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ASSTRACT

Dutch universities have a tradition of autonomy and an administrative structure character—
ized by decentralizaticn and demooratie procedures, They &ére TOW faped with increasing
demznds of public acepuntapility, with severe budget cuts and strong tendencies towards

, centralization. Within the University of Utreotit, this means the end of a mentality which
equated autonomy with isolation. Instezd of allocation procedures based on principles of
"quantitive justice!, planning and budgeting procedures aimed at a critical evaluation and
selection of activities have been developed, while decentralized and democratic decision

making sre maintained. These procedures are discussed, together with the pitfalls and

paradoxes encountered in their implementation.
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{3TRUCTURING, REALLUCATION AND RETRENGHMENT AT THE SAMe TIME: THE DUTCH UNIVERSITIES 1

In the second part of the T970's Dotefr griversities saw thenselves mcreasmgly confronted
with problems ‘which tmy had wp to then never taken into account. Tradition, academic and
adninistrative structures and lack of estzblished planning procedures prchibited effective

dealing with questions that mainly zrose Out Of public discontent with the universities!

record.

In the next sections we will discuss:
O

1. the strmture of mgher education in the Netherlands, and especially of the University

of Utrecnt, its ao‘mimstratwe procedwes and declsiomnaldng proeess,
| 2. the nature of the problems the unlversity had to face and the" ineffective hay in which
thess prbblems were dealt with at the end of the seventies; '
3. the planmng mcdel we have been using gince 1981 and its concequences in point of gen~

eral awaraness, quality a&sesanent new allocating procedures ad morgmization

processes;

I, the way reorganization processes in the departments are carried out.

i

1. Higher education in the Netherlands

a

I‘n@ system of higher education in the Netherlands distinguishes rather strongly bstween
vocational and acedemic education., The former is provided at a large number of schools,
the latter at 9 wniversities, 3 polytschmics and an agricultural university. The oldest of
the miversities was estzplished in Leiden in 1575, the youngest at Meastricht in 1975.
Ihe total oudget of the wniversities amounted in 1982 to about Dfl. 3.8 billion (US$ 1.4
billion), and total enrollment was around 140,000, The University of Utrecht is.the larg-
ast of the Duteh wniversities and is centrally locatad in the cowