi-

zations would not augur for the adoption of this climate; nevertheless,

there are doubtless some situations where it is used.

Organizational and Work Design in the Traditionhal Climate

When a management group decides to build a traditional organizational

,climate, it is based on the assumptions mentioned above.' The climate of

»

the ordanization is founded on rather pronounced task differentiations, and
the accompanying organizationa? structure takes the familiar pyramidal shape
with authority and decision making centered in the upper levels of the
étructure. The structure itself tends té be characterized by each manager
as having re]gt?ve]y few subordinates, so trat the structure ise tall aﬁd
rigid.

&

The emphasis in this pattern of organization and work desigh}is on

control and efficiency, and the time perspective is relatively short. In
:  and, the time

) other words,kmanagement retains most of the authorjty to make dec%éions and

stresses efficiency ir the short run. Inmediate returns are sought in Tieu

Ve

of Tong-term consequences. )
The work design patterns in this traditional climate &re based on a

clear-cut d1st1nct1on between managerial and non-manager1a1 (or operative)

tasks. The task of the manager is to make the decisions affecting perfor-

<
mance of subordinates and to exercise close' control to insure that they are

: . )
implemented. Each manager generally supervises relatively few subordinates
in order to insure that decisions are, in fact, put into effect. Subordi-
nates are rarely invo]veq in the task of decision making. and so, as a #

consequenze, generally receive little trainigg and experience in the
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. decision making process. Thq§) they.are %11-prepared to assume tRe

managerial role when promotion occurs. . .

. Even yithin the mqnagement ranks, there frequently is a distinct sepa-

« . ration of the respons?b%ﬁity for decisions invo]viné planning and centrolling.
Top manégement (i.e., gove}ning boards, presidents, and vice-presidents) -
generally is responsible for planning the direction of the co]]ege and f&r
making major policy decisions involving budgets, personnel, and physical

- plant. It is the job of 1ower-1evq1 ménagers (i.e., deans, department

L chairmen, and directors) to control operations in accordance with thesé

plans and policy decisions. Thus, responsibility for planning rests at
the top of the structure while the responsibility for control falls to

lower-level managers.

Manageria] work ‘tself, in turn, is separated from the aétua[,tasks of

>’

the organization. Faculty and staff are expected to carry out the intent

of top management under the supervision of chairmen and directors in this *

climate. There is little room for initiative, and innovation,Crhe‘1ifeb]ood

of a community college 1is not encouraged. Job satisfaction and a sense of

self-worth are difficult to experience in such a c11mate

Even though role security m1ght be present, the roie 1tse1f does not

allow lower-order participants to grow and deve]op, a strong desire of most
faculty and a high proportion of support personnel. Consequently, morale

tends to suffer and the-~college loses the energy and ideas from one of its

3,

most valuable assets. , S,
! ; 4 !

Communication in the traditional climate isfgepgra11y Timited to a

vertical path; with .instructions and direction flowing downward and progress’

‘repo}ts bé}ﬁg;sent upiward. Free-form chanrels are not frequgnt]y found

Y.
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beEause they tend to underﬁine the base that separates management and
non-management task directions. The majority of communication

is formal andééoa1-djrected, rather than informal and relaxed.

.8s indicated earWier, participation is quite limited and takes the
form of questions and points of clarification of instructions and directions.
This condition often leads to a feeling of alienatiom and apathy--two con-

ditions that hinder both productivity and satisfaction.

AN

Even though normat1ve consensus is present, its norms and va]ues are
&

genera]]y unilateraliy 1mposed from atove. Thus, it'is a type of "forced"

ﬁ .

condition, and the resulting behav1or associated v1th it tends to be of

the compliant (or punishment-avoiding) type. Sure]y, both the co]]ege and’

6

its members suffer as a result.

-
]
I

Proper spatial relationships (propinquity) can be obtained in the tra-

di%iona] climate, but_at the expense of lack of involvement (genera]]{) of
.many affected by it. Consequently, even though it might be a part of the

traditional climate, its presence might be considered“to_be sym2§1ic of &

unilaterally imposed condition and be considered another manifestation of
} ' 0% > Lativl

S

pronounced task differentiation.

The reward system under the traditional climate tends to be based” on

extrinsic factors that can be relatively easily measured. Rewards themselvas

take the form of wages and fringe benefits;'i.e., they take an economic
‘form as oeposed to an intrinsic or non-monetary form (sych as job satis-
faction). .

Criteria for acquiring rewards tend to be.ambiguous and Secretive.

Management appears to view personal loyalty as the core of thc system. In
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other words, the tendency is for management to veil.the system in an air cf
secrecy ard to avoid setting specific objective criteria. This situation
neeps members of the organization somewhat ignorant of how the system works.

-0ften apathy,-a1ong,with'ihe feeling that the:reward system is insensi-
tive to individual performance, results., Resentment and other ‘forms of

strained interpersonal rel>*ions can easily follow, and the organization is

" destined to a level of behav.. that is, at best, compliant in nature. It

loses the.posicive effects of innovation and creativity that.ane SO vifa]

to progress in the community college fiela. )
Communityﬂco]]ege adminictrators m:<t somehow be able to tap-more t ,n.f

m*aimuin-level talent. fhere is simply too much cha]]enge facing;them for

the reiisnce on the traditfoﬁal reward system alone. Of course; this is not

to say that economic-incentives are unimportant or 1neffect1ve Rather, it

is to say that they must be b]ended into a more comp]ete reward system if the

talents of all members of the community co]]ege are to be centered on

prc ess. Some other reward system is more appropriate for today's community

college. ‘

A.nanagemert group that creates a traditiona] organizationa] climate,

\

then, bui’ds tnat climate on highly differentiated task patterns Manage-
ment and non- management tasks are clearly ceparated from each other. In the
management ranks, planning and controlling responsibi]itjes are often dif-
ferentiated from each other. Non-managerial tasks (perfdrmed by faculty
and staff) “are rather narrowly defined, and there is little room for a

sound supportive o.gar zational climate (made up of role security, mul" '-

dimensionz] communication flows, participation, normative consensus,




propinquity, and sound reward system) are either absent or ~re of . "forced"

nature. Consequent]j} both productivity and job satisfaction suffer.

Community college management teams can, it seems, i11 afford deliber-
ately to create and nurture the traditional climate if they are to hava
progress.ve institutions in which everyone contributes to the determination
of overall goals. Instead, community college managers must move toward

the Human Relations or, 'etter still, the Human Resources Climate.

THE HUMAN RELATIONS ORGANIZATIONAL CLIMATE

The Human Relaticns Climate is much like the Traditional Climate, with
differences between them being more cosmetic than fundamental. The essential
fratures of the Traditional Climate are adopted and modified only slightly
to give more atteation to the.human element, while still retaining a strong

“conce n for ;hort-term efficiency.

The popuia;ity of this <limate reachgd its peak during the de~ade
1945-1955 when a wave of literature and practice swept the managenent ranks.
The message was clear: show more concern for people and thejr individual
needs and, in return, they will produce more aﬁd‘éetter products and
services.

In order to improve their skills in the human relations area, other-
wise traditional managers often enrolled in a variety of development pro-
grams that.centered a.ound such topic; as motivation, commurication, and
Jeadership. In these cﬁurses, managers weré~exposed to the social (or

behavioral) sciences' approach to management. They learned at least the

rudimentary aspects of psychology, sociology, and social psychology in




order that they might better understand and, hopefully, guide human behavior.

The thrust of this approach, as noted earlier, was more cosmetic than
fundamental, and there was a great deal of superficial (cuack?) treatment
of oﬂganization members. Sincerity was often lacking, and the ultimate
ijeJtive (manipulation of behavior) was imputed to the techniques and
procedures of the climate. Pérhaps this perceived insincerity was the
major reason for the decline of the popularit of the moveaent.

'Community college administrators are ur censtant and varied pressure
from all fronts to get more productivity from their resources. At the some
tjme, there are more demands for betper and different services from their
various publics; students want a wider variety of courses; the business
community wants more short courses, non-credit offerings, etc.; and, of
course, everyone wants to use the facilities.

As a result of this pressure, and the type of people who work at
community c1leges, the tendency for a‘rinistrators to cultivate this c1i¢ate
could be quite high. ‘boncern for both productivity and people must be
demonstrated by them, and the climate offers some promising possibilities
for results if it is-coupled with genuine corcern.

-

The role of the administrator in the Human Relations Climate, in éhort,

"is to make people feel useful and important--to make them feel a part of

things and that what they are doing is important to the cocllege. This means,
then, that members must be given'a certain amount of latitude to make
decisions and to exercise initiative, but within prescribed bounds. The

net result of this action, it is hoped, will be better morale and more

"willing" cooperation from everyone. Underlying this approach, it must be

remembered, however, the administrative group utilizes its techniques in




order to control behavior to the twiﬁ’endsiof productivity and member

. satisfaction.

The following sactions contain a brief review of the treatment and
attention that the Human Relations Climate gives to the major factors of

organizaticnal climate.

Orjanizational and Work Design in the Human Relations Climate

The Human Relations Climate is characterized by organizational and
work designs quite similar to those of the Traditional Climate. There is,
first of all, a distinct separation of management and operative work; the
structure is tall and pyramidal in shape; each manéger has only a few sub-
ordinates reporting to him; and the decision making power still clearly
rests in the top echelons of the structure.

The manager, though clearly the dominant force in the climate, never-
theless, is required to show concern for the human element. He must pass
along information that is helpful in job performance and listen to comb1aints
and suggestions as well as answer qu;stions in general. The basic.role of
controller, which ié such an iategral part of the Traditional Climate, is of
vital sigﬁificance to the manager in the Human Relations Clir-te.. The
manager's role is merely expanded to accommodate for the necgssity to show
interest in and concern for the human element. The two roles are not
essentially different, then, and participative techniques, as those men-
tioned abc /e, should not interfere w*th performance. ‘In other words,
concern for people has a "hidden" motive: increased productivity. Loyal
Qorkers who are treated well will simply produce more than if they are

disgruntled and unhappy--or so the supporters of the philosophy believe.
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Role security is a key aspect of the Human Relations Climate, even

though the role itself does not contain a great deal of room for the exercise

. of initiative. The managers have a charge to make their subordinates feel

_comfor :able and secure in their roles. The major difficulty with applying

this climate in community colleges is simply that the professional members
do not feel a need td> be made Eecure by administrdtors. Rather, they

believe that their demonstrated professioral competence should be reason

enough to feel secure. In other words, the community college administrator's

efforts to make members feel  secure might be resented and bring more
negative than positive results.

Communication flows and content are one of the biggest differences

- between the Traditional and the Human Relations Climates. In the Human

Relations Climate, communication is encouraged; suggestion systems are fre-
quently used; discussion groups are used to air views on v?rigys topics.
The superior is also charged with the responsibility of 1i§tgﬁing to sub-
ordinates and keeping them informed about those issues that affect their
jobs.

These efforts to improve communication and to show members of the
organization that they are, indeed, important are in addition to the formal
communication attempts. In other words, suggestion systems, newsletters,
and discussion groups are used to supplement and extend the formal channels
which are concerned with carryirg directives and reports.

‘Community college administrators using the Human Reiations Climate
would devote attention to providing the means and conditions that would

encourage informal, social communications among members. Clearly, the
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peopie who are associated with a community college would desire at least a
-minimum of this type of communication. —_
Administrators ¢f community colleges that use the Human Relations |

Climate would be expected to insure that normative consensus exists in much

the same way that they would employ a T?aditiona] Climate.. This means that
the norms and values to be observed would, at least for the mos£ part, be ,
unilaterally imposed from above. One could hardly term this a "healthy" /
condition for community colleges, however. ,

Once again, the Human kelations Climate is modeled after the TraHitjona]
version as far as propinquity is coneerned. Prop?r spatial re]ationships
are, at least for most conditions, unilaterally determined by managemeq%.
To be sure, there is some discussion with members, but it generally i§ of
the nature of "seiling" them on the validity of management'§ decisioq:
NeQerthe]ess, propinquity is important in the Human Relations Mode]./

Community college managers would be well-advised to at least fﬁ]]ow the
minimum of the Hﬁman Relations Climate and inform members of decis{ons
regarding the use of space. Perhaps there is no more volatile issue than
office space on community college campuses. Surely, *ime spent discussing
and explaining how space is a11ocated would help increase both morale and
efficiency.

Once again, the Human Relations §1imate closely resembles the Traditional
Climate in that the reward systems used in each are quite similar. Secrecy‘
and perscnal loyalty are key characteristics of the reward system. Symbolic

rewards in the form of service pins and plaques, for example, are freely

used, and must of these rewards are presented because of some factor other




than productivity. It should be nnted here also that incentive plans are
also used in order to attempt to tie performance to reward. -~{J %'

On balance, the reward system of the Human Relations Climate is gen-
erally controlled by management, although more effort to explain the system
might be made than is the case with the Traditional Climate.

In short, the Human Relations Climate very- closely resembles the
Traditional one, with the major differences being ones of degree instead of
essence. Perhaps the most significant message for community college admin-
istrators is to be wary of the assumptions that support the climate. While
it'is true, perhaps, that people want to feel important, it is also true
that they can see through<feeb1e attempts: to cover up traditional values
and approaches. Nothing can be worse for a commugity college than to have
a membership that perceives that it is being manipulated toward productivity
in the name o7 morale.

If the Human Relations Climate is used, it should be installed, moni tored,
and adjusted constantly in order to convey sincerity. Otherwise; all con-

-

cerned will surely be disappointed.

THE HUMAN RESOURCES ORGANIZATIONAL CLIMATE

The Human Resources Climate is doubtless the climate that is capable
of achieving maximum levels of both ﬁroductivity and member satisfaction.
ft is designed to allow the individual wide 1atitudé(iﬁ the exercise of ini-
tiative and self-direction. It is perhaps best characterized by its broad
delegations and job designsithat provide little distihctjon among management

ahd non-management responsibility, especially at the lower ranks of the

\
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organization. In effect, there is considerable ;*rt{cipatibn in the manage-
ment of the organizatien by virtually all of its members.

It should be noted at this point that the application of the Human
Resources, Climate is limited to those situations where there are scientific
and profe551ona1 personnel who are ded1cated to the organization. This type
of personnel .is we11 educated and generally self- motivated, being stimulated
by ‘the performance of their task rather than by extr1n51c rewards such as
money and fringe benefits. This is not to say that these members are not
concerned at all with such motivators; rather, it is to say they are piaced‘
in a position of secon&ary impqrtance. In short, scieatific pnd professional
personnei are motivated by intrin§§c joH saFiSfaction that comes from task R
performance itself. ‘ ‘ |

Because of theiorientations of its members, an organizapion usiny the
Human Resource; Climate would find the assumptions and conditions of both
the Traditional and Human Relations Climates inappropriate. Both of these
climates are built around assumptions that best fit‘personne1 who are either not
capable of or much interested in self-direction. This means, then, that‘
in the Human Resources Climate the locus of direction and motivation is
shifted (at least to some extent)gfrom theisuperiar tb the Subordinaté'who
is cgpab]e and interested in 5articipating, in a meaningfu] way, in the
decision making process. The job of the superior in this climate, therefore,’
is to support the subord1nate in the development of his tota1 range of

talent rather than to concentrate attention on the task of control that is

the major responsibility of the superior in both the Traditional and Human

Relations Climates.
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Members are assumed to have a wealth of undeveloped talent coupled
with,a‘desire to cultivate this talent, both to the betterment of tﬁeé
individual and to the“organizatién. The neeas of such individuals cannot
be satisfied by sole reliance on the constructs of other climates that tend
to restrict personnel development in favor of short-term performance aimed
at production efficiency. One of the prime means for developing talent is
involvement in the decision making pfocess, rather than thg use of symbolic
participation in insignificant matters.

“ The Human Resources model, then, extends the assumptions of the
Traditional and Human Relations Climates to include attention to tne develop-
ment of membe}s' talents to the fullest. The %anager in this climate can
best be described as a developer of his subordinates, and it is incumLent
.on him to provide opportunities and guidance to tkis end. This, of course,
means that the superior must play a fundamentally different role than is
requiféd in the other climates.

The Human Resources Climate is described below, fqllowing the same

Organizational and Work Design in the Human Resources C]imq;g

The ro'e structure of the Human Resources Climate is not as rigid or
i; differentiated as in the otheh models. This means that work design is
built on the assumption that each individual wants to participate in the
decision making process and can bhe taught to do so effectively. People are
expecteu to help set goa1§ and the ways tc attain them; to participate in

the evaluation process; and, to use their creative abilities in general.




In order to provide this type of opportunity, there must be considerable
delegation of responsibility and authority, with decision making power
pushed to the lbwest level where productivity and bérsonne] development can
be fostered. This amount and quality of delegation results in work designs %
that contain little separation of duties of the superior and the subquinate.
_The effect of this condition is that the subordinate, throuch participation,

can gain a broad perspective of the management process and so can be better

prepared to aéﬁept_the additional responsibility that comes with promotion.
Broad delegation also (esu1ts in a relatively flat organizat?on struc-
- ture, as opposed to the tall, pyramidal structure of’the Traditional and
Himan Relations Climates. Such a flat structure places relatively many
subordinates under the management of a given superior. Close supervision
‘ is not only not feasible; it is virtua]]y\{mpossib]e. Therefore, general
suEervision that requires well-prepared personne1'capab1e of éssuming a
range of duties is a hallmark of the Human Resources Climate.

It is not uncommon, then, to’find considerable use of temporary orga-
nizationel arrangements (such as project teams, for example) in the Human
Resources C]imaté. Personnel are assigned to a project until it is complated
and are then re-assigned to other projects. A good example of this type
of organizational design is a curriculum committee whose members come from
a variety of disciplines. After the task of currigulum review aﬁd change
(where necessary) is complete, the members return to their respective
diséip]ines, and the committee can be disbanded. Such assignments require
flexibl- oehavior or the part of memberi who must quickly assume and execute

a s.iplicated set of role requirements. Involvement in these ad hoc
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structure;‘hemaﬁds se]f—ddrggiion and the exercise of considerable
initiative. Authofity is widely spread among tﬁe.members,-with,the leader
role calling primari\y for general guidance rather than control and Fommand.; .

Organizational and work design patterns are broad and general with the
resulting organizational form being flat and composed of limited differen- )
tiations b@twéen superior and subordinate roles. Community college
administrators are charged witH-the type of responsibility thét can be
well-executed (at least on the academic side) with this type of organization
and work design. ~

Role security in the Human Resources Climate comes from the opportunity

to participate in decision making and the existence of work designs“that
help the individual develop his full range of ta1e;t. Community colleges,
by their ver; nature, aré excellent candidates for the application of th:se
cdnditiog§. When individuals are prepared and allowed to demonstrate their
talents, both productivjty and saé}sfaction can be achieved. Thg éb]!ege

and the members gain as a result. Administrators should give serious con-

siﬁeration to implémenting this kind of organizational climate.

Communication in the Human Resources Climate is free-form, with members
being encouraged to exchange information with each other witﬁout restriction.

Information is distributed widely over the .organization in order to facili-

.tate the making of decisions at many points. Formal channels, of course,

exist and are used to help integrate the”various individuals and departments

into an effective whole. They are not, however, relied upon solely as is

’ the case inthe Traditional Climate and, to a lesser extent, in the Human

Relations Climate. Multiple communication channels, then, help make the
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role structure of the Human Resources Climate effective. Memos and direc-

~

- tives are simply not sufficieht.

Normat%ve consensus can be expected to follow from a situation in
which members who-;re involved in decision making soon learn and adopt a
common set of values that is so necessary for concerted and unified action.
The task of the administrator is to provide the environment within whjchJ
members can interact te the ﬁoint of developing this kind of relationship.

Proper Spatia[ relations (propinquity) again must.be provided if the
: Human Resources Climate is to be effectivé. These relations should be
determined, however, by all members affected rather than be uni]atera]]}
‘decided upén by the administr;tive group. Res; .1sible decisions can be
expected from well-prepared and infqrmed members; indeed, perhaps better
decisions can be made in this fashion because of the combining of many
sources of informétjon and opinion. Improved space utilization can‘resuit,
and this is uqdouBted]y a desirab]e effect in any community college.

The reward system of tihe Human Resources Climate is of a multiple nature,

with both extr%nsic and intrinsic rewards used. It is open and objective,
which means that all members have information about how it works and can

. .
feel assured that demonstrated performance (and not personal loyalty) is

the basis for decisions. There are deliberate attempts to measure perfor-

mance and to reward that performance equitably; participation in decision

making is encouraged; the system itself complements the assumptions and
expectations of the Human Resources Climate.
This brief review of the nature of the Human ﬁesources Climate indicates

that it can be well-suited to the community college environment. The mission




, and;members of“thehgp11ege have the type of orientation that appears to fit

£ . . . . ’ ..
the climate very well, It does require a different role for the adminis-
- S— i

trator,‘gna {f‘PeQQires a great deal of patience and understanding. Addi-

tionally, a 1on§-term perspective must be adopted in orde(.for the climate
to have its full effect. It Eakes time to develop peop]e: but the results
are well worth the effort. Qué]ity decis}on making, productivity, and
member sagjgfaétion can-bring the type of return on investment that must

be realizad if today's community colleges are to fulfill their responsi-

bility to society. - : B :

¢ L

SUMMARY .

r‘;
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Community colleges play a vital role ip contempdrary education.:;The
role is not only unique but is also demanding and cha]]eﬁging fd% admiHis-
trators. New ways and meaﬁs must beqfound>for meeting the responsibjlity
that is’p1aceg on the administrator, and onexof’the most promising poséﬁ-'
bilities for resolution and execu.ion of this responsibility is an appreci-
ation for thg!ﬁﬁkt that organizationa],é]imate plays in'perfqrmancé“;;gZ“
v satisfaction. | S | _ ‘ ,

It is hoped that this review of three possib]e‘c1imafés has he]bed put
| the matter into perspective so the administrator'méy méke a better choice of
climates. A1l climates must be adapted tq fit ‘their énvironments, but it
" appears that all too often chcices are made witﬁout the benefit of under-
standing the components of organization climate and their interrelationships.
This review has attembted to explair three organizational c]imatgs and the

assumptions and expectations that underlie them; hopefully, it has attained

its objective. ' .,
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ABSTRACT OF CHAPTER- .
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.

In recent years the resources available to community college administrators have be-
come increasingly scarce. This scarcity of resources can be attributed to declines in enroll-
o ments and reductions in funding. This chapter discusses the management functions of
planning, orgamzmg, directing, and controlling, with particular emphasis on how each re-
lates to the management of scarce resources within the community college context. In each
of the four major sections of the chapter, a specific management function is dissected 'and
analyzed. Critical decision areas for that function are presented and described in terms of
how the community college administrator should be especially careful in managing limited
resources for effective and efficient’performance. In the final part of the chapter, several
contemporary behavioral and-analytical methomﬁe quality of managenal
decisions are identified and summarized 'C;aapp ) these techniques Should
better ‘enable the community college admi tor to make precise, rational, unbiased
decisions concerning the allocation of scarce resources throughout the college organization.
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Chapter IV

{ ‘, MANAGING SCARCE RESOURCES FOR
COMMUNITY COLLEGE ADMIix ISTRATORS

Richard D. Tellier

" INTRODUCTION

Management is often cescribed as both an art and a science. More
specifically, the practice of management is commonly regarded as the activity
of méking decisions which affect how iﬁput resouéﬁes are tu be applied
Ehro&ghout any organization, in order that desir'.d output goals and objec-
tivesrmay Be attained. In making these vesource decisions, every manager

must be concerned with the four basic fun *~  or processes of management.
Thesa functions or processes are planning, organizing, directing, and con-
t=olling. A1l managers are called upon at some time or another to make
planning decisions regarding how resources are to be utilized; to organize
;hese re-rurces for effective performance; to, direct the actual use of
resources towards accomplishing organizational objectives; and to control

performance in crder to issure that resources are indeéd beirg used as

planned. .

In recent years, many of the resources with which managers are typically

3

congcerried have become increasingly scar 2. For example, energy--once an
. inexpensive asid readily avatlable commodity--has become a very costly and
" sometimes difficult to obtain resource for most organizations. In higher

4

education, two basic trends in particular have caused virtually all of the

-
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input 'res{:ources used by cél’.e'ge administrators to become severe1y
consfraihed. First, studert enrollments in most areas of the oountry have
at best leveled-c.: to what is often characterized as the "steedy-state",
end in many cases have actually deciined. Since funding is ¢éua11y based
all, or in part, on "average daily attendance", or "fu]]-ti?e eqoiva1ent“
“enrollments, or some other simi1ar concept, the monetary rfsource accord-
ingly has become increasingly 11d1ted This scarcity in funds has been
aggravated by an inflation rate which has ranged between’ s1x and twelve
percent annually for the last sévera] years.

Se:ond, there has arisen a growing natior. /ide resistance on the part of
the taxpaying-public--a resistehce often referred to es a "taxpayers'

revolt". More and more, peop]e are critically quest1on1ng both the amount

~and the use of the taxes they are paying, and to a 1$rge extent postsecondary

education has been caught 1n;the middle of this controversy As a resu]t

k

public funding for commun1ty colleges has, in many ‘instances, been signifi-

/

cantly curtailed so that tax\1ncreases might be aho1ded In all, these two
basic tren.s have generally p]acedseveref1nanc1a1 constraints on the manage-

ment of community ccl7eges. Ano since money 1s the "universal r=source"

with which other necessary resources are obta1ned this reducti 1 in funding

!

has meant that many commun1ty co]]ege adm1n1strators have been forced to

manage with 1ncreas1ng1y scarce resources of a11 kinds--people, equipment,

materials, and the like. \ f

.
! !

This increasing scarcity of resources 1mp11es that community college

managers must be more careful than ever when 511oeat1ng limited resources of

\ /

all kinds among the various competing elements of the organization--student




groups, faculty, support staff, etc. The temptation to “throw money at the
problem” in the hope that it will eventually disappear, or to "grease the
squeaky wheel" just because it happens to be the one making all the noise,
must be resisted more so than ever. fhe fairly common practice of
"satisficing” in managerial decision making, or doing just enough to get by
satisfactorily, needs to be replaced as much as possible by anf"optimizing“
approach towards planning, organiéing, directing, and controlling--that is,
making the best decision possible in view of the overall goals and objectives
of the organization.

The purpose of this ciapter is to discuss the four basic functions of
managenent descriued above, while specifically emphasizing how they relate
to the management of scarce resources within the community college context.
The chapter does not present a superficial 1ist of "one-hundred and one ways
to manage limited college resources.” Rather, in the following four s?ctions
of the'chapter, the manacewment functions of planning, organizing, directing,
- and controlling are individually dissected a=d analyzed. Critical decision
areas are presented and described in terms of hLow the community college
administrator should be particularly careful in mariging limited resources
for effective and efficient performance. In the last section of the chapter,
several contemporary methods, or "tools," for enhencing the quality of
managerial decisions are summarized. By applying some or all of these tech-
niques to pertinent problems, the administrators of community colleges should
be better able to make precise, rational, unbiased decisions concerning the

allocation and distribution of their scarce résources throughout their

respective organizations.




PLANNING SCARCE RESOURCES

v

The management furction of planning involves a wide variety of
activitieéf Included in planning are managerial tasks such as establishing
and reviewing goals, objecfives, and missions; formulating strategic and
tactical plans and procedures; forecasting and budgeting organizational
resources; and, preparing for various contingencies which may arise :: the
future. The community college administrator must pay close and careful
attention to each and every one of these activities-if scarce resources are
to be managed effectively.

The objectives and goals of any community college are the "beacons"
by which the direction of =11 of the missions and programs of the college
are guided. Accordingly, the coilege manager should review, and revise
when necessary, these goais in order to assure that resources are not being
expended towards accomplishing objectives that are inappropriate. Social
objectives (e.g., high-du$1ity, low-cost, postsecondary educational oppor-
tunity for all who desire); organizational goals (e.g., consultative
academic governance through extensive use of committees); technological
Jbjectives (e.g., acquisition of sophisticated, state-of-the-art 1aporatory
equipment for pedagogical excellence); and all other categories of gials
should be intensively reexamined to be certan that they are valid in view
of the limited resijurces available. Also, those goals which are found to
be appropriate for the commdnity go]lege sﬁqqld be ranked by their relative
importance. Scarce resources may then be ai]%gated among these objectives

.., in accordance with their relative value to tt \QVera11 mission of the

\

Y
K}
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college.
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Decision making is the process of choosing between alternative courses
of action. Rational and logical decision making is an extremely important
facet of planning as well as all of the other management functions. This
is especialiy true when resources are constrained. The comrunity co]ﬁege
administrator must be sure that planning decisions are derived from organi-
zation objectives rather than from purely personal ones. Alternative plans
should be analyzed and evaluated using factual data and information, not
intuition and feelings. A management information system which functions
smonthly and accarate]y is essent1a1 for the effective adm1r1strat1on of
scarce:reources. “Tnformation gaps" can 1ead to the inefficient a]]ocat1on
of .1imited fﬂnds and other resources throughout the college organization, and
nust, therefore, be eliminated as much as possible. The actual way in which
decisions are ma&e'may also be inappropiriate. The extensive use of staffs
and committees in'the‘decision making proéess might well have to be curtailed
in times of scarcity if the costs of this consultative approach exceed the
benefits derived from it.

The strategi. and operational plans of any community college need to be'
precisely -formulated. Thesé prcestablished courses of action determine, for
some time into the future, the ways in which organizational resources are o
be distributed. If these plans are too ambitious, or derived from invalid
objectives, or based on inaccurate forecasts, then 1imited resources may be
wasted. Present and future strengths and weaknesses must be accura-ely
assessed, especiallv with respect to resource-generating items such as
enrollment trends and lgcal, state, and federal funding leve's. Any as;ymp-

¢ ":".
ticns wpon which pTals are premised should be carefully checked for their




validizy. On1y‘through careful, rational, objective, and unbiased planning
can community college administrators be reasonably assured that they will
ultimately get the "mostfor their dollar” frém their scarce resources in’
the future.

Once,1ong and short-rangg plans have been formulated, the next neces-’
sary step in effective]y'B]anning scarce resources is to develop _and/or revise
the policies, procedures, and rules of the community college. These are the
guidelines which provide, with increasing gpecificity, directions as to how
the ptans of the organization are to be implemented. Po]iéies, procedures,
ahd ru]es‘regarding student attendance, faculty teaching loads, adding and
dropping classes, and leaves of aBsence, to name just a few, may require
modification in times of declining enrollments and fuhding. The more
efficiently community college administrators specify policies, proéédures,
éqd rules, the less chance there is that valuable assets will be used in a
way inconsistent with tHe overall goa]s,:objectives, and plans of the
organizafionf/

A11 of the various programs being conducted by, any community college
should be reassessed, and new prsgrams critically evaluated, as an integral
part of the planning process. Questiong‘%agtmpe raised concerning the con-
sistency and cost-effectiveness of each and every academic and non-academic
(e.g., athletics) program in existence or being contemplated. Does each
program su.prr. the goals and objectives of the college? Is each p.ogram
being conducted in accordance with the s'rategic and operational plans of
thg colleqe? Are the benefits--to the siudent, the college, and society--

worth the costs associated with each program? If the answers to these kinds

of questions are not E]ear]y in 'he affirmative, then managemen. should give




serious consideration to reducing or even eliminating any offending
programs in order that resources might be better applied elsewhere.
Budgets can be a very important ani effective method for planniné

scarce resources--but only if they are not abused. Cash flow, expense,
and capital budgets all provide a mechanism by which resources ‘can be
logically a.quired, distributed, anq controlled by commurity college
administrators. However, budgets can be and often are nmismanaged. It is
not uncommon to hear comments around college campuses to the effect that
" . . we've got to spend it (budgeted money) even though we don't need it,
be-.use it-we don't spend it, they'll qﬁ? it out of the next year's budget:“

sya; ™., . if we stay within our hudget limits this year, we'li get the
same or even less next year, so let's go over the budget a bit." When
budgets are based solely on who did or did not spend certain amounts of
money in preceding periods, they lose most or ali of their effectiveness as
a planning method. Rather, budgets shouﬁd/be used by community college
administrators as a rational means for allocating scarce resources throughout

the organization on the basis of the overall goals and strategic plans of the

college.

In order to plan effectively for the efficient use of sca,ce resources,

the community coliege administrator must make accurate forecasts regarding
future conditions such as enrollment levels. This forecasting process can-
not be left solely to intuition and judgment. Many forecasting methods are
readily available to management (trend analysis, moving averages, auto-
regressive models) aad should be used to predict as precisely as possible

both the availability of, and demand fur, future resources. With effective




forecasting, management can more accurately judge just how scarce future
resources may be, and plan for where they might most ‘appropriately be
applied. 7 7

Gigen the dynamic nature of the surrounding environment, the community
college planner needs to formulate stragegies, olicies, etc., using what
is often.referred to as a "contingency approach": Plans cannot be rigid
and inflexible ifsthey are to be readily adaptable to an ever-changing
environment. [Enrollments rise and fall; demands for djfferent academic pro-
grams increase and deérease; laws and statutes goyerning community colleges
continually change; and so forth. In order that resources?may be quickly
and easily redirected ccrrespondingly, plans must be flexible and adg;tab]e
to some extent. Contingency planning means that limited resources ca. be
moved about to where they are most needed whenever changes in a dynamic
environment so dictate. '

In its entirety, effective planning is an integral and major aspect of
managing scarce resources. To be successfu]i\today‘s administrators of
commun ity co]leges\must make carefully considered planning decisions regard-
ing the goals. strategies, policies, programs, and budgets of their organi-
zations. Both strategic a.J operational plans must -be--flexible and
adaptable, given the dynamic environment within which community colleges
operate. Planning canrot be left to chance. Rather, plans need EB be well-
thought-out and well-communicated throughout the 6rganization. Only by
effective planning can the increasingly 1;mited resources available to

community colleges be put to use in the best possible way.
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ORGANIZING SCARCE RESOURCGES

In addition to planning what resources will be needed and how they
should be distributed, the community college adminigtrator must also be con-
cerned with how these scarce resources are organized. Managers need to make
careful and considered decisions regarding the interrelationships and inter-
actions which exist between the various resources of the college- -students,
faculty, staff, eduipment, supplies, etc.--if these resources are not to be =!
administered in a haphazard and disorganized way. With proper organization,
community college administrators can be Better assured that the scarce
resources available to them are used as effectively and a; efﬁicient]& as
nossible. —

Organjzation basically implies the "grouping" of the resources neéessary
for accomplishing the goals and objectives of the community college in Some
way or another. Two different community college organizations actually exist:
the formal organization as specitind by administration, and the 1nf0rmai
organization which evolves over a period of time. The commurity cc]]ege
admin, strator«shou]d be especially concerned with integrating the two "~ This
can and should be done by assuring as much as possible that the persona]
desires of the m%mbers of the community college organization are fu1f11]§d
in conjunction with the attainment of the formal goals and objectives of the
college. Through this process of "goal integration", the cims of both
organizations become harmonious and supportive of each other.

When resources are 1im{ted, managers should be certain that the responsi- |
bility-anrthority-accountability relationships, ?he "g]ug“ that h91ds the

-~ 4 . 3 .
organization together, are appropriate and consistont. Responsibility is
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the obligation to contribute in some fashion to accomplishing the goals
and objectives of the community college; authority is the formal, dele-
gated right to take the necessary action to discharge a responsibility; and
accountability is the requirement to report on how appropriately and suc-
cessfully authority has been usad and responsibilities have been met.
Balance between the three is imperative for effective and efficient use of
community college resources. Tdo much authority, or too little accounta-
bility, for exampie, invites the diversion of scarce resources away from
the besgffﬁferests of the college organization as a whole in favor of some
particu]d} personal pursuit. The community college administrator hust* .
therefore, be careful that for each and every positioﬁ in the organization,
the dégree of responsibility assigned is neither insufficient nor excessive;
that the authority delegated is commensurate with the resbonsibi]ity assigned;
and, that strict accountability is exacted regarding how that authority is
used to discharge the responsibilities of the position. ,

An organizatiéna] concept closely related to the responsibility-
authority-accountability triad is that of power. While some bases of power
in organizations are derived from formal authority (for example, the power
to reward and punish), others are more personal in nature (charisma,
professipna] expertise, and the like). The faculty member who is an expert
'teacherizﬁﬁ scholar, or who. is a "super nice person,'ﬁ?or instance, may
exert a real and significant power over the thoughts and actions of colleagues.
The comnunity college administrator who recognizes where these informal,
personalized centers of power exist within the 6rganization can make a

conscious effort to enlist their support and aid in assuring that scarce

resources are put to the best use possible.
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" the way of any meaningful reorganization which is required to halt the

I3

The way in which the operatioas of the community college dre subdivided
o

or "departmentalized" should: aiso be reviewed, and revised as warranted, in

view of resource ﬁ?%itationsl Some academic or admjnistratiye departments

- i

may not be making a significant contRibution towards attaining the overall

goals of the college and, therefore, pefhap5°shou1d bs eliminated entirely. .

Others might function more efficient]ylif reorganized and merged into a
smaller number of departments. These are perhaps the most di{ficu]t kinds
of changes for the community college administrator to make. Student -
programs, faculty tenure, and administrative "empires" ar; just.some.of the
areas affe%téd by*%hanges in the basic structure of the communjt&»gg]]egg
organization. But these difficulties should not be permitted to stand in
distribution of scarce resources to organizational elements which do not \\\\
contribute their "fair share" to the overall performance of the  college.
0rganizationa1 retrenchment, while not a pleasant management task, may be
the only way to assure that the community‘co11ege can continue to surﬁ¥\g‘é
during periods of declining enrollments and funding,

The use of staffs and the line-staff re]ationsh%ps which exist in the
community co]]egé organization should also be reexaminéd to determine if any
inefficient uses of resources are evident. It may well be that the "luxury"
of maintaining numerous advisory staffs on an ongoing basis is one which
cannot be afforded when resources are limited. Whenever and wherever staffs
aré used, the community college administrator can take several steps to
improve the.efficiency with which they operate. Respon§ibility—authorityi
accogntabj]ity relationships must be clearly spegified so that staffs do

not exceed their jurisdictional boundaries. The administrators should
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listen to their staffs--if the advice iS not worth hearing then the staff

should be eliminated. Members of spaffs must be kept well-informed if the
L 4

_advice they provigde is to be based on timely and accurate data. “While

staffs which are superf]qug constitute a waste of bo time and money
those which are necessary and whose advice is heeded can be a valuable
asset in managing scarce resources. p .

a pommunity colleges have sometimes Heen characteeized as being

"notorious".in their use of committees as a part of the organizational

process. Both standirg and.ad hoc committees tend to be used fairly

. extensively in colleges as a meahs ofyimplementing the consultative

appfbach towards decision making. The benefits of committees--group dis-
cussion and evaluation; broad representation; flow of information; etc.,

are often well-worth the time and effort contributed by the committee

. members.- However, committees have their disadvantages too: they are tine-

consuming and costly, they can obfuscate responsibilities, they may lead

to iﬁdecision and problem-avoidance, and the like. Community college
édministrators, therefore,‘need to be particularly careful that they are
using their limited resources efficiently, and are not a]]qcating them
inhpp;opriate1y, whenever they establish any cormittee as an element of the
college organization.

\ In all, then, organization is an iﬁportant factor-affecting whether

scarce resources can and wil! be applied as effectively and efficiently as

‘ possible towards accomplishing the goals and objectives of the community

college. Administrators should recognize the existence of an informal

°

R
organization as well as the formal one and attempt to integrate the goals

and -activities of the two. Responsibilities, authcrities, and

&>




accountapi]ities must be clearlyv specified and cohmunicated, anc kept in
balance with one .another throughout the college organization. Additionally, /
bases of power--both formal and informa]-;need to be identified and ihc]uded”
i} %he effort to properly manage limited résourcés. The extent and nature
of the depértmenta]ization which exists in the organization should be
reexamined and revisedgwhere necessary .to assure that every element of the
organization has a viable role in accomplishing the overall goals and
objectives of the community college. Staffs and gommit£ees must quﬁ be

A

used judiciously in order tha: the her]efits of each may be obtained without
excessive expenditures of time and %oney. Gare}ul management gtteh%ion to
these organizational areas will contribute significantly to the effort to
use the scarce resources aQai]ab]e to the community college in the ‘most

appropriate manrer possible.

-

DIRECTING SCARCE RESOURCES

Once any administrator has reviewed the way in which limited resources
are organized and interrelated throughout the community‘co11gge, and has
revised the organizatjona1hstructuré of the college wherever called for,
then the next function or process of managemsnt wnich should be crifica]]y

examined is that of directing. As its name implies, directing concerns the

ways in which organiiationa] resources are channeled toward accomp]ishjng
the overall goals and objectives of the community college. Three major areas
of directing should be carefully considered. These areas are motivation,
leadership, and communications. Effective administration of all three of
these areas is essential for the best use possible of the resources available

to the community college.

1]
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Motivatior is essentially a cyclica]/phenomencn. Individuals .have a
variety of needs which give rise to the drive to behave\jn ways by which the
) ‘rewards will satisfy their needs. As old needs become reasonably well-

éatisfied, new needs arise to take their place. The motivational process .

' is thus a continuous, ongoing one. As much as possible, then, the organi-
zational resources which are used to reward the personnel of the community
college must be consistent with thé needs and desires of those individuals,
aﬁd Tinked to performaﬁce which facilitates the attainment of the overall

goals of the college. In this way, faculty, administration, and staff

personnel can accomplish their own ends--rewards which fulfill their own

personal needs--as a result of effort and performance which is ’in the best
interest of the college. |

Recent studies have iﬁddcated that there are two basic independént‘
factors which affect the motivation, sati~factjon, and performance of the
individuals within any organization. These factors are commonly referred

“to as the "motivational" factor and the "hygienic" factor. The motivational
factor is related to the content of an individual's job--meaningful work, a
sense of responsibility and achievement, and similar items--while the hygienic
factor is reiated to the context of the job--working corditions, supervision,
pay, and the like.

Studies have shown that both factors must be carefully managed if
performance levels are to be as high as possible. This is because the
hygienic factor tends to be associated with dissatisfaction, while the
motivatiéna] factor tends to be related with satjsfaction. So, community
college administrators should strive wherever possible to ensure both

that the working environment is rot a source of dissatisfaction and that
N\
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the content of eagh job 19 a source of satisfaction. By using Timited
resources in a was which minimizes sources of d1ssat1sfact10n and max1m1zes

Jources of satisfaction Lhroughout the organization, the college administrator

r

will have done much toyard chieving the highest levels of individual
motivation and perfcrmance feasible. -

Leadership i a second major consideration for the comunity collegea.

.

administrator faced with tne challenge of effectively directing scarce
] zf .

resources. Yaile similar in many respects, leadership and management are
separate and distinct concepts. Whereas management is a formal Biyaniza-
‘Q,’ - X - £ » 3 FIK) .
“tional role, lesdership is a more personal concept regarding an individual’s
o . ' .

ability to-influence anh direct the behavior of others. Being placed in a

-,
RSNy

managerial position does not automatically make qngfan,effectivé"iéader;

" cé1ierseiy; soﬁe of the most influential leaders {for example, heads of

facu?tv groups) in any covr;ntsy college are not in adm1nls€rat10n gg_ se.

. One- Amportant asoect of the 1eadersh1p role which affects how well any

leader perfcnms is the extent to which the individual possesses the requ1s1te
_ — e

.skills of leadership. There are three basic classes.of leadership skiils:

-

cerceptual, technical, and rumaé’ski}‘s Tspecially at the higher levels
of the ronvunxtj‘col1ege organization, administrators need to bé capable of
ef‘eat‘vcxy conc&ptgaizatng the long~-range goals, objectives, strateqgies,
and programs of the callege 1€}they are Lo be qood leaders. Technical
Ctkilis--a thorough understanding of the detailed complexities of the obera-
tions of the college--is particulariy required of leaders at lower organiza-
tional levels. At all levels of the organization, administrators must be

caaabip of gas1ly and 0'fﬂLt¥V81j interacting with others if they are to be

succass.az in their leadership roxe Community college administrators




sho ‘1d, therefore, assure that they themselves, and those individuals they
place in other leadership roles throughout tﬁg college, possess these skills
and develop them to the fullest extent.

{ Another important aspect of the leadership role is the leadership style
the 3eéder adopﬁs. These styles can range ahywhere from a totally exploitive,
autuoeratic approash to a completely free-rein, "hands-off" style toward
directing the actions of others. While the;e is eviaence thet choosing

/;he.styfe whiFh works best is contingent sc “ewhat upon the nacure of the
leadership situation, in the majerity of inétances, a participative,

] consultative approach toward 1eadership'appears to be most appropria.e.
This is especially true when deqliﬂg\yith profz-cionals and "white-collar”
workers found in the community college setting.

ﬁﬁﬂgiA Last, leadership effectiveness is to a large extent determined by the

types and degree of concern the leader possesses. A comrion fa]]acy is to
assume that a cancern for organizational productivity and a concern for the
needs of the peop]é within the organization are opposing ferces, and that

having a high degree of concern for one must necessar;]y mean having a

minimal concern for the other. Studies have shown that, actually, these

two concerns are not independent of one another. In general, the most

effective leaders typically tend to possess a great concern for both the
eeds of people and the goals of the organization.

Overall, the community college aww.nistrator should have a twofold
intecest in leadership abilities. Administrator: need to examine botn their
own capabiiities and those of other individuals p]acedrin leadership positions
throughout the college. Whenever required, skills should be enhanced,

styTééAmédified, and éoncerwsheightened, s0 that the leaders of the cor ity
f‘\\
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college can effectively direct the use of the scarce resources available
towzrds the efficient attainment of the goals and objectives of the
colleqe.

Communications is the third major area for concern when analyzing the
directing function of management. Without proper communications, it is
virtuaily impossible to dse limited resources of the community college
properly. Administrators should be careful to assure that communications
channels are open and functioning freely throughout the college organization--
downwards, upwards, and laterally across departmental Tines. Barriers to B
communications need.to be reduced and eliminated. Messages must be
expressed clearly in terms the receiver can readily comprehend. The
"grapevine", the communications channel of the informatl org§nization, should //
be incrrporated in the communicatic~s network used by the formal organi ition. -
Care should always be taken to be completely accurate ‘in administrative
conmunications. Also, only necessary and essential information should
genera]iy be communicated. Far too often, communications channels become
saturated with trivial and unnecessarx‘transmissions. JThis can result both
in tying up important messages and in having these vital messages lost or
ignored. Precise, accurate, clear communiéé‘iohs are the only way in whié
the vse of scarce resources can be girected with a minimum of waste and
inefficiency.

In total, directing <carce resources relies heavily upon achieving
higher levels of motivation, satisfaction, and performance through effective
leadership and communications. The personal needs of the administration,

facuity, and staff of th2 community college should be taken into considera-

tion when directing their organizational activities. Leadership skills,




sty]es, and concerns must be reviewed and revised as required in order that

‘adm1n1strators might more effect1ve1y gu1de and influence the behavior af
others toward accemplishing the»overa]] goa]s of tha college. -
‘Additionally, communications need to be c]ear and accurate if the
directing prozess i to be successful. One last point, a partjcu]ar]y
important one for manag%mpnt when resources are especially scarce, is that
many of the improvement. which can be made in directing the activities of_
the commdnity colleg. (incyeasing the motivation to perform well by designing
challenging jobs; developing a participativen1éadership style; communicatihg

-~

c]eér]y with others; etc.) can be brought about with a minimum of expénse'

and thus with a minimum drain on the limited resources available to the

community college administrator.

CONTROLLING SCARCE RESGURCES

Controlling is the last of thirfOUr basic functions or processes of
management with wnich community college administrators should be concerned.
Far too often, manage?s'devote the bulk of their time to estab]igpina plans,
organizing resources, and directing activities--and then just “"walk away"
from things, assuming al? 11 go well. But, as Murphy's Law has it:
"prything that can go wrong, will--and at the most inopportune +ime
possible."” Controi is, therefore, a critical fonction for the administra-
tion of community colleges. Effective control is essentiaa for assuring 1
that the scarce resources avaiiable to the college administrator have,
indeed, been used in the best possible way.

Coﬁtro] can be thought of as being‘compriSed of seven steps which need

to be performed one at a time, in sequence. These steps are: data
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collection; information processing; comparison to standards; identification
of discrepancies; analysis of discrepancieg; determiq&tion of correctiva
action; and, 1mplementation of corrective action. Each and every one of -
these steps is equally important for effective control, since control is
"only as stﬁong as its weakest 1ink". [If the community co11egé administrator
neglects any one of these seven steps, then resources may well wind up
being misapplied accordingly. f

lhe first step in controlling the use of limited <sources is to
gather appropriate data regarding how well or'how poorly the goa]grgnd
‘objectiQés of the‘cof1ege are being accomp[ished. Total enrollment figures,
class attendance records, and class s’zes are just a féﬁ examples of the
many kinds 04 quantity, quality, time, and cost data‘whikh can be and are
used for control purposes. These data provide the foundation for effective
control. .
The'secondigtep in controT*iS'fbjtréhsform data into information. Raw
"aéféa.éibften>difficu1t to interpret, ¢ s generally should be gonverted to,
aﬂhore meaningful form of information. Fﬁr example, tg}a] enroi]ments can
be transformed«to full-time equivalent students, class attendance records
to average daily attendance fiqures, and so forih. The information which
results from these transformations car then more readily be comprehended
by the ccliege administrator and used for c¢ontrol purpoées.

Th{rd. the information gained from control data should be compared to
" the appropriate’ standards. These standards should have been established as
a part of the_p]anning function. They should reflect the "norms" of the

community -ollege, the desired{leve]s of attainment at the various control

noints being analyzed. Projected full-time equivalent enrollments, desired

| 1
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average class sizes, and budgeted full-time equivalent faculty positions are -
% o T
examples of the kinds of standards established by community college administra-

tors when planning how best to use their scarce resources.

The fourth step in control is to identify all discrepancies which may
exist between actual performance and plonned activities as reflected by the
-standards of the college. It is especially i&portant to recognize her - that
it may be just as in;ppropriate to exceed a standard as it is to fall short of
that standard. To havé more books and Leriodicals in a library than planned,
for example, may mean that the resources which are being used to acquire and

" maintain these volumes might be better put to use elsewhere in the college.

fifth, the community college administrator must carefully anaiyze the
reasons tor any.discrepancies which ﬁay have been identified. Up to this
point, the concern has been for what (if anything) has not gone according to
plans. Now the concern becomes one for why any discrebancies have occurred.
It is particularly important to be certain of tHe true "root" cause of the
problem and its identification, ». ther than a secondary cause or corollary symp- °
tom. QCtherwise, rasources may wind up being expended inefficiently on treatiné
symptoms instead of actual causes. Additionally, administrators should keep in
mind that it may be the standards themselves whiih are at fault, not actual per-
formarce. Unrealistic standards which cannot be attained in acéua]ity may well
be tﬁe cause of some of tne disqrépa1cies identified by the contkcl process.

The sixth step in the control of the operations of the cémmunity college!
should be formﬁlatibn o7 corrective action for remedying any discrepancies which

may have been identified. If class sizes are too small, some msy have to

be combined or dropped, and fewer cigsses might be scheduled the

82




-
next time, for example. Generally, corrective action will need to be

two-cheted: curative and preventive. Curative correcti?e action is
inténded to remedy what has already occu;Led (combininé ¢lass sections),
while preventive corrective action is aimed at assuriag that the same
discrepancy does not occur again (scheduling fewer classes in the future).
Lasp, the corrective action which has been formulated by the co]]egé

administration must be effectively implenented. Of particu1§r_jmpgrtance—~’**“"
is that feedback ﬁust be obtained in order to make4zg;;;;n that the curative
and preventivie actions are, indeed, having their desired effects. Gathering
these feedback data initiates the entire control process once again--new

data are transformed into information which is compared to standards, and

so forth. Thus, control becomes an ongo<ing procégs fer the community college
administraﬁor, designed to ensure that limited resourgges are‘actually being
used correctly, as planned, fof the effective and efficient aitainment of ihe
goals and objectives of the college.

Overall, the adminlstration of any community college involves accom- -

plishing a complex se. of activities associated with p]énning, organizing,
directing, and controlling the performance of the tota: coliege and the
various elemer *< ~¢ which it is comprised. While never an‘easy task, college
administration becomes an especially difficult job in periods of dec]in%ng )
enrollments and .decreasing funding--periodswhen virtually all of the
resources available to the administrator correspondingiy bzlLome scarcer

than ever. In the following section of the chapter, several behavioral and

analytical methods for aiding the tormurity cellege administrator in

"getting the most from each resource dollar" are briefly described.




SOME METHODS FOR MANAGING SCARCE RESOURCES

A variety of methods are available to help the community college
administrator with the task of managing scarce resources. Some of the

major behavioral and analytical tools which might be applied to this—task—
_ R __,.——/‘—’_—77 .
are summarized in the fottowing paragraphs. With these techniques, the- -
o= e
college administrator should be better equipped to meet the challenge of .

using Jimited resources as effectively and as efficientiy as possibie.

Job_enrichment has been shown in many studies to be a very effective

way to increase an individual's motivation, satisfaction, and performance.
.The process of enriching any job basically involves making the work more &
meaningful, ckallenging, and intrinsically rewarding. Often this is done
by giving the individual more responsibi};ty for,- and authority over, }he
'nature of the job. With the addition of these managerial characteristics Ny
to the position, the work is thereby made more interesting and §§tisfying
. to the em;loyee, and motivation and performance increase accordingly; but,
too great an enrichment, too quickly, can sometimes be too-much-for the ~— —
' individual to cope with, and just the oppositeresult occurs. A careful ana
judicious approxch towar( job enrichment, however, will often lead to petter

performance and, therefore, less waste of Timited resources.

Management by Objectives (MBO) is another, similar behav%ora] method for

improving job performance. In MBO, both the administrator and the sUbordinafé,
working together, establish the nbjectives to be accomplished in the sub-
ordinate's job. After an agreed upcn period of time, performance is appraised
in view of how well the individual has accomplished these objectives. The

ability of the individual to participate in establishing the parameters of




the nosition often l.ads to an “"ego involvement" in, or personal commitment

to, the work to be done, which in turn results in a higher level of per- ___ ——

-

¢ formance. The inhexent~aspectS’GT”thlﬁaygtoﬁmunications and participative
r,__,.-’—-’*’"(r.—-_’—é 3 .
leadership make MBO an attractive tool which may be of considerabie use for
_ the. commun1ty co]]ege adm1n1strator
Periods of scarce resources in commun1ty co11eges éenera]]y 1mp1y o
periods of cnange, in which numerous actions are taken, in respbnse to the ?7

decline in resources Often,. the use of a "change agent" can be very o

beneficial for assuring that these changec are brougnt about as rapidly and =
° efficiently as possible. The change agent is an individual whose jcb is to
make certain that the nature of, and need for, any change is c]ear]y undev-
stood by all those who are affected by the change. The change agent also
" oo - splicitsTthe active~;articipation of those affected in determining how the
# change should be implemented. Again, the participative approach toward the

management of change typically results in a reduced resistance to change and,

thus, a greater efficiency in its implementation.

"Job enrichment, management. by objectives, and the use cf change agents
are just three of the many behavioral techniques avaiiable to the community

< college administrator faced with the task of manaaing scarce rasources as

b .

e Ficiently as is possible. The general area of management called organi-
zationgl Aevelopment (0D), which inc udes these and o*her behavioral methods
(e.g., sensitivity training), has been the topic of numerous studies and

writings in recent years. However, the underlying theme for all of these

methods is that an understanding of, and concerh for, thé needs of the

3

individual> (coupled with a consultative, participative approach towards

administrative Jeadership) will typically result in a greater motivation and
1
|

&




commitment on the part of the individual--and, thus, in higher performance

—_—

-’_—“—ﬂ o( 3 0 .
and a more efficient use of limited resources.

L4

Turﬁ%ng now to some analytical aids for managing;scarge resources, one
area of the managemeny sciences is particularly relevant for discugsion.
This area concerns the field o? mathematical programming. Mathematical
prog:amming is comprised of ané]ytica] methods including linear programming,
non-linear programming, and dynamic probramming. These methods are all
mathemPtica1 tools available to the commun:ity ccllege administrator whose
explicit objective is to allocate scarce resources among competing alterna-
tives to 0pfimize some chjective function, such as minimizing tbe total

(3

-~C0st Of operations. They can and should be used to help determine which,

if any, missions and nrbgrams of the college should be elimipated altogether,

and at what levels the remainder should be pursued--all in view of the best

possible allocation of the limited resources of the coilegé for accomplishing

»

its overall goals and objectives. \

A relatively new approach towards - .chematical programming is that of

goal programming. As with the methods mentioned above, goal programming i.
concerned with allocating scarce resources as »t as po:  'e among ;ombeting
alternatives. however, goal programming also recognizes that nosi
crganizations there are many goals, with differing priorities,-which nged

to be accomplished. Thic method enables the administrator to allocate his
resources so as to ensure that top priocrity goals are completely accomplished
f;rst, and so on down the line. Goal programming analyses typ1cai]y

conclude with low priority goals be}ng Iess than fully attained because of

the scarcity of resources.“ Many succéssfu] applications of geal programming

have been reported, including areas such as banking, credit unions, and




OSHA safety requirement mode]sl Goal programming has the potential of
being a very important tool for aiding the/fommunity college administrator
in determining how best to a]]ocate'scérce resources, while keeping in
mind the differingpriorifiesof the many goals and objectiveé of the

0

community college. . ' . ot
¢ . o
A third analytical approach towards resource management, one which is

also relatively new to most_administrators, is that of zero-base-budgeting.

Zero-base budgeting imp]ieg that every element of the organization is "wiped -
. out" at the beginning of each budgeting‘period, and that every 1tem‘iné1uq?d
in the new budget for that period must be jus@ifjed aﬁgw. This justificatjon
process re-uires that ?very propos&d activity be describgﬁ and éxp]ajnqd,*
the cgnsequences of not-pursuing it discussed, any a]tgrnatives to the <
activity presenied, ahd the estimated benefits and costs Gf the activi?j ’
spe]]ed.dht. These "decision péckages“ for all of the proposed activities
aredthen ranked by administration in order of importance and talue, and
scarce resources are budgeted accordingly. While more tiﬁg-cgnsuming than
traditional budéeting teéﬁn&qués——especia]]y the first time it {s apoliea--
zer;-basezbudgeting can provide the_commupit5 college administrator with
an effective technique for budgeting limit:d vesources in a rational,
efficient way. : . v F
Mafhematica] pi'ogramming, goa] programming, and zero-base budgeting are
. ynly some oF the many ana](t1ra1 tools with which the adwwn1strators of
- community colleges can better ensure that theiv srarcé resources are be1ng
allocated as effectively and at efficiently as poss1b1e. The management

sciences field contains scores of similar methods for the rational manage-

mert of ofganizational resources. The overall concept with which the-

, : 87
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comrunity college administrator should be constantly concerned i; that of
benefits versus costs. In general, whenever limited resources are tc be
applied anywhere in the communitx&cq11ege oryanization, the administrator
should be certain the benefits of that application exceed the cost bf the
resources; and that, dollar for dollar, the greatest'possib1e benefit is

. ‘ .
‘ being g ned in comparison to all alternative applications. With such an

approach, community college administrators can be assured that they are

doing the best job possible of managing their scarce resources.
: ' SUMMARY /

The management of scarce resources is a.difficult and complex task.
cT Recent declines in enrollments, and cutbacks in funding levels, have made

it imperative that the community college administrator be especially careful

-~

regarding how increasingly scarce resources are allocated throughout the

college ov-gam‘zation..l "Satisficing" in manwserial decision making must be

| e
v

: rep]aged d; an optimizing approach toward managing limited resources.
4 R When ﬁ1anning *1e use of the scarce resources of the community college,
| administrators must.ensure that the goals andﬁobjectives of the college are
precisely def%ned. Decision making should be as rational, objective, and
<-".'unlﬂased as possible. Strategic and operational plans need to be coﬁ%%stent
- with the goals of the ccllege and within the scdpe of the avai1ab1é }esources.

Policies and procedures sh-uld be carefully reviewed, as should all new and

1 ."'.\ - ”
) * ., existing programs. Budgets and the budgeting process must be as precise as
— '

pessible, and free from typical abuses. Forecasts should be objeetive and
accurate. Last, all plans should recognize the dynamics of the planning

envirqnment‘ and should, therefore, be flexible and contingent upon environ-

mental changes.




When organizing the use of the scarce resources of the community
college, administrators must be certain that all responsibiiity-authori. -
.accountabilfty relationships are clearly defined and are in balance. The
way in which the college is departmentalized should be reviewed and revised
N if necessary. The use of staffs, and the iine-staff relationships, also
need ,to be ceexamined. Both standing and a& hoc committees should be formed
only when necessary to improve the decision making pkogefs, and not for
reasons such as avoiding making decisions. Finally, the informal organiza- .
. tion should be inteerated with the formal organization as much as possible
in order to facilitate the operetions of the community college.
When d1rect1ng the use of’ the scarce resources of the commun1ty college,

adm1n1strators need to be concerned with the nee¢s of the 1nd1v1dua]s within

the co]]ege organ1zet1on Both the content and context of work must be

‘well des1gned if sat1sfact1on7and peer(mance are to be high. Conceptual,

-~

,/
“technical; and human’ skil1g should be developed by those 1n'1eadership roles.
A particieative leadership style, in most instances, will result in a
. greater comm%twent and higher level of performance. Community college

4ea§§rs;s1mu1taneou51y can and should be highly concerned with both" the

w' needs of the 1nd1v1duals within the organ1zat1ons, and the goals and
-3 obJect1ves,0f the co]]ege jtself. Communication channels should be open in
. / ~

. xa1T’d1rect1ons throughout the organization. Messages need to be clear,
precise, qnd accurate. Finally, trivial and unimportant communications
, should not be permittT? to overload the channels of communication in the

commun1tylco]1ege \

)

T

When controlling éhe use of the scarce resources of the community co]]e €3

£ administrétors must pay careful attention to each and every one of the seven




sequential steps in the control pro~ess. Control data thatare relevant
and accurate must be collected. These data need to be transformed into,

meaningful information which can then be compared to planned standards.

Discrepancies between actual performance ?nd standards must be,identified

and carefully analyzed as to their causes. Appropriate corrective action--

both curative and preventive--should be formulated and implemwiited. Finali,,
. feedback should be maintajned to assure that the desired results are,

indeed, being attained. l '

When managi. , the use éf the scarce resources of the community collede,
administrators have many beggviora1 and 5na1ytica] tools available to aid
them in this task. Job enr :chment, management by objectives, and the use of
change agents are just a few of the many behavioré] methods which can be
used. In general, these behaviorat féchniques recogpize the needS ofvthe
individuals in the college organization, and the effectiveness of a partici-
‘patiQe and integrative leadership approach, for attaining a hich level of .
cownﬁtmegt and performance. Mathuaatical programming, goal programming, and
zero~base budgeting are somé of the numerous analytfkal tonls 7Trom the

4

management séiences which are also available to community college administra-
tors. The basic aim of these analytical techniques is to provide quaétiiative
methods for helping commur.ity college administrators ensure their decisions |
result in receiving the greatest benefit possible for each rescurce doliar
spent’. - ' .
In conclusion, community college adminiétrators faced with declining

enrol Iments, decreasing funds,‘and dwindling resources, must carefully plan{
organize, direct, and controi the entire spectrum of the activities of thé

college organization, making .good use of ihe many behavioral and analytical

30
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" tools available. This must be done if community college administratcs
are to be assured that their scarce resources are being utilized in the

best, most effective, and efficient way possible.

r
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. ABSTRACT OF CHAPTER
. . . . r’ \‘ . . . .
Building on their personal professional egperiences in community college education
. - . . \ . ‘
and their special studics in the field, the authors describe the development and use of four
types of managemert teams in these institutions. They are designated as follows: (1) top-
. management-—-a group responsible for highest level policy formulation and administration
of the college: (2) -innovative implementing-a group responsible for seeing a new insti-
tutional departurc through stages of development from exploration to institutionalizacion;
(3) key work group member—a group responsible for cffectiveness of a particular functional
area of the college: and, (4) special evaluation-—a y..up responsible for critical assessment
of the institution or a significant element in it.

The basic preiiise for discussion of development and use of these management teams
in .he chapter iv that commuaity colleges are “kno.wlcd'gg organizations”, ones depending
on use of specially trained personnel to carry on their functions and having social gaiils in

“level and use of knowledge as their products. Scctions of the discussion deal with the
scholarly base on which development and use of community college management teams
rest; role definition of teams and team members; role coordination; tcam member identi-
fication, recruitmert, angd selection; team member professional development; and,
evaluation of team productivity. The chapter closes with a call for further application of
rescarch and devclopmental energy on tcam development for improved management of
community colleges and some indications of dirertions these efforts might take, as well as
the reasons why they are rneeded. ¥
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) . COMMUNITY COLLEGE MANAGEMENT L!
. . by + LT
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. Eileen Kuhns ,

- -- -INTRODUCTION - a

k4

Frem the variety of perspectives provided by our association Qith, and

]

studies of, community;éo11eges,-we see wé]]iyanaged communi ty co]]éges using
four types of managef;nt teams. For purposes of the discussion to%fo]]ow in
this chapter, the E;ams are degignéted as: (1) tpﬁ—management; (Zzlinnovgtive
implementing; (3) key work group member; and, (4) special eva]détiﬁn. The
worfiﬁg definition of each is: (1) top-management--a group réspoﬁsib]e for
highest-level policy formulation and administration in the co]]egé; (2) inno-
vative implementing--a group responsible for"seeing a néw instiiptiona] .
departure through stages of development from exploration to instftutjona]i-
zation; (3) kéy work group member--a group responsible for effectiveness of

a key functional area of the college; and, (4) special evaluatign-~a group

responsible for critical assessment of the institution or a significant

4

element in it.
To a degree, each of these types of teams is recognized, though nct

necessarily by the designations given here, in the scho]ar]y.1itera;ure of
organizational behavior and management. The use of teams for top-management
and‘for the imp]emeptation of innovations within the organization isicoming

to be generally abéepted in the literature of the field tha: examines the use

>




types listed, however, represents a conclusion reached by the auéhors_&f

this chapter as valid, based upon their synthesis of a number of authoritative
works }n the field, and their own personal observation of the administrative,
maragement, and feadership style and practicés followed in community c:'leges.

The Tast type of team identified and to be discussed in this chapfer has thus

far attracted relatively 1ittle notice as a specific management approach in

-

"the authoritative writings on the subject; however, the increasing evidence
of its use in practice in the management of community colleges persuades the

authors that it merits inclusion in the discussion presented here.

Purposes and Organization‘of Chapter

Several purposes are set for the balance of this chapter. In the sections
which follow, attention will first center briefly on the knowledge base on
which the team idea rests, and next on the use and validity of team develop-
ment in the maragement of .community colleges as a particular kind of institu-

. tion with a special educational purpose and philosophy to implement in their
operétions as -completa organizations.y The next two sections will discuss, in
/ turn, the role definition of teams and team members and the task of roie
coordination. A fourth section deals with team member identification,
recruitment, and selection; a fifth with team member pﬁofessiona] improvement
" or "staff development;" and.a sixth wité the evaluation of team productivity.
The chapter closes with'a call for further application of research and -l
developmental energy on team development for improved management Ey community

colleges and an indication of the directions these efforts might take as well

as the reasons why they are needed.
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. v - THE--KNOWLEDGE - BASE--OF-THE..TEAM._CONCERPT . .

Efforts to develop a better generai understanding of the team concept in
staffing, structuring, and managing an organization ére seen coming f;dm two
directions. Qne is~the thruét of some sého]ar analysts to establish a general
theory of group or social organi;aticna] action which can apply to all forms
of organizatjons and enterprises. Another is %he efforts of analysts of the
staffing function in particular spheres of activities such as Qusiness,
industry;'and S0 on.

Anong those who can be mentioned whose work Builds a basic theoretical
foundation for understanding the merits of use of a team development approach
to any human enterprise are Talcott Paﬁéons, and A. H. Mas]ow.'hParsons

D woéks on the basic structure of social organization, and his déve]opment of

Q a theory of individual and personal drives toward satisfaction (in re]atjon-
a 4 ship to individua]s“sense of deprivation) provides theoretical and conceptual

\'fOUndations on which mary propositions foi institutional management, including
the notion of team development, can be édvanced.l In a similar manner, but
from a different perspectivea(name1y the psychological drives of human
individuals), Maslow'has established a cheory of motivation in individua]

e

behavior on which many management practices are being 1a1‘d.2

The work of specialists in the study of stéffing ﬁractices in particular. .

. enterprises can also te helpful in a background discussion of team development.
Drucker's conclusions about the use of teams as a basic design principle, for
example, draw heavily on business and industry and are fundamental to the
discussion which follows. He says:

Team design requires a continuing mission in
which the specific tasks change frequently, however.
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i L theve is.no-continuing mission,.there might.be.an- .. . .=
ad hoc .temporary task force--but |not an organization
based on the team as a permanent |design. If the tasks
do not change, or if their relatiyve importance or
sequente remain unchanged, there_lis no need for team

. organization and no point to it.3

But Drucker” then develops some significant expansions to this general

definition when "the knowledge organization" is discussed. The extensiﬁns

tend to suggest for management an integratqd use of both functional

considerations ard teams in order to assurd organizational effectiveness.

The fo]]owing quotations show how this logjc develops:

But the area where team desfign, as a complement to
functional organization, is 1ikgly to make the greatest
contributions is in the knowledge work. . .

This requires better fu.ctfional management. What
specialties are needed has to Pé decided or else the
organization will drown in usefless and unused learning.
There is need to think through what the key activities
are in which a high degree of specialized knowledge work
in the key areas is provided/for, in depth, and with
excellence. It also demandy that knowledge work in
other areas is either not done at all or be kept in low
key. . . .

An increasing aumber Of knowledge workers, however,
will have a functional hone but do.their work with other
knowledge workers from other functions and disciplines.
The more advanced the kngwledge worker's knowledge, the

‘ more likely it 1s that he will do his work and make his
contributions in cross-functional teams, rather than in
his own functional compbnent. . . . It becomes results .
only in a team.
Knowledge organization will, therefore, increasingly
have two axes: a funttional one, managing the man and
his knowledges—anothgr one the team, managing work and -
tasks. Seen ong way, this undermines the functional
principle and destrbys it. Seen another way, it saves
the functional prificiple and makes it fully effective.
It certainly requjres strong, professional, effective,
functional managers and functional components.




The team is clearly not the panacea advertised by a
good deal of the discussion of the small group and free-
form organization. Tt is a difficult structure requiring
very great self-discipline. It has Severe limitations
and major weaknesses. . -

But it is alse not, as many managers still believe,

a temporary expedient for dealing with non-recurring

special problems. It is a genuine design principle of
organization. It is the best principle for such perma-

nent organizing tasks as top-management work and .
innovating work. And it is an important and perhaps
essential complement to functional structure--in mass- ) \
production work, whether manual or clerical, and above
all, in knowledge work. It is the key, in all proba-
bility, to making functjona% skills fully effective in
the knowledge organizatiop. .

The point to be noted .na emphasized here is that a community college
js clearly a knowledge organization. The structure for management, therefore,
should recognize both phe bread social functions. (goals) Eommuqity colleges
aré exgécted to.attain,_and the highly specialized skills possessed by N
personéiwho work as professiona]g within these institutions. Faculty,
counselors, librarians, instructional media specialists, fiscal officers,
puglic re]aiions workers, admiqigtrators--a]] are persons with advanced
preparation who carry on highly specialized technical and professional’
dhties to support the work of the institution. “

Particu]ar]& in matEers of top-management (the highest official
leadership level) and innovation,“attent{qn to the team conéept in management
is neecded, as Drucker’says, to balance considerations of organizational
functions and individual specialties. "The importance of eacn to the produc-
tiviéy.of the college, (effective and efficient achievement of its goals) must

be kept in mind. This is necessary because both functional structures are,

in Drucker's words: "work and task oriented".

To get the work of a community college done well requires not only a

.complex of qualified professionais in various functional areas (student
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oo ... .PErsSonnel, academic affairs,'fiscal affatgs,.and so on), tut also it requires
é readine;s to draw on selected individuals from each area of speciaiization
- to operate across functional 1ihes in leadership, top-managment decision
making, and policy formulation. Additigna]]y, these requirements are necessary
to support and direct new departures in practices and programs o/ the insti-
tutfon. Thhs, the logic developed in the ser%és of Drucker's statements
presented above shows cléarly the need for and the féason wh} communi ty
cé]]eges use teams designdted in th}s.chapter as "top-management" and
"innovative implementing". .

Drdcker's views are modified somewhat, however, to accommodate the
frequent community college use of functional organizational design and,
within that, the effort to establish a team.concept for functional effective-
ness. In this practice, community college leadership attempts to app]& the
team development concepts for better effectiveness in the management of'
various functional areas of opéraffén in a mannér comparable to the applica-
tion of the team concept to the management of the entire institution in .
order to assure its greater success in achieving its goals. In developing
this mqgification of Drucker's views on management teams, Likert's work on
motivation and productivity of work groups was influential in mofdinq the
thinkiﬁg of the authors of this chapter, for they see the professional staff
of a fLBétiona] area of a community college (academic affairs, business
affairs, student personnel services, and so on) as the work groups jn these '

institutions.® Because of these views, the authors hold that a diséussion

of the use of teams in the management of community colleges should include .

that designated here as "key work group member". 3

3
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Inclusion of the team type designated as "special evaluation" is the
résu]t of observation of commurity colleges' use of groups of Lersonne] to
’ 'm;ke special assessments ‘of insti£utjona1 Bperation. Although included jn‘
this category are the special teams of outside person6e1'used to help
accrediting associatiors make judgments, special evaluaiion teams are more’
than that. Included in the concepp and in the observed practices of ccmmunity

colleges are the institutional self-study teams organized to produce compre-

- hensive ana]yges pf institutional operations oreparatory to visitations of
outside ;ccrédit%ng teaméﬁ,@pp1ication for special federa] grants, approache>~
to foundations for simi]ér grant aid, and for other purposes. Also included
are the groups of professionals brought together to participate in the “audit"

" of internal operations. Use of audits for internal evaluation putposes is
‘on\the increase and is no longer applied oniy to fiscal matters (ds was
earlier the case) but is being applied to academic operatioﬁs, student
services, and other aspects of institutional operations as well.

Recognition of the need to provide stimu]i.extérna1 to the organization,
in order to produce changes in it, has generated a considerable bodj of
Jcri%icaf analyses of the principles and practices involved. "The innovativea
task, therefore," says Drucker, "cannot be organized on the basis of functional
organization: It is incompatible with it."7 From his research into the
subject, B. Lamar Johnson concluded “that community colleges would be well-
advised to establish positions within the institution to 'be designated as
"Jice president for hierarchy".8 Martorana and Kuhns drew upon the ekperi—
ence of a numher of community colleges, as well as that in a variety of .

other types of postsa2condary institutions, to .uggest the use of change

agents and change managers in the imﬁﬁementation of their interactive
. N L )
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I forces theory .ofxchange and #ts utilization in academic planning and 5:\;

-

decision making. (
. The analysﬁs of use of external teams,%or the'evalqation,of,institution§
goes back to the early days of tﬁe accreditation ﬁoveméhf ég%tﬁigicquniry..\“
The iéndmark study byiRu%se]] and Reeves, which moved the Nor%hlééntra1 v
) Agcredit{ng Associat%on;toward a systematic procg;s of uti]izationocf
profe;siona1s a;d fixed criteria for assegsing ihs%it&tiona]qua1ity, was \.
Dy the forerunner of_a flood df‘studies lasting to the present dé&.lo No other
postseédﬁdary education institution has ﬁoved as radﬁdiy towards the adoption
of a management-by-objectives operational style as-quickly or as completely
as the community college. Most of the }nstitutiona1 experience gn which °
Lahti reahed his conc]usions about innovative college mpnagement: for |
example, is drawn-from the two-year colleges. While Lahti claims that "many '
of %he same approaéheé and prinéip]es couid beneficially be applied te all

educationa] institutions," he states forthrightly that his work "focuses

" primarily on the two-yeav'**o]]ege".‘-1 o ) .

From Theory to Practice

A number of organized actions aimed at translating the growing mass of

v

theoretical knowledge about organiza;iona1 management and staffing patterns

and principles, in general, and the concept of team deve]opment:mqre spe-
cifica]]y, iqto praEtica1 use in operating 3$banizatio;s; can be reparted.
The Amer%can Management Aésociation, for instance, found a fertile int%resL,,
in recent years, among community colleges in the professional staff deve]oﬁ;
ment institutes directed by ?he Association for leadership personnel .

The Community,College Institutes, which were sponsored by the Danforth .

°

Foundation, are also worth noting. By design, these Institutes brought
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is a "game going on'in which there are many interactions and interrelationships"

s

togefher sé]ectea teams oOF persornel, inc1&ding trustees, presidents,

other aéministrators;_facu]tyq and students from selected community colleges,
to undergo special training for leadership as change agents to carry forwafd
specific jnnovative ventures at their home bases. These innavations éovered ‘
such var%ed topics as nonpunitive grading, special admissions programs, the
estab]ighing of new campuses, aqd formulation of developmental studies

programs.

A growing list of special institutes of other kinds alsc.contributes to

better‘understanding of management practices, including the use of teams in
community colleges. A pioneer venture of this type was-launched by the
Soq}heastern Communi ty Eo]]ege Leadership Pfog.am in 1972.12¢ Another land-  .°
ﬁark instituie was rﬁn by the Community Co]]ege’Administr;tiVe Leadershig
Program of Teachers College, Columbia University, in 1973. A paper prgsented .

at that conference advanced several concepts pertinent to the Qiscus§f6nfhé}e.

In the paper, William D. Guth, a noted afialyst of business organization,

iﬁterwove a variety of i]fusﬁra}ive case materials with an exposition of .
three conceptual models of behavior in complex organizations. In iight of the |
four types of teams for management-of community colleges desighated earlier,

the rqader's attention is called to the three models Guth presented and to l
his final conclusion concerning okgéni;ationa] practicés in uéing them.

These were designated and defined as follows: (1) Rationa]ﬂétrateg.y--n l
describes the organization as a "single actor" entity operatiﬁg as a logical,
unitary, decision ma.ar witﬂ one set of goals, one set of perceived a]ternai
tives, a single estimate of consequences of each alternative; (2) OrganizgtionaT

-

Politics--views the brganization as a series of players in jobs wh?re there -
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and where “the real activity of an organization takes place at the lower

Tevels"; and, (3) Organizational Structure and Processes--describes the

.organization not as a single decision maker, but instead as a locus where
many actors play, each representing an organizational unit only loosely
coordinated with the others in the organization. |
Guth's concHision applies to community ;311eges as well as other
organizations. In actuality, it igvyery difficult for complex and sizable
organizations to operate as "éiﬁéie actor" oﬁﬁanizations; only tar M
.community or junior colleges with easily defined‘énd homogeneous constituencies
. ~in their service communities would be able to practice in this mode. Beyond
stressiqé the need for drawing upon a variety of organjzationa] models in an
ec]ect@c quhion, Guth's statements also show that his recommended approach
. to management places an impartant priority on the use of teams. In discussing
the third of his models, he says: )
‘ :¥actored problems and power bases, which are like
the ones in the nzlitical model, are also’part of this
model; they stem from the creation of specialized units

‘ (underlining ours) that each focus attention 8" only T
- part of the total organizational activities.l

VALIDITY CF TEAM CONCERT FOR ‘COMMUNITY CZ.LEGE MAN " GEMENT

-~

i Admini§trative leaders and managers pf:communify colleges are dealing

\with large,“and complex organizatjons, and they are fundamentally gnow1edge

organizations. These are thg two most basic facts on which rest the.advan-
‘téges to be %ound in naving an understanding of and making an operating

decisibn to use the team concept in community college management. The third
. 5 '

-

largest unit of the.multi-campus State University of New York, for example,
~;' - is a campus of a two-year college, the State Univérsity of New York
/
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Agricultiral and Technical College at Farmingdale. The Chicago City

Colleges, as & multi-campus system of community colleges, have some 60
adrinistrators and over 600 faculty to provide for over 10,000 full-time,

and socme 20,000 partrtﬁhe, students. Collectively, the 1200 two-year colleges
in the United States have professional staffs which include some 20,G00
administrators and 150,000 Tull-time and part-time faculty to serve over

4 million full and part-time students.

In order to carry out their functions, commdnity colleges, like other
organizati&ﬁé, utilize an internal structure which recognizes the several
areas of neeaed operations and allocates to different units of the structure
responsibility fof accomplishment of the tasks related to each main area of
operation;. A typical community college is organized to provide specific .
attention to the following functional operations: academic affairs, student
pérsbnne1‘services, business affairs, and,.in some cases, institutional
development. ] ‘ '

Sheer size and complexity are only two community college features .
suggesting attention be given to the team concept in management. The idea
i§ﬁsupported by several other important features as well. Chief among these
is that commurity cb]]eges are knowledge organizations and, therefore, have ~—
special need for participatory governance and management. But, even more,A
community colleges are knowledge organizations with a special educational
philosophy which typically guides their operations and close ties to local
comnunity upits in the genevq] society; this characteristic guiding philosophy

distinguishes community colleges from other tvpes of postsecondary educational

" delivery systems.

~




Stated succinctly, the guiding philosophy is one of commitment to
enhancing the individual student's fulfillment as a person, worke}, and
member of the society. This community colleges are dedicated tc do in all
respects, except for the preparatién of students for careers requiring
upper-level collegiate, graduate, or professional education. To accomplish
the broad goals indicated, a companion goal exists--a commitment to accept
all students from a community who feel the need for guch further fulfillment
of a personal, economic, or social nature, who are motivated and who can
profit from the opportunity provided.

These goals; of course, represent an ambitious Educationa] undertakiﬁg
for any organization; required to accomplish it are many different kin@s of
resources--teachers, counselors, clerks, groundskeepers, apd so on, as well
as nonpersonal material. The latter include 1ibra}ies, learning resources
centers, instructional media, classrooms and laboratovies, instructional
supplies, and the like. The personnel staffing requirements for such an

enterprise are ohviously large und coriplicated.

The community college commitment to the local community served, further-

more, generates another type of complexity. This is a network of organiza—
tié%é] devices needed to maintain the desired linkages in both the actual
operations of the severa]JTacets of the community college and the exchange
of information between the college and all of a wide érray of constituencies
~in the community it serves. The result is a variety of citizens  advisory
cormittees working with administpators, facu.'y, and other professional
personnel; a complex of contractural or other forms of agreement for shared
resources with local hospitals, businesses and industries, professional and

o

governmental offices; and so on.

7
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To attempt to staff such an enterprise and to manage the personnel
involved in it without attention to the team concept is to invite disorder
and inefficiency, if not‘chaos and organizational breakdown. The team
concept is essential and, as a matter’of fact, is honored in the well-run
community college; it happens either as a planned, recognized techhique of
management, or as a kind of intuitive, subconscious mplishment~of ab]e.'

!oncept without '

administrative Teadership which pragmatically uses i

giving it high visibility or recognizing it as an ahp]ied management technique.
ROLE DEFINITION OF TEAMS AND TEAM MEMBERS

. . -
Well-administered organizations, community colleges among them, recognize

the general validity of the proposition that the total complex of operations

* necessary to maintain in order to make the organization effective in achieving ™

jts end is best managed by an effective "division" of the labor. It is already
noted that both the theoretical analyses and critical observations of: % )
practice support the wisdom of the team concept to accomplish organizational “

work. The four teams designated hé}e as top-management, innovation imple-

menting, key work group member, and special evaluation are.actually means ___ |
of deploying the human ehergy available in community colleges to get, the
work of thesé institutions done.

Both theory and practice also support another common conclusion. It is
that teams serve the organization best when there is clear-cut consensus
within _the total organization anut the presence of a team and of the team's
function within the organization. Sﬁch consensus is rocted,. in turn, in the

presence of a strong understanding about broad institutional goals and, more

particularly, basic objectives.
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‘- Institutional goal definition, then, is the first and essential step
‘toward establishment and definition of community college management teams.
"Unless the captain knows to what port he is sailing, no wind is favorable,"

is an oft-quoted observation of a Roman sage. Goal definition involves
not mere]} a statement of the broad educational purposes envisioned for
"the college, but it also involves the action required to assure that these

are understood and accepted widely throughout the institution and among the

constituencies it serves. :
With such consensus and acceptance, a sound foundation is: set for l

‘ identifying teams neédeq to manage the enterprise and what the tasks of the J
" several teams are to be. Following that comes the assignment of particular ‘
purpdSes to be served oy each team in its efforts to accomplish the institu- ‘
tional goal. These purposes operationally become objectives for each team ‘

to achie.: 'pp1icy objecﬁives for top-management teams; change objectives

_for innovative implementing teams; improved.operations for, key work group
member teams; and, objectives of improved institutional assesém%pt for

special evaluation teams.

Say e Team-Identification .

§

Given these preliminary steps towards the use of the team concept as a
_ true design principle for organizirq and managing community colleges, further

attention should be focused on the teams tHehse]ves. Key among the essen-

tial forces typically found is general leadership and expert policy-level
administrative skills. In most community colleges this top-echelon, general-
administrative leadership team exists and operates as a continuing or standing

unit and centers around the offices of the chief executive--president,

/
/

/ :
[ ' '
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chancellor, district superintendent, or other title of similar official

o

connotation. Beyond this key executive leadership team, institutional
practices are seen to vary greatly in the extent and manner that other teams
are utilized in managing the institution.

One patternquite comﬁon]y found recognizes the *team designated as key

H /

work group member. Community colleges following this pattern organize s

/4

b . /
leadership teams in each of the traditicnal structural divisions of the,

institution--academic affairs, student personnel services, business a%%airs,
. R /

and the like. The intent of the institution in developing a team in each of

the functional areas of operation is to provide a leadership focus in these

£ - /

__, important areas of institutional operat1ons comparable to tha; provided for

the entire 1nst1tut1on by the top management team. . ; |

A d1ffenent pattern, much less commonly found, is tne/;se of teams as a
means of carrying the burden of institut{ona1 operations’viewed on an ag_bgg'“
basis.~ In such designs, efforf is made to identify prob1ems and deploy
leadership groups within the institution to examine ‘and recomsend how these
problems can best be handled. These teams operate very much in the same
manner as innovation-implementing teams, wiln‘the former concentrating on
~probtems -confronting the institution and the latter focusing fneir attention
on new departures that the callege ,is either considering or attempting to
get underway. ’
~ "Most commionTy, community coﬂ1egesfuse“both—ofﬁthete—approaehes3~the~key -
work group member team carries Ehe ourden of co]]ege operations at a high

level of excellence, and innovation- 1mp1ement1ng teams “spark p]ug" hew' |

undertak1ngs. The community co]]eges vary more in terms of what approach is'

nost 1abelled and emphasized as a team concept than they do with respect to
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| the use of some teams deliberately and fully, while excluding others from
l | consideration in institutional designr. |
//'Jamestown.Community Ccllege in New York State has attractad considerable
otice far its use of "ad hocracy" in personnel urganization to attend to
7 institutional development. On closer examination, Jamestown is actually
using both of the approactes described above but i§ identifying its special

-/ problem-attacking teams mdre than most otner community colleges do.

Consensus on Roles cf Management [lements

Regardless of how many different types of management teams a community
college uses, a reagonab]e measure of consensus amnrg the leadership of the
co]iege and all component groups about the objectivesrthaﬁ eacn team is |
expected to accomplish is essé;tia1 to the effectiveness cof 1ts operations: _
Recognition of this essential fact is’one of the reasons why authorities in
organizational behavior stress the importance of conmunication between and
among_a]]‘points of an organization. Within the college, means must be
estab]isﬁed and maintained to assure wideépread undgrstanding ot the way each
_operating element, team, or‘Qork group relates tc the broad general goéﬁs of

ﬁgfié institution and to the particu]ar purposas to be served by eacﬁ of its
| subordinate compogents.

This is not to say that each and every operating unit of a community

college has to be afforded the oppnrtunity of approving or vetoing the

mission developad and assigned to all of th others.. It does mean to say,
%owever, that strong attention must be paid, first, to brpad participgtion
—- - of all interested e]pyents in the»co11égé'{h fdrhﬁ]ét{ngwiéam_or work group
- .missions and, second, to widespread énd continuous communications throughout
the college concerning team missions, assignments advanced, and accoﬁp]ish-

ments reported in relation to them.
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At this point, it may be helpful to note a difficulty which often
arises and confuses role definition for different management teams; the
problem of differentiation between broad institutional goals and particular
team mission assignménts. Because a1 management teams are expected to
con;ribute to the broad goals of the institution, the possibility of.over1ap
in assignments and, therefore, confusion in work to be done, is always
present.

In order to avoid this, it is essential that the particular assignments
%of teams be made distinct so that each one sees itself as contributing to

progress toward broad institutional goals in a different way from the othefs.
The brob]em of team or role confusion can be further gvoided by the fo}mu1a-

- —— tion of clear-cut objectives within the specia} assigﬁmenfs given to each
team. A1l teams and a]i members working on teams should understand that,

" while broad institutional goals in a reai sense cannot be measured, progress
toward accomplishment of objectives whigh, when accomplished, contribute Fo
the general success of the institution can be measured. It is the responsi-
bility of the top-management team to make certain that the missions or :
institutionai assignments of all other teams are made clear and that the

objectives that will be used to measure the progress of teams towards

accomplishing their assignment are similarly stipulated in cfé&r-cut fashion.

Deve]gpmént and Implementation of Job Deségnﬁand Specification

Out of the génera] institutional understanding of team and work group
mission and assignment flows the capacity to make more specific determinations
of the best ways to define more detailed job descriptions of persons function-

. ing as™team members. Each team, a key work group member team in the student ! _H
- i - i
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service$ area for example, is expected to support the total institution by
relating in a muﬁua]]y and poéitive]y supportive way with-all othertteéms
and work groups existing in the institution--academic affairs, business
affairs, and so on. Each working group or team needs to see it; tasks,

modus operandi, and membership composition in re]ation‘to the entire

institution and in relation to =ach of the other key operating |
groups.

A variety cf procedural arrangements can be f&]Towed to aeve1op this _
inter-group understanding. These arrangements can be built around a
vertical hierarchical organizational structure (department, divi§ion, and
so on), a structure which recogrizes the separate institutional functions
(academic affairs, student affairs, and fiscal affairs) but which cuts
across all of them as found to be operating at a part1cu1ar hierarchical
1eve1, or one related to the entire college, d1sregard1ng or deemphas1z1ng
the notion of either vertical,

hierarchical operating levels and particular

functional areas of institutional operatiors. The point is the intent

to force better communications and ‘action across the usual units of

institutional operations.

Since.within every complex. organization, particularly oné that is
knowledge-based, there is need for participatory governance, all community
colleges operate somewhat within thezpo1itica1 organizational model. Within
such a model there is particular need to éeve]op a general consensus about
the relationship of particular teams and work aroups to the general institu-
tiona]opurpose. The political ingéraction between and among the several
teams and wg;k groups of the college, then, is provided a focus. Without

such a focus, intra-institutional differences can emerge and grow to levels
5




which are counterproducti&e to the co]]ege'§ strength and operating effective-

_ness. Regardless of what procedure is used, the end product scught is a

definitive statment of why the team or work group exists within the institu-
tion and what it is expected to do. \

Implicit in this step in team development is a need fo have assignments
rooted in institutional goals; a work group with a mission detached or
unrelated tp the basic goais of the institution it serves is irrelevant and
dangerous. Given this kird of guidance, responsible persons in the institution
can then turn to the question of team compusition and specification of jobs

to be done by its members. This is true for all kinds of teams but, as will

>be pointed out later, the degree of specificity in the job descgjptions for

team members will vary according to the type of team in which ghg.membgr is
found working. _ Lo )

In typ%ca] community college practfce, joé degggnlhnd jqb specifications
differ considerab]y when“thé functional work grouﬁhig the consideration as
compared to a topﬁmgnagement team. When staffing a key work group member
team, the functional area will include a larger work group representing
the complex of workeré (all or most of them professionals) brought together
by the college to sustain the work in that particular functional area. Theb_
job design of the key work group member team, therefore, is essentia]iy a
restatemert of the opjectives set for the broader function to support the
total institution's goals. Thus, for example, the job des =~ and the job,

descriptions for the key work group member team in the student perscnnel

services area might well call for members with particular . expertise in

‘counseling (providing assistance to students to examine their ability,

motivation, and background against career and personal aspirations), testing
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(providing assistance to students to assess interests and priorcéducationa1
achievement), student financial .aid (providing assistance to students to
acquire financial help if needed), and sé on. The design for the key work
group team member in business affairs calls for membership concerned with
effective projection of yhe need for and use of fiscal, material, and personal
resources, responsible aécounting of these regburces, and the 1ike. In
academic affair., on the other hand, the job designed for the team indicates
expectations 6f effective teaching, curriculum deve]opm;nt, student
eval:ation, and so o;.
Job descriptions, ihen, are developed for each class of specialized
-work needed to support the team's assignment or mission which, in turﬁ,
supports the igstitution's broad goals. Professional personnel serving a
particular role un a given team are guided by the details set }orth in the
: job description. \
: "Job descripti?ons'," says Lahti, "pravide the basis for establishing
regular objecgives, authority, and accountabj]itye}-e'lationships."14 Indeed,

<

the procedure of requiring specific jobidescriptions is carried to all aspects

of the organization; Lahti describes in detail, for example, a job desgrip?ion

i for the chairman of the hoard of trustgesf a key functionary in the"%enera]

administrétion functjon,as well as descriptions. of jobs held by prqfessiona]

. employees on'th; college staff. 15 '
N These queries into the staffing processes of community colleges, however,
s repre;ent bn]y a gtart toward aﬁa]ytica] research on the subject. Much of , ?
the published wri%ings of community college administration and management ‘
. N

describes prevalent siaffing patterns and their relationships to institutional

goals and objectives.. Virtually nune is to be found, in contrast, which

LS
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examines analytically the way the aggraegate of professionals in the different
functional areas of institu%iona1»operation§ interrelate as team;~or.work
groups. This is true even thougih evidence ex&sts that community college
presidents and other top-echelon admjnistrators differ in admini;trative

‘leadership sty]e,16

<

<
H

Neither are there available systematic examinations of cgmmugiéy
colleges with respect to the qfe of the team concept as a de]iberate‘design
.principie of institutional organiza?ion. Insights into this use come mainly
.-from personal professional observations and from reports of particular
institutioq91 developments fécusing on the deveiopmeht itself (the establish-
ment by Orange Coast Co]lege is an example of a widespread "open 1éarning"

system), but reflecting presence of a team‘and the team concept in its

. implementation. Examples of this.are seen in several of the institutional

innovations reported by Martorana and Kuhns if 1975 and in recent repérts of
ipnovative ventures advanced by community colleges having membership {n the
League for Innovation.17 ' - ‘

When used to eﬁhance top-echelon administrative leadership and ﬁanage-
mept, or éo implement an innovation, job design and job descriptions are .
mo:e broadly conceived; often only @he’genera1 mission of the group is stated” -
formally within the organization. Thus, the toplmanageme;t team may be
described as the president's cabinet or executive administrative counci].

A team organized to_spearhead an innovation may simply be described in that
fashion, for instance, "open learning task force", "computer agsisted
instruction commission', "cluster college committee", and so on. Consistent
with Drucker's observation, the team members' funct%on as a group; specific

job descriptions are not advanced. Drucker's description applies, "there is

L)
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usually a team leader or team captain...but leadership at any one time

places-itself according to the logic of the work and the specific stage of
its progress. There are no superiors and subordinates; there are only

seniors and jum’ors."18 In the case of the innovation implementing team,

therefore, job descriptions for members beyond the team leader are invalid--
.t

the onxy valid requ1rement is that the team member s profess: og\] background

and tra1n1ng be applied to the purpcses of the team.

2

TASK OF ROLE COORDINATION

e+
-

I

How, then, are teams and functional work groups coordinated so that the

. a

work they do is collectively supportive of the organ1zat1on and not work1ng
at cross purposes within it? Coordination of effort jinharently implies the
erhancement of the different capacities of organizational components and of

-

individua]goworking in the organization in ways that cauge,their.co11ective

efforts to generate a greater corganizational effectivenesg toan would other-

wise be developed. Coordination of ro]ég is not an -end in itself; it is a

means to a better functioning, more productive organization. \
Organizational theor1sts and ana]ysts of orect1c;1 organ1>at1ona1

- operations agree that coordination which stems from understanding of roles

is.better than-that whjch is attempted by authoritativeioP bureaucratic

structure. While a pdre and coyp]ete separation of. these two approaches is

not usually the practical case,. the princip1e suggested shou]d.be honored.
‘To have effective ro1e understaﬁoing, personnel need to know the goals of~

the total organization and the part that the irdividual's "home unit" (work
gr0up or team) plays in helping the larger organization succeed. In order )

for th1s to happen, positive steps need to be taken to develop group consensus
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throughout the organization. These steps, in turn, require meaningful
e involvement of individuals in work group and team decisions. What is to be
accomplished (that is, the expectations from the team's effort held by the

larger organization), may be largely determiney by forccs and decisions

mission done, however, is essent1a11y for 1ts members to determine. In

made outside the team membership; how the_team is to get its assigned .
-
short, clear de11neat1on of the areas 1n wh1ch a team has organ1zat1onal |

|

decision making responsibi]ity, as opposed to a recommending role only, is oo

very important. Presence of such delineation, along with clear-cut and o

¢ A,
A

accepted role understanding, assures facile and‘smooth coordination of the

e?forts of all compohent units and contributing individuals.

Relating Authority and Responsibiljty -

.

A top-management communjty ¢ollege executive 1eadership team carries an
obviously different authority reiationship than a team organized. in the co]]ege' |
to effect a part1cc1ar task or innovation. Each makes a legitimate contri-

bution to the co]]ege S success, and the 1nst1tut1on functions best when o
these 1egitimate orgahizationa1 serv1ces:are,recognized. A chancellor, key

staff members in his office, and, the executive.directors o% the individuai

campuses of a mu1t1 unit community college district can b% .designed and .

designated as the top-management team of the district. Its authority as a

leadership focus for the entire college, district-wide, however, is a

A )

-

members may hold as\\1ne administrators head1ng up part1cu1ar campuses or
staff functiscns in the total organ1zat1on. The team authority dérives from

an expectation of ,leadership action involving the total organization and

-

|
|
|
i
1
different kind from the structural, executive function the individual team




demands, in turn, & résponsibi]ity for all action by. the team to be always
in Tine with this.g!obai perspective of the total organization.

As jhdicated earlier, however, the authority and respon§ibi1ity of a
" team deéﬁgnafed to deal with a specific task (the design of a.hew‘prqgram
or an‘extendedrcampus)~or innovation (pdopti;n of a modular calendar, non-
punitive grading system, and 56 on)\or special evaluation (program audit qr _
deve]qpment of an institutional sé]f-study preparatory to institutional
,accreditatibn) uerives Yits authority from the faﬁp)%hat\jt hgs been so desig-
nated. Within the team's ﬁission, therefore, it /has both authority and
respc:éibi1ity to act. It should bé free to debjde:the means be;t used to
accomplish its assignment. Itrshou1d also be free to dep]oy the ‘individual"®

capac1t|es of 1E£$members to get the needed wcrk done. The dep]oyment of

duties or w1th1? team respongibilities sHou]d be supported by the full

weignt the team's group authority in its mission area.

ortant to note an aspect of team authority

-

"and fesponsibi]ity‘often overlooked\ or deemphasized in community Eo]]ege

In this connection, it is i

- management.” It is that the team shouid have a.voice in the budget de?e]op-

0 . )' & 3
ment process oi the institution. There should be ample opportunity rovided

~
Ky

to make sure the team's need for fiﬁancia] support is considered in/a
balanced fashion along with other budgetary requests advanced in the institu-
tion. Sim3L§?1y, teams, to be fully effective, need to have a clear under-
. standing of the fiscal resources provided to'support their werk and
furthe?more, must have the authority to administer the resources provided.
Within the team, highest responsiﬁi]ity»fﬁr these budgetary functions should

rest with the team i:ader.
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'Conflict Resolution and Decision-Making

Despite all efforts toward consensus between and amorg component gréups . .

»

and working professionals, organizational coﬁf]icts within the communitya, &?—
colleges arise as is the case ir all complex social structures. How they

are resolved re1étés to the type of 6rganizationa1 structure used and the
management style followed by the college's administrators. For these reasons,
conflict resolution and decision making need to be considered jointly.
Institutions characterized by bureaucratic structures and modes of decision )

making reflect greater use of administrative channels of authority, hierarchical

reviews, and ultimate Hfgher echelon decisions on appeals of fho§e>ho1ding
different views on particular issues. Community colleges managed through
consultative participatory, group invo]vehent structures and procedures

shé@ more intense and longer consideration of issues at lower levels of
institutional operations but also a stronger likelihood of the differenée in .
view being resolved at those 1évels:

) The likelihood is strong that am exﬁanded use of the ﬁanagement team !
conceﬁt as a design principle for community colleges Qi]] generate some new
tensions within the organization. This_is because the concept in most cases
1s adopted with relatively little effort to communicate its validity and
usefulness. Bender and Richardson found that while presidents of
public conmunity colleges differed in terms of their indivicdual verbal

\

descrip®ions of their management style, their responses 69 a formal testing
instrument shc.ed more similarity than differences in the%r actual adminis-’
trative practices. As a group, they did vary significantly, however, frou

the private junior college group in their views on managemeﬁ§ sty]e,19 showing

a stronger leaning to participatory concepts and procedures. ‘\ Earlier, Upton

£
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emphasized the need for community college gdministrators to pursue leadership
training as a means of.reducing role conflict in these institutioris.20
Until the team concept, as a design principle for community colleges, i3

spudied more and communicated better among community college administrators,

'Upton's admonition will continue to be appropriate.

Regardless of the management styie and mode of decision making used now,
most community colleges will see adaptations generated by the spread of

faculty collective bargaining as = means of internal conflict resolution.

Only limited research exists now on the ways that faculty collective bargain-

§

iﬁg tend to affect management styles and decision making arrangements. The
conclusion suggested by the studies thus far reported, however, that faculty

-

voice in institutional governance will increase and be axpressed through

21 1pe

the representative agenéy established for collective bargaining.
question such a cdnc]usion poses in the context of this paper is: How will
this affect the use of teams in community college management? The future |
may see both faculty membership and the role to be played on teams fqr manage-
ment purposes controlled by provisions of faculty coilective bargain%hé; N

¢

cortracts.
TEAM MEMBER IDENTIFICATION, RECRUITMENT, SELECTION

Membership on teams is defermined &ifferent]y for different types of
teams. The extent to which this is a'studied practice or an operating con-
sequence cannot be determined from empirical reports of community collége
m?nageﬁent practices. Membership on teams for top-management of commuﬁity
colleges éomég by virtue‘of the individuals' holding of key, high-TeQé]

v

executive positions in the ihstitution. Members of groups considered as the

P
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L. key work group team members needed to lead the total work group in a functional
area of community colleg> operations similarly come to the team by virtue of

the positions held on the staff of the functional area. Although generally

h)

true, this 1ast observation, however, may not a1ways be true. On some
occas1ons, a funct1ona1 area 1eadersh1p team may quite de11berate1y see fit

p”’_,.__JXLJnc1ude individuals who have special capabilities needed by the team but

- who, do not have an official status in the structure for administering the

,.s,

funct1pna1 area. Team members who serue”én special evaluations or on special
N \, ~
prob]emwso1v1ng ass1gnments”.1n conttast, re]y very heavily on the choice cf

q'»-» (

;'/ persﬁhs-for the capab11rty tﬁey br1ng to the task of the team; in such

cases little or no “e11ance 1s put on off1c1a1 positions held and, as

¢ R \\«.w L

Drucker says, the team 15 not structured hierarchically; "there are only

- f

sen1ors and Jun1ors . { T o

Because the 1nd1v1dua1 team member's spec1a1 capabilities are the chief
- /“
determ1n1ng factors for his be1ng on the team, identification, recruitment,
/

¥

and selectioh of members focuses on persona’ attributes. The theoretical

proposition in the phbcess is to bring to the team only those persons whose

>

individual mot1vataons; asp1rat1ons, and needs make a "best fit" with the
career opportun1t1es, sk111 and\conceptua] app11cat1ons called for, and
chances for persona] fu1f111ment provided by the individual's work1ng on the
team. To estab11sh the necessary conditions by which the fit w111 be judged,
two types of c]ar1fy1ng statemer.cs are usually developed. Job descriptions
spec1fv the duties and functions expected of the team member by the organi-
‘zat1on and the team itself; job qualifications specify education and training,
experience, and related personal attributes believed to be prerequisites to
successful team member performance--again as seen by‘the organization and

the team.
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Againgf these statements of expectations, officials creating a team
Jjudge. the individuals who‘may be invited or seek to be on it. Generally
speaking, practice in community éo]]egg personnel recruitment 1é§ves the
task of describing the other side of Ehe exnecced fit (that is, the charac-

‘“geri§tics and qualifications of the potential team member) up to the indi-

vidual team member applicants themselves. They do so by bringing forward
profesgiona1 vitae, letters of application, queries and statements on their
beéhalf by colleagues, and so on. This over-development of one side of pbssip]e team
member characteristics and qualifications, however, is often off-set by less
obv;qus inquiries made usually by persons in the larger organization, as
well as the team leader and his close associates. The process involves )
pnone calls, subjective assessment of the potential team members' prior work, ‘
personal work styles, and so on. The team sé]ects members who,aré believed
to bring it the greatest streng;h-;a11 things considered.

Several outcomes are hoped for by this process. The a]f-encompassing
one, of course, is to build the strongest most able, most creative, mrst ™\
productive team possible and, thereby, provide the best ascurance that the:
team will serve the larger organization well.- Within this.enve1oping intent,

o another outcome sought is & maximum level of professional and persona] o o e

."ng{ ;ompat1b111ty among thé team men;evs, inter-personal frictions and profess1ona1

rival *ies are counter to team effect1veness

A third intent is re]ated to the second but works in a different way;
it is a maximum level of congruence in the personal aspiration that each team
member nolds for himself and the opportun1t1es to fulfill these aspirations
afforded by his pnrticipation on the team. Authorities in the:field of

personal motivation and organizational effectiveness are in general agreement
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that, when all three of the outcomes to team building _ust described.are

found and achieved with balance between them, as we]] as with completeness

in each one, a smoothly functioning and p}oductive team i;ﬂthe result. ] .
Team membe~ retention depends oﬁxsevera1 thinés.'KOne essential is tﬂe

extent to which the member helps sustain a gparp focus on team effort and

organizational reasons for havfng the team. ﬁe must demonstrate steady

support of team work by his own speciaiize& abilities. He needs to contribute

positivei& to a condition of inter-menber éompatibi]ity. Failure to prov%&e

strength to the team in tﬁesg important respects attracts criticism, labels

one as an ineffective team member, and invites, ultimately, removal from it.
. . TEAM STAFF DEVELOPMENT .

Increasingly, community college leaders are noting the need to prepare
staff members to work effectively as mémbens of managemént teams. Evidence
of this rising awareness i$ seen on several fronts. There 15, for example,
the spate of leadership tréining programs supported by community colleges
taking place on their campuses.' These ﬁrograms include the institutes run
by the Amgrican Management Association mentioned earlier in this chapter and
a wide variety of others directed b} individuals or small groups of special-
ists in intrainstitutional management. Another indication is the substantial
institutional support provided cbmmunity college management teams to enab]e"'
the{r attendance and participation in training prégrams conducted away from
the home institution. Still another is the attention to improved management
practices coming from new thrusts among community colleges. Examples of this

are the League for Innoviition and tre Presidenis Academy of tne American

Association of Community and‘Junior Colleges.

-




[N

hhatever the vehicle for accomplishing team development, the content
which the program must cover entails féur essential components: (1) intro-
duction to team participation; (2) enhancement of team member effeé;iveness
in partic%pation; (3f‘appreciation of demands and rewards from team membér-
ship; and, (4) evaluation of team productivity.

" The key to the successful introduction of members into team participation
is their individual acceptance that the role is to serve the team and, through
it, thg larger organization. Team play signifies putting team purposes ahead
Sf individual ends or, more Rpsi%ive]&, in the 1ight of research’and personnel
motivation, team play is strongest when the ind%vidua] sees his own fulfiil-
ment emerging from the team's abi]ity to succeed. Sound induction processes,
therefore3 dwell on the mutual dependence of the team on members and members
on the team. |

Enhancement of team member effectiveness in serving the team is promoted
in fwo ways. One is to communicate clearly to all members the importa;ce of
the particular role played by each member's specialty, thus building appreci-
ation for inper-member dependence. Another is to provide organizational team
support (material as well as psychological) to improving the mgmﬁer's specialty:
itself, particularly as the Specia1ty can apply to team purposegi Recognition
of this need by a growing number of community co]]egesymay well explain the
sizable enrollment of community college personnel in méhagement institutes
on-and. off their campuses.

Team membership carries always both positive and hegative aspects which
every membe} should understand. On the pusitive side ;re such things as a
heightened recognition in the organization, thé‘chance to)concentrate on a

specific organizational function, or new development, and the opportunity to
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work with a small group of‘cp11eagues. On the negative sidé is a loss of
p individual identity with organizationa]Aresu1£s (éﬁaﬁymity) and intense

-

demands on time and energy. -
Evaluation af team effectiveﬁéss happens both within and outside of the

team itself. Assessment of results éhgracteristica]]y requires an examina-

‘:fion of the achievements of the team aééﬁnst the broad institutional géa]s
and the assignment, pertinent to these goals, éiven to the team. But, in
recent years, more than a gross check of this relationship is being required..
Evaluation is ceritering on cost-tenafits and cost-effectiveness. Team staff
&Eva]opment, therefore, needs to be directed toward an understanding of

these more refined evaluative techniques and why they are 1ike1} to bte used

in judging team performances.

EVALUATION OF TEAM PRODUCTIVITY -

A1l teams used in organizations where thé team concept is an organizing
principle cannot be evalugted alike. A top leadership team has to be appraised
in a manner different from that used to Jjudge a team established to formulate
and implement an innovation or‘to evaluate a program element or the institu-
.tion at large. True, each type§of team must be gya]uated againsF the things
it is supposeq to do for the.organization, but the way these purposes are
defined and thgir amenability to definition as criteria for team assessment
force dif%érenf evaluative approaches in each case. A top-manqgement team
will be judged by the nature of the_total organization that their leadership

. creates and by the effectiveness of~that total organization jn mpving towards

jts goals. A .team, to direct an innovation or evaluate a college or a

program element within the college, will be judged by the end-result of

\

N
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’;eva1uati9e emphasis where it belongs--on-the team itself--with the further

T . L
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adoption,or‘rejection of the innovation or by the impact that the reported
eva]uat{on of the co]]ege-or program element has.

Twov1ngred1ents for a complete and effective evaluation process are
essential. The first 1s an objectively, thoroughly developed procedure. tor
review of team productivity, and a second is the development of a set\of
agreed-upon normattve standards to be applied during the review process. In
considering the development of normative standards, two a]ternat1ve approaches

are useful and will be developed in the d1scuss1on that fo]]ows

.

Systematic Review Procedures

Eva]eatibn is best achieved when the basis on which the teams are te be
evaluated are known in advance of the team formulation and assignment.
Awareness of what is expected of the team is helpful to the total organization
to be served by it, to the team as a group, and to individual members. Both
team member recruitment:and selection are facilitated, and group mora1e is
enhanced as well. Accordingly, the expectations sought from the team's work
are best étated clearly and early and made known throughout the organization.
Thjs applies te§a11'kinds nf the teams mentioned in this chapter. .

The “focal point for determinihg ehpectatfons of team pertermance is, of .
course, the goal of the 1nst1tut1on and the part to be played by the team
specifically to move the organ1zat1on toward its goals. Again, the team is
a totality, and each individual member must cee clearly the intended
accouhtabi]ity measures that will be tmposed within the institution..

. Concentration of team purpose within the total organization places the

N

bdéitive effect of minimizing the sense of threat to individual team members

¥
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which 'therwise‘may be developed if a more“atomistic evatuation were to be
employed. This is not to say that individual member role performance is not
to be evaluated; it is. But the first point to be established is the
effectiveness of the team as a group; determination of weak and strong
players within the context of the overall team sfrength then acquires more
meaning. There is little sense in'acquiring a new member of the top-manage- ‘
ment team responsible for a communit} cof]ege's public interpretation when
the institution's top-management team is ineffective in developing faculty
’mora1e; to do so would be like acquirjné an excellent-hitting second baseman
when a baseball team has an overall fielding average of .800 and six errors
‘a,game. - .

" Systematic review procedures imply Aot only clear understgnding of the
' timing of evaluative measures (monthiy, quarterly, annually)’ bht’a1so
coverage of all aspects of team'operations. Thus, tﬂz evaluation will include
periodic review of job descriptions (from tcam leaders throughout the member-
ship), decision making and .cam operations, discharge of member authority
and responsibility, and techniquesinecessary to ascertain cost-benefié and -~

P e

cost-effectiveness of team productivity.

Development of Normative Standards

Nérmative standards against which teams are evaluated in comrunity
colleges, as in all organizations{\yary for different types of teams. For
top-managem2nt, innoyation implementing, and special evaluation teams, the
normative standards for team members are actually brezkdowns in detail from
the general view of a team as a group of individuals witﬁ d;"bund1e of roles".

Each of such teams is expected to perform well, with well-being defined as
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better, or at least as good as, similar teams in other community colleges .
of 1iké type. ’

A key work group member team, however, and its members, can be evaluated
quite effectively withina particular community college if;e1f. Thus, the
student personnel services team can be judged by the standards of performance
set by the top-management team by dé§ign§ting o@jectives agreed Io~withjn\
the community college itself. Indeeé, management by Sbjeptgves (MBO) tech-
niques for internal processing of per%ormance standards ére;quite appropriate /
Y " for developing this kind of team eva]d?tion. Lahti describes well the "

considerations essential in this.proceSs ana their application to job descrip-

0 }' . "
tions, authority and responsibility relationships, and professional }taff .

-

|
J
) N 4
Another approach to development of normative standards for teams and
i

team member evaluations would place more emphasis on the importance of some

deve]opment.22

-~ newer concepts of productivity, partibu]ar]y of organizations involved in
_social services as opposed to production, Tike education as opposed to an
industry. These newer concepts argue that bersona] development of partici-

¢«

- pants in the enterprise merit consideration as outcome, along with the level.

of effectiveness of the services provideﬁ the society outcide of the enter-
- - prise. In such a view, the enhancement of a pro%essionaT”ski11 and under-
| standing possessad by each member of a community co]]egé management team is
an outcome along wit!. the services providgd by the team to the co[]eges anq
through it to the larger society.
The authors see this prcposition really as a further exténsion of the
satisfaction/deprivation theory of human motivation alluded to in several

places earlier in the chapter, The problem confronted, when an attempt is -

&
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i made to translate the proposition to practice, is that of finding valid
t ~

\

comparative data on which' to judge the experiencepand professional growth of

individuals performing as members of different types of community college

_ management teams. Until more systematic and penetrating studies using

management- science are made of community colleges, it appears that only
scattered and institutionally idiosyncratic solutions to the problem will be

made. ' 4
CONCLUSION: NEEDED ADDITIONAL INQUIRY,AND EVALUATION

The authors identified, in this chapter, four types of teams be]ieVéd\to

be used constructively for community college management: (1) top-management;

-(2) innovation implementing;* (3) key work group member; and, (4) special

evaluation. Their development and use in community‘co1feges is quite clearly
rooted in the expectations of the colleges where it can be observed that the

institution is more effective as a result. As organizations, ‘the colleges

that use manggement teams are more aware of their institutional goals and

purposes; they are more unified and coherent in carrying on necessary operating
functions; they are flexible and experimenta1 in accommodating new conditions;
and they have a stronger confidence from knowing how well they are doing. The
organizational dynamics within them, thceefor -, which create oﬁerating tension
may be described as healthy, "creative tension"” rather than unhealthy internal
conflict. |
But the authors sense also several inadequacies in the state of the art
of éommunity college management with respect to the team deve1opmént concept.

One is the limited identification given to the concept in the literature,

particularly that stemming from analytical applications of study techniques
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usea,in management science. Another related. sense of shortcoﬂﬁng is the
equally limited study of community colleges as social organizations with

special attention to their internal structure and the drive of personnel and

-/ ' sub-un}ts within them, as welT as of those involved in external relations."
¢ This chapter and this monograph close, therefore, wfén“;_ca]1 for more

extensive reporting of the use of the team principle in the design for-

management of community coileges and for more critical analysis of the way:

N

it is used and an eva]uatjon éé its worth to‘the\co11eges involved. Such
_ research should congider ai! possible questions: éimpact on morale of
personnel; task-effeetiveness in reaching college obgectives; uniqueness of
the teams to community qp]]eges‘~and their specia1 educational pﬁi]osophy;
and so on. To ne fully effec;Tve, community college management teams nééd:
: to move from action based on ad hoc wisdom and leadership ;ntuitionito action
\Based on a foundation of research and hard evaluation. The question is not
wheenEF égmmunity colleges will continue to use thi team development concept
in their nenegement, but rather it is how rapid]j(%mproved understanding of
the nature aﬁg use of,¢hese~teemsfto advarice tne effectiveness of cdmmunitx\

colleges can-@e brought out. : Ve f
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ABSTRACT OF CHAPTER ’
- . This paper examines the general characteristics of interpersonal conflict b. ..avior and
the consequences of various conflict strategies, drawing upon examples from the academic
community. . e 5

- Two types of conflict, competitive aud disruptive, are identified and are briefly dis-
cussed concerning the positive and negative consequences of each, The major emphasis of

‘he paper examines the fundamentals of the interpersonal conflict process and how con-

_flicts may be prevented or effectively dealt with once they begin. The five basic steps of

. the con&;ct process are identified: preconditions to conflict; definition of the conflict
situation; the conflict b." avior; the resolution of the conflict; and, the consequences of
conflict. There are a varicty of stvles of behavior a person might adopt in a conflict situation.
~ Three passive styles of “lose-leav’er”, “incifferent-vacillator”, and “friendly helper”, tend
‘ to_end up as the losers in conflict, ..e., not accomplishing their personal goals. The
.. “compromiser” has moderate success, b:ut tends to sacritice some personal goals to achieve
others. There are two aggressive styles, “tough battler” and benevclent battler”, who win

- at the expense of the other party’s perscnal goals. The final style is the “problem solver”
who desires that both parties in conflict achieve their persona},goals. This behavior style
desires mutual goal actainment and also maintenance of the interpersonai relationship.

The patterns of conflict resolution are “Jose-lose”, where both combatants fall short,
of a::hievinfwtheir personal goals; “win-lose”, where one individual achieves his personal
goals but blocks the other person’s goal achievement; and “win-win”, where both persons
achieve personal goals and alsc maintain an effective personal and/or workinfg relationsuip.
This paper argues for adopting a “} -~Llem-solver’s” style and uiriving for “win-win”
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Chapter VI
MANAGING INTERPERSONAL CONELICTS
IN THE COMMUNITY COLLEGE
by

] Kichiro K. Iwamoto "

This chapter will first examine the general characteristics of

¢ <

interpersonal conflict behavior that may occur in a community co11ége andi
ihen analyze the consequences of particular confffct-contro1 strategies
freqdent]x used in academic situations. Ofﬁen, administrators only focus
on, or are concerned'with, the iﬁmediate consequences or results of ~
conflicts with colleagues or students. Consequently, they tend to adopt
strategies, which may produce immediate favorable or desiréble results.
However, in looking for §uch quick solutions to present crises, they may
create even greater conf11ct problem: in the future. Therefore, before
an administrator selects an appropriate strategy to hand]é a conflict situ-
ation invb]ving another col!eague,.he or she shdu]d consider whether or not
it is necéssary to work with the other persdn in the future. This distinc-
tion app1ié§ when dealing with graduating students and with tenured faculty
members . | \ .
Although coﬁmynity college administrators must consider a number of
factors in academic\decigioﬁ making, such as the potential poliqy-makiﬁg
implications of the results of a conflict ﬁituétion, fhis chapter will focus
ﬁpdﬁifﬁe general behavioral patterns and strategies of interpersonal conflict

situations basic to all human interaction.

-
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TYPES OF CONFLICTS,

Conflicts have been idengified as either competitive'or disruptive

7 (Fi]]ey, 1975). In a competitive conflict, only one of the competitors can
succeed or wjﬁ: both try to achieve a mutually ﬁncompatib]e or exc]u;ive
goal. Fo;.example, two facy]ty members may vie for the position-of depart-
menf heed, or an administrator may try to maintain a department budget'whi1e
L the cha1rperson argues for an add1t1ona1 facu]ty pos1t1on The.goal of each,
in this type of conflict s1tuat1on, is to "w1n" at the expense or 10ss$ of
the other. Therefore, the behavior of each 3 intended to be rationa]]y .
priented,toward personal successfu] results. Thesc types of conflicts are
resolved only when the result or outcome becomes obvious to both <ides.

% 2 For example, in athletic competitian, when a coach or manager recog-

2

3 n1zes an insurmountable lead by one of the opponents, he or she will often

—

abandon the "W1 épa] and adopt one of providing experience for _younger

or more inexperienced‘p]ayers. ‘Thus, the coach will takerout the better "

.:piayers to allow the less talented or inexperienced t5 participate. It then
becomes a ritual to wait for the formal end of the contest. At times, it can
even be observed that those officiating will overlook minor infractio.s vo
speed the completion of the game because they, too, consider th> w{nner of
the competition to already have been decided.

A disruptive conflict, on the other hand, occurs when one party is

primarily concerned with inflicting loss, defeat, or harm on the other. In
this extreme case, there is no concern about personal goals of success or

winning; all energies are intanded to maximize the other party's losses.

Therefore, behavior *ends to be nonrational, with a point of view which




constantly appears to change solas to sustain the conf]ict. An example of
a disruptive conflict can be seen in the brutal relationship between Martha

and George in Albee's play, Who's Afraid of Virginia Woolf. Martha goes to

great lengths to continually point out George's failures and lack of ‘ambi-
tion by indicating how long he has been aH‘associéte professor and how
diffic&]t it is to live on his saiary. fﬁé, in tﬁrn, fights back and hurts
her.by referring to a.son they nﬁght ha&é had.

MR . /fjllgx/43,41373) suggegtsﬂthat”mostfcoﬁ?iicts are distributed ~long a

P

continuum somewhere between the two extremes of competition and disruption.

2 . One may not only desire to w{n or succeed as a primary objective in a con- )
E flict situation bu;'may aiso wish to increase the cost or loss of the other
i party as‘a sékoﬁdary objective.
\ J- There are a]so:mu]ti-goa1 competitive conflict situations whereby one
,\~JEants to wiri as well as redgFe or minimize the cost or loss of the other
‘wbarty:n An exahp]é of this océurs when one wants to obtain an administrati;é
posifion énd'a1so hopes to establish a good working relationship with the
bther leading candidate for the desired position. i\\\\\

"+ Moore (128, 1962) suggests that an "obportunity'for conflict" occurs
in orgShizations when there is uncertainty over objecﬁives,Lprocedurés; and/
or responsibilities. This situation caﬁ be prevalent &? the academic

setting because the professional dimensions of academic’ autonomy, with its

Tmnal

imp]icationé of academic freedcm, can contribute to a lack™of communication
E 3 < ~

and coordination within the community college. There tend to be three basic’
organizational levels within the community college: faculty, division
chairmen/directors, and upper ievel administrators, such as the president

and vice-presiden ,. Although a statement of purpose or goals can be found
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in most college catafogues, it is unusual to find such statements carefully
and systematically defined down through-.the organ{zation. In practice,
these statements are usually expressed throughoutythe organization in very
genefé]terms, i.e., "offering a high-quality educational experience for the
students.” It is understandable, then, that evaluative criteria such as

"pubTish or perish" may be established at some universities or colleges

. without considering how they directly affect the quality of education and

other-forma11y stated goals.

AN

Since competitive conflict could be a tension-releasing mechanism that

might prevent a more serious disruptive contiict from: developing; it may

-

,benefit a\group‘or debarfhent. Firthermore, if administrators try to smooth

over all forms of tension or conflict between individuals or groups, they
may stifle healthy forms of questioning or challenging. In short, if faculty
are not allowed to express disagreement towards proposed ideas, solutions,
or programs, an important source of creativity anq new ideas or solutions
will be suppressed. Thus, a benefit from conflict is the development of new
ideas, ,a benefit which is more likely in a modified compétitive conflict.
Modification takes place when both competitors view the group's goal of
finding the best solution to be more important thap their personal goal of
having their own suggestion adopted. Each is wi]]ing to withdraw his or her
proposal if convinced of the superiority of the other'é‘proposa1. Such
withgféwa]xfrom compet{tive conflict is simply due to a recognition that an
opponen%'s proposal is for fﬁe common gcod and not solely due to a be]i%f
that his personal_ideas will be rejected by the group. This type of cbmpeti-
fion should actually be encouraged within aepartﬁénts or committees in any

school, since pgop]e‘are working together rather than against each other

toward the solution of a shared objective. .
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If several groups are in competitive conflict, a possible benefit might
" be the increase of cohesion and performance within each group during the .
conflict (Sherif, 1956). On the other hand, the rela.ionship and feeling
between the groups may, at the same time, becéme hostile and even lead to
disruptive conflict. In this situation, Sherif (1956) found that conflicting
groups will often begin to work together again to develop a harmonious
relationship when all groups recognize they cannot solve a commer, important
problem without the help, support, and coopeYéffbn of the other grodps.

Thus, without a mutually accepted objective, competitive conflicts can

1

develop negative friction within a department or committee and can lead to
disruptive conflict. Disruptive conflict has no useful benefit, for an
individual or a group because€, in such conflict, instead of contributing to
the college goals, one is intent on hurting or hindering another colleague
or co-worker. In return, the recipient of this aggression may develop
reseatment and even desire appropriate revenge. In short, disruptive con-
flict can only waste human energies and resources, as well as build barriers

and obstacles for future working relationships.

THE PROCESS OF CONFLICT

Let us'examiqe the fundamentals of the ucnf]ict’pfocess which are
important if we are to un&erstand how conflicts may be preve?ted or effectively
. dealt with once they begin. Since seQéra] social scientists (Pondy, 1967;
Filley, 1975) have developed a multi step model to explain this process, we
shall draw upon this research. The process has been described in five steps:
preconditions to conflict;-definition of the conflict situation; the conflict

behavior; the resolution of the conflict; and the consequences of the conflict

(see Figure 1).
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MODEL OF STAGES & CHARACTERISTICS OF CONFLICT~ - :

Figure 1

“

1

Preconditions
to Conflict

Definition of
the Conflict

\ ! 1

Conflict
Behavior

4

-

the Conflict

oL
Resolution of *

Consequences of
- the Conflict-

Stages of Conflict

Ambiguous Roles, Conflict of
Interest, Communication Bar-
riers, Previous Unresolved,
Conflicts, etc

A4

Identify & Define Relation- -
ship as Conflictful, Feelings
of Fear, Threat,- Host111ty,
Disappointment, etc. -
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Lose-Leave'er, Indifferent
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Compromiser, Tough Battler,
Benevolent Battler, Problem

Solver
4
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_Lose-Lose .
Win-Lose .
Win-Win )

e 3

— I
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"Solving, No Effect Upon Future
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Characteristics of Conflict Stdges
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Preconditions to Conflict. The first stage of conflict is

.a set of. precond1t1ons which is often the prerequ1s?te for

-7_

conflict.¢ For examp]e F111ey (1975) po1nts out that ambiguous
roles or rules, conflict of interest, communication barriers,
size and complexity of the o}ganization, and unresolved

prior conflicts can cause conflict. If the boundary lines

Bgyween responsibilities, authority, obligations, or rewards

are not clearly defined or understqod by all parties, then'an-
ambiguous role or role- re]at1onsh1p ex1sts, and iconflict
behavior c;;’deve1op over these amb1gu1t1es The reat19n

of a new administratiye position or committee often goes
through this amorphous stage. Recent]y, G .09 cdﬁ]ege,

the title "Assistant to the President" was introduced w1th
only a vague statement of requ1red duties. When this
"Assistant to the President" term1nated a pobu]ar adminis-

trator, a certair amount of resentment deve1oped among the

staff and faculty parfifl;y because it was not known by

many that, in actuality, the terminated ddministrator's o

offigce was part of the "Assistant's" personnel (
responsibilities.

Conflict of interest is present when persons seek

mutually exc]us1ve or competing goa]s Any parent |

understands this concept when listening to two children
argue over which television program to watch. Chairmen
of different divisions within the college often find

themselves in this situation when budget reques.s are
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presented; each ardues for a certain proportion of a fixed, \\\\\

limited commodity .

P
Ay

The potential for conflict becomes -greater when tﬁere are

communication barriers. The lack of two-way communication
' often‘resQ]ts in hisiﬁ}ormatién or‘misunderstanding, as v
. well as géeat]y reducing ppe opportunity to confirm the
accuracy of information. In.larger co]]gges, the cpance
for preconditions for conflict to develop are simp]yvgreate%.
For examb]e, schools with a large number of départﬁents
or divisions may have commuﬁication prob]emé, conflicts of
interest betWeen departments, or poor working relations due

to prior conflict e§periences. Furthermore, when there have

been unre;o]ved prior conflicts, one tends to enter future
relationships with hesitation and distrust which can influence
a person to perceive the new relationship within a conflict
framework. .

The above-mentioned factors are some of the common
preconditions to conflict. Consequently, it is important

for us to recognize them when they are present in our

professional communities and to be conscious of their potential

consequences.

2. Definition of Conflict Situation. It is quite possible thaE
cenflicting persons-might not be aware of these precondit{ons
(Pondy, 1967); but the presence of these,'or of other similar
;ondic¢ions, can influence a person to pérceive and define a

relationship or interaction as one of conflict. Furthermore,




—-

Yt is not absolutely essential that.any of thase-conditions
be present for peopie to anticipate an ensuing conflict. It is
the'psycho1cgiéa1 processes of pﬁ;ggi??gé and defining a social
Situation that}initiate a con Yict situation. If one does
not believe a comment to-be insulting, or unjust, there will
. be no conflict, unle§s one is informed of the nature of the
comment at a Jater date. If one is not interested in, or
« greatly bothered by, a campus newspaper editorial, thenlfta}s
also unlikely thqt it will be perceived as a threat or serious

attack, and one will not engage in some form of conflict

reaction. A simple method to avoid conflict is to devalue,

discredit, ignore, or.overlook a comment by a potentially

conflicting party. ‘ .o
It is the interaction between the fee]ings‘and the per-

Seption of a situation that causes it to be a conf]ict.a What

is séen and heard-shapes emotional responses toward a situation,

and feelings shape perception. For example, an administrator

*is approached by a facu]ﬁy member with a proposal which

requires édditfona] budget considerations, but as the

professor explains the proposal, he erroneously draws from

the facial expression§ and other non-verbal gestures of the

administ(ator that he is not supporiive:of the p1§n. However,

the admini§tﬁ5tor has, in fact, not made up.hi§ mind yet,

and probably might not even fully understand the request.

While the faculty member is talking, he is also feeling the

emotions of disappointment and mild anger as a result of his
/




<

. or insulting, conflict behavior will ;@en begin. ,

of styles of conflict behavior which has been deve10ped 1a1m(

.perception. To clarify some points, the aaministrator may ask
one or two questions, but the faculty member, based upon his
negative fee]ings, perceivés his questions as aﬁtempts to k Y
discredit his- proposal. -The professor then, to_the
bewilderment of the administrator, responds with sarcast{c or
gefensive responses to these informatiqp-Seeking questions.

[

If the administrator perceives the remarks as attacking

-Lonflict Behiavior.® Conflict behavior hds'been defined as
éonscjous]y; but not‘necessari]y'de1iberate1y,efrustrating

a person's pursuit of a goal (PoEdy; 1967; Filley, 1975)." It
must be intentional, not chance or accidental. It may not ‘

be deiibeiaté% though, for in tke pursuit to achieve an objeétive,
it may be an unavoidable consequence to -block dr to frustrate
another's goal attainment. Pondy (1967: 304) nice!? explains

this cha.acter1st1c of behavioral conf1{;t as fo]]ows

"Suppose A unknowingly blocks B's goa]s This is not

“conflictful behavior; but suppose B informs A that he perce1ves ‘

tA S pehav1or to be conflictful, if then A acknowledges the -

" message and persists in the behavior, it is an instance of - -

manifest conflict". This points out an important characteristic

of conflict behavior: it must be mutually srecognized.

Filley (49-52,1975 ) presents an interesting typology

7

Jay Hall's (1969) mooe] of conf11ct management styles. The

two key Himens1ons for this model are the degree of - jncern




for one'g,persona1 goals and the degreé of concern for the

. relationship with another. This means that as someone enters

a conflict situat;on, he or she assesses how important the
perceived blocked goals ?fe and alsé how important the
re]afionship w{th the éohf]icting personis, Then, based upon
these.two judgments, a conf]ict[behavioral style is adopted.

A person can be low,-moderately, or higﬁ]y concerned for N

"each of these.dimensions (see Table 1). In conflicts, a major

congide}ation in thegchoice\of behavior style tends to be
the anticipated or désired outcome which canwbe thought
of in the simplistic terms of "winning" or "losing" the
battle.

a. Typology of Conflict Behavior -

A

1) "Lose-and-Leave" Style. The person choosing this styie

L]

has no real. commitment toward personal goals or the
»social relationship.” When faced with the slightest

suggestion or pe;ception of conflict is to remove

himself both mentally and physically from that situ§tibn.

The "lose-and'leave'er's" rationale is that the be§f

N strategy is impersonal tolerance and avoidance when

confronted with conflict. This is similar to Presthus’
(1962) indifferent persona]ify type who is described

as viewing -conflicts as unproductive systems of frustra-
. ¢ |

-t . N
tion, and whose major conern is the security and

prestige rewards from work, 1eéving the pursuit of per- .

sonal goals of success and power to others. .




a AN

Ve
TYPOLOGY OF CONFLICT BEHAVIOR

Table 1

- -

i . .o Lose-Leave'er Low

i o - Indifierent- Low
: a Vacillator

Friendly Helper

™~ Compromiser Moderate
=
. 1, _ |
‘ © . To.gk Battler ~ High
' Benevo]eni Battler® High
|
. Problem Solver High

<

* These styles developed by this writer.

Moderate
High

Moderate

-

Low

Moderate

- High

T, ‘ T Concern for Concern for Antjcipated or Desired View of
- B R Style ™ - Personal Goals Relationship Personal Qutcome Conflict
Low To avoid conflict at all Abhorrart

cost

To stay out of conflict

. without making anyone

angry

To give support and smooth
over potential conflicts &
maintain relationshﬁp

To try to gain éome"portion
of personal .geals and also
maintain’'some degree of re-

1ati0nshiprwithout conflict

To win at any cost

To win first and theri repair

or reestablish relationship -

Toiachieve mutual goal
attainment and maintain an
effective relaticnship

Avoidable

Avoidable

Unnecessary

Ni.i.once

Necessary Evil

Positive
Contribution




This person believes that one should try to
remain anonymous and never “"rock the boat" with
innovation or new ideas. The "over-the-hill" tenured
faculty member who is mainly concerned with achieving
retirement and only wishes to be left alone to teach
the same c]asses\each term is an ex%reme, but unfo;tui
nately, prevalent example of someone who chooses this
style. Since the "lose-and-leave'~r" has no inportant
personal goals he is willing to ue seriously,
losing almost by default will be his expecfed outcome
in conflict situations. The person adopting this style
will be a non-contributor to the growfh and deve]opmenf
of a department or division.
Indifferent-Vacillator Style

Thé ge]ection of this style suggests a lack of ‘
impgrtant Lersona] goals, although this person does
have a moderate concern for the existing relationship;
but because it is only a moderate concern this pérson

[N

may vacillate between agreement to avoid conflict ind
withdrawal from tﬁe entire situation. This makes it
impossible to depend upon the Indifferent-Vacillator
for support in any group decision making situation. An
example of the type of comment this person 'would make '
is: "Well, I really did not mean to suggest that I

agree with that idea'- On a committee, this person's

indecision can consume additional meeting time because
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of the need to continually check the current position.

Everi if he is not greatly vacillating .on many issues,
he probably can be easily convinced to change his
opinion or support a different proposal if he-feels
the change will support, the relationship about which
he is modcrately concefned.
The Friendly Helper

The person who adopts this style rlaces great
importance upon maintaining existing relationships and
also-does not highly value any personal goals. There-
fore, he is willing to support almost any position.
The rétigna]e for his style is that he believes only
cooperative behavior can be productive and that éhere
is no positive value in conflict. Thus, maintaining
imutual interects and harmonious relationships are key
objectives of this style. This person can form a
strong and powerful coalition with the "Tough Battler".
Though the "Friénd]y Helper" does not directly succeed
(win) in achieving any personal goals, it is possible .
that he may gain some vicarious success in strongly
supporting and coalescing with a victorious "Tough
Battler".
The Compromiser Style

This is the style ¢. negotiator whc is willing to
trade or sacrifice the achievement of some of his

personal ohjectives for a corresponding concession by
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the other party. This person prefers majorify rule,
assuming that it is impossible for everyoné to be
simultaneously satisfied, and recognizes the importance
of allowing everyone to express his individual opinions

as long as he does not stubbornly hold to his convictions.
The Tough ‘Battler Style

"Winning at any cosf" seems to be the crincipal
value for this style. Consequently, working relation-
ships are irrelevant uniess they might directly aid in
the achievement of a personal goal. In an extreme
case, the "Tough Battler" may wish to win in & conflict
situation for the sake of winning as a demonstration of
personal power. For this person, conflicts arise when
others do rot understand the merits of his ideas. His
individual objectives are his primary concern, and only
when department orlco11ege objectives coincide with his
does he see any merit in them.

As previously suggested, an advantage of a conflict-
producing colleaque is the check-and-balance effect his
questioning and challenging produces. Unfortunately,
however, this person may lose sight of goa]aachieVement
and choose to change from competitive to disruptive
conflict. For example, if "Tough Battler" recognizes
that other members are going to support his opponent's

viewpoint, the "Battler" may change his goal to

preventing any decision from being made by attacking




oL

certain individuals or idéas. Though he does not get
his personal proposal aééebted, he ﬁoes cause the
opposition to lose, too, by preventiﬁg anything from
being accomplished. Therefore, the "Tough Battler" is
a personaily successful calleague because winning
produces its own rewards. . |
The Benevolent Battler Style

This sty1g is similar to the "Tough Battler" in
that winning is the primary objective, but it. .fers
in'that thi§ individual is also concérned about
"patching things up" after the battle is over. There-
fore, after winning, the "Benevolent Battler" attempts

to smooth over the“hbsti1e‘fee1jngs by dealing with

the loser's frustration, anger,-and tension (Bales,

1950, refers to this as the social-emotional leadership

role). This person will often withhold information or
op]y provide limited feedbaék because he believes that.
he is protecting hlg colleagues from being hurt or
upset (and, of course, increasing the probability of
his “winning"). An.administrator who suppcrts aad
defends all the college goals without yuestion may be
1ikely to adopt this strﬁtegy. The benevolent aute-
cratic leadership style is very compatible with this '
conflict behavio~. 'The benevolent autocrat is basi§a11y

a very "decent" pe?son who gives genuine support to

those subordinates who internalize the organization's
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goals, and feels morally responsible fcr the subordinates
(Brown, 1950). He wants them to be successful as 1on§
as success criteria are defined by either himse]f or
the organization.

7) The Problem-Solver Style

The person who adopts this style consciously

attembts to achieve everyone's goals within the conflict
situatidn,\not just his own. He believes that mutual
goal achievement is possible and views conflicts as
positive contributions to tﬁé group because they create
solutions. He recognizes the legitimacy of expressed
fee]ing; within the group and believes that one does
not have to tignore o; "sacrifice" one or two members
for'the good of the group (Filley,52, 1976 ).

’ This méy sound 1ike an overly idea:istic model
which, for all practicu]l purposes, cannot be achieved.
The first thing one should do as a "Problem-Solver" is
to redefine all problems as solvable challenges.

Another essential characteristic of a "Problem-Solver" ,

is avoiding the defining of interpersong] re]ationships,

- as threatening or conflicting, but rather trying to
identify the specific factO(s, such as communication
barriers, misinformation, etc., which are sffectgng the
relationshin and aitémpting to correct them. For

example, A, a "Tough Battler", states that B's (a

"Problem Solver) idea is really dumb. B, rather than




becoming defensive and launching a counterattack,
accepts the possibility tnat there may be flaws in his
plan; ther .fore, he (B) will try to. understand what A
seé%\Ep be wrong. B will inevitably respond to A's
initial ;emark with an information-seeking question,
sucﬁ as; "What is specifically wrong with, or “umb
about, my proposal?" If A is not able to express
clearly his criticism, then B might ask whoever else
is presenf if they can He]p explain-it. ¥
The origina] comment of A has stimulated a group
or mutual fnquiry into th; merits of B's plan rqther’
than a competitive or di. uptive conflict.
 Ultimately, A must change his personal objective
from the adopt{on of his plan to the adoption of the
best plan for the group, tpus changing from "Tough
Battler" to "Problem-Solver" , and it is B's behavior
that acts as a model for A and a];% that makes the
- change most attainable. The "Probiem->olver" uses
w’cdhsénsdé, not majority rule, as the mecnanism for
decision making, compromise, or force. There can be no
losers if a unanimous agreement is reached.
Thus, clearly stating and agreeing upon the goals
or objectives significantly reduces the chance for
disruptive conflict. If all are mutually working

towards a solution, it is less likely that one will try

to sabotage another's contributions. Of the ‘seven
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behavior styles mentioned-above, it is the "Problem-
Solver" approach that best avoids or reduces potential
conflict situations to the benefit of the school,
department, and-all personne1: ‘

The reader should recognize that these. styles are extreme or-pure type
descriptions and that actual human behavior may only approxiﬁate the .
characterjstics of each type. It is not unusual for someone to choose
édfferent styles for different relationships. A faculty member may be a
"Benevolent Battler" with students when d%scussihg course grades, a "Compro-
miser™ Within the department, and a "Friendly Helper" when wofking with
administrators. ‘ ‘ -

It is also possible for a person to change styles during a particular
relationship. ,One may begin a discussion as an "Indif%e"ent Vaci1{ator"
and become annoyed at some comment and change to a "Tough Battler" by
suddenly decidiné not to support the other person's p1ap but instead pro-

posinghis own. . “ N

-

L d
A final point that one might consider is the combining of certain

styles- in a sequence which might model ¢ :onhe's predominant conflict style
during a professional.career. One might enter the acagemic setf’ng as an
ambitious "Tough Battler", then years later enter administration as «
“Benevolent Battler" or "Problem-Solver," then after years of service, step

il

down and return to teaching as a "Compromiser,” and then end one's career as

-

a "Losé-Leave'er." This‘ig not intended to suggest a prevalent or desirable N

’ . L - .
career pattern but only oﬁe way to view these styles.

-

The final section of ihis chapter will discuss ways to adopt a "Problem-

Salver's" style and how to;dea1 with the other styles. However, before
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b
moving t. this point, it might be helpful for the reader to review Table 1

and tp ask himself two questions. "Where do I fit, and where do others see
F
me fitting?" . . /

7’

4. Resolution of Conflict. As stated earlier, conflicts endgwhen the

v .

. outcome 1§ recognized by both parties. To understand the final ~
results, itﬁmust be determined to what extent each of the antago-

I -~

. nistic parties has achieved personally defined objectives. There

|
|
l
|
l
are threé basic results of ;onf]ict:ﬁ»both~parties fail to accom- - ‘ 1
plish their objective to any significant degree (1ose:1ose); one ‘
accomplishes persgna] objectives while the other does not (win-lose);
or both achieve their desired ends (win-win).

a. "lLose-Lose." Both parties fall short of their desired - -

goals in this conflict-resolution pattern. There are
several reasons why this may occur (Filley, 23-24,
1975). For example, both parties may be willing to

accept partial goal attainment to avoid potential con-

. " ] " " s . A dmall
flict. The "Lose-leave'er", "Indifferent Vacillatov",

"Friendly-Helper", and "Compromiser" conflict stvles

have this characteristic to some degrée, and any com-

bination of the above pairs can be expected to produce
this result. Another way for this to occur islwith the
addition of a third person as moderator. The usual

" conseguence of the addition of a neutral third person

< s gt

' 3 is either a compromise ("lose-lose" result) or a.

deciéidnk{ﬁﬂfavor of.one of fhe two parties ("win-lose"

result), but rarely for both parties ("win-win" result).
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Another pattern of the "lose-lose" result is the

stalemate. Two "Tough Battlers" may refuse to yield

to each other; and, therefore, no decision is made
e because both are unable to achieve personal objectives.
In some situations, a stalemated party may accept a
third person as moderator, and the results é;en can be
either "lose-lose" or "win-lose." The moderator in a -
successfully resclved situation tends to gain some of 3
the racognition and rewards that originally would have
gone to the wiﬁner or winners of the combat. VYet, if
things are not resolved, it is the "Battlers" who are =
considered to be responsibie. It is usually the
marriage counselor, and not the two spouses, who is
credited with "saVing the marriage"; yet, if the
marriage is dissolved, no one says that the counselor
"did a lousy job".

-

b. "Win-Lose". This is a prevalent pattern of one winner K

at the expense of the other. One pattern is that one
capitulates and deliberately allows the other to win.

| Sometimes there may be briber »>r informal agreement
involving promises for future support and cooperation.
The "Lose-Leave'er",'"Indifferent Vacillator", "Friendly

He]pep", and "Compromiser" tend to lose to the "Tougn

Battlers" br "Benevolent Battlers".
Another instance of this result is seen when someone

enforces the formal authority of his position to resolve




- produce a minority of losers. Although voting is a - !

a conflict. The other person loses, not because of the
merits of an idea, but because of being outranked.

This can produce a negative consequence of the win-lose ‘
result: an angry loser who will be more difficult to
work with in the future. One can speak of creating a
powerful loser who will develop a grudge, desire revenge,
and prefer not to cooperate in the future. This may
s0Cccur when a faculty member requests a particular -
-teaching schedule for the next term, but the department
chairperson states that scheduli g is. his responsibiiity,°

ana it is nét\ﬁbssib]e to please :veryone. So thé

request is rej;cted. If, in the near future, the depart-
ment'chairperson should ask that faculty memver for ﬁn
~opinion or help, one could expect the reply of: ‘"I
don't know; it's riot my responsibility."

Another win-lose situation,is-tﬁe democratic

procedure of majority rule. Having a department voting_

on ‘ssues, unless there is a unanimous consensus, wi]}

valuable technique for decision making among a 1§rgé
number of people, this procedure (with its negative
consequence) is less appropriate for smgi1 groups of
about a dozeﬁ. {n particular, in conflict situations
where people view 1osing as personal~defeat, there
tend to be feelings of powerlessness, aTienation, and,

therefore, a disinterest in future participation.




A fourth pattern can be seen when a small minority
of co]]eaéues manipulate or "railroad" an idea through
a meeting by forming a coalition which will give others
the impressioq of majoriéy support. This can develop
by a spontaneous, accidental mergjng of common ideas“dr,
in the other extreme, be a secretive, &ivisjve, pre-

pianned strategy. Regardless of the reason, the

majority becomes the loser although it may seem to each

'one that he represents the minority points of view.

The major consequence of this resb]ution pattern
is that it is costly and most often qnneceésary in
achigving ore's objectives. ‘

"Win-Win". This pattern occurs when individuals can
agree upon a common solution that will satisty their
personal objectives or needs. Though this is obviously

desirable, it is often assumed to be unobtainable.

-Once we assume that our individual objectives are

.mutua11y exclusive, then by definition, we cannot

mutually resolve the problem. Filley's (és, 1975 )
definitién of consensd%oprovides us with an interesting
insight into achieving this result: '"Conéeqsus decisions
occur when...a final solution is reached. which is not
unacceptable to anyone"- This suggests a refocusing
away from a highly committed personal solution :
toward a serious objective examination of alternate

solutions. When presented with alternate solutions,
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‘examination of one's own goals? Often if the combatants are wiliing to do

’ this,zthere can be discovered common parts or components within these

‘ agreed-upon, overall objective, and in a reasonably short time, they agreed.

a group that accepts this definition'ihdicates that
there may be ac*eptabﬁe solutions to the entire-group

N in conf]tct, ‘though it might not be everyone's first
choiee. This is different from compromise because in
consensus the solution does me:t each person’<
individual objectives or needs.

\Y . .
When there are situations where several individuals are at polar

extremes, how can they resolve the difference and begin with an objective

* _Q

Y

extremes. Then, by emphasizing the common .parts and questioning the bersona]_

" importance of the disparities, a common objective can-be agreed Gpon as the

initial step in achieving a "win-win" resolution. For example, in one joint

'soc1o1ogy/anthropo1ogy department two anthropologists were in couf11ct over

dec1d1ng what the qua11f1cat1ons to fill a vacant position 'should be. One -
r

a;gued for an archaeologist; the other, for an urban anthropo]og1stt*-A~ber-— -

son 1}stening to these two opinions could be easily swayed by both argumehts,

yet there was on]y one position vacant and it was‘extreme]y uniikely to find

a cand1date equa]]y specialized "in both areas.

After an hour of restat1ng'the same p01nts over and over,.another
co]]eague suggested that each anthronologist state what his or her personal
objectives were in determining the position's quaﬁifications. Surprisingly,
they both began with the sahe general objective--to offer our students the

3

best possible range of basic courses in the field. Next, they began tu

_examine their own rationale for the specific qualifications in terms of this

<

-
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that the urban anthrqpb]ogist would best rit the department's needs, and

. [ ’ 1
they jointly de eloped th2 necessary job description.

g
~ . ‘s

Although in an earlier section whpreoit'was suggested that there are
se~ious o -advantages to the use of a moderator in confli.t situations, the
point'éeferred only fo those moderators who perceivé’their task as tﬂét‘of
primarily formulating the solution to the prob]em.‘ Lef uz refer to those
as "Solution Moderators". The above example suggests that moderators who

focus on shaping the process of problem solving within conf]icfs can be

-major positive forces in establishing a "win-win" reso]ution.‘ They can be

referred to as "Process Moderators", <ince these persons focus upon basic
. & -

procedures that will help produge a cooperative consensus. '

" Here are some rules that will aid in this approach (Hall, 1977;

Guetzkow & Gyr, 19545 Filley, 1975):

‘“l.V’Begin by having all persons involved express their personal -
' objectives, needs ard feelings.

2. Seek %o agree upon a single or a set of obje¢tives acceptable
to ali.

3. Consciouély fouus upon defeating the pioblem and not on each

. other.

4. AvoiG compromising procedures such as voting, trading, or
barganing. ' .

5. Attempt to deal with factual informatjon to re;o1ve prob]ems(.6
It is important tot‘recognize and admit vhéh—there is ne factual
evidencegto support a position. ) o ~ . "

6. Rerognize th>* the values and feelinas of each person play an

N

important part in causing and also resolving conflicts. If two
. &,

-
’

N

. \= \J57.
5
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suggested solutions are of qual merit, but the first has strong

opposition to it by severa¥ persons, and the second has no major

. objectars, then the 1:-tcer solution will more easily achieve /

!
i
/

consensus. . | /
7. Accept conilict or disagreement as a helpful and product'vc> /
contribution, providing it does not produce threats or defensiveness.

v 8. Avoid bersona] behavior that wiil exclude or ignore the perséﬁa]

needs and. objectives of others. . . /
. - /
9. Be prepared to examine objectively and compare your ideas/@ith

others in terms of which one can Pest meet the agreed-upqh overall

. . /
objectives. '

10. When disagreements arise, ask questions to determine the specific

points of conflict and refer to the common objectives for guidelines
. to resofution.

f

S P ' An effective "Process Moderator" ?L.u]d convey three ideas to the other

persons within tie conflict (Filley, 2/-30,1976):
{

|
l

1. *T wart a solution which achieves your goals and my goals and is

/

'
i

acceptable to both of us." \
\ 2. %It is our collective responsi?i]ity to be open and honest about
facts, opinions, ana feelings."

3. "I will contro]dthe process by which we arrive at agreement but will

not dictate content." \

} ‘
i

The "Problem Solver" striving for a "w1n win" so]ut1on to conflict is

most‘effect1ve when in the role of a "Process Moderator", and this should

net 1nh1b1t his or her contributing ideas or criticism towards the final

agreed- upon solution as long as these contr1but1ons are -treated with the same

.scrut1ny as all others.
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assignment,

The following is an example of a conflict situation that developed
when the author co-directed a Summer Institute for Social Studies High School
Teachers. During this six-week program, two teachers adamantly refused to
do one of the institute's assignments: to write five behavioral objectives
for use in the classroom's nexf term. This‘deve1oped into a major conflict
between the four of us, and it also began to affect the other thi&ﬁy-four
participants who were being foiced to take sides on the isSife. We, the

co-directors, kept insisting that the two teachers had to successfully

" complete all assignments to receive academic credit, and they expressed an

absolute refusal to to it. Finally, it became necegsany for the four of
us to meet after class to try to resoive the conflict because it began to
affect tﬁe entire program.

Much of the first few hours were spent in shouting, interrupting each
other, and in other basic characteristics of disruptive conflict. Finally,
totally exhausted, but still as unresolved as before, we began to examine
our individual premises and objectives surrounding the conflict. First, we
examined the institute's objectives which were to provide materials, pedagogy,
and basic understanding that would be immediately useful to the participating
teachers. Then the two teachers indicatea that they had chosen to attend ??”
gain materials and skills they cou1q use the next year. Thus, we had a very
compatible, if not common, objective. Next, we examined the specific '

The co-directors had cﬁosen this assignment because behavioral objec-
tives were rap%d!y becoming a required format for lesson plans in high

school. Already, the state of California had adopted behavioral objectives

as required format. It was felt that it was a valuable skill to have for
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teaching segondary education. The two teachers, both from California, :had
developed <trong dislikes for the rigid quantitative characteristics of
behavioral objectives and, though State-required, their particular school
did not enforce that regulation and neither teacher had to use them. It
became obvious to the four of us that requiring teachers to execute an
assignment that would not be immediately useful was simply a futile exercise.
We then decided to Qrop the assignment and substitute another one,
mutually designed and agreed upon, that would be of more value to the
teachers. Though, unfortunately, we had spent over one week in compet%tive
~and disruptive conflict, our "win-win" solution ha. additicnal positive
cdhsequencé for the whole program. The next day we announced the suspension
of all assignments and indicated that new individual aésignments were tq
be jointly designed by each teac'ier and a director to meet more closely
each participant's individual needsi This led us to the final factor in the
conflict process.

5. Consequences of Conf’ict. There are three possible consequences of

conflict situations: (

— a. Conflict resolution can become a precondition for future
conflicts. As previously .suggested, when total agreement is
not reached in a conflict resolution, the probability for

- future, and perhaps more serious, conflicts is greatly

j;é%gk, increased. Losers will try to "beat" the winners in the next
encounter; compromisers will feel obligated to centinue in some
kind of antagonistic cooperation; and one-sided winners will

become even less sensitive and concerned about the feelings,

needs, and objectives of others.

160
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Conflict resolution #i11 have no significant effect upon

futu}e relationships. Though this is possible, most writers

on this subject believe that conflicts leave a legacy affecting
future relations~-if nothing more than a Qesire for competition
for its own sake (Filley, 1975). .

Conflict resolution can precondition future cooperative
problem-solving situations. The author has argued in this
chapter that adopting a problem-solving style and striving for
"win-win" results cannot only produce effective cohesive
werking reiationshipg but can aiso be a precondition for more
creative, supportive and trusting professioné] re]ations-in the

future.
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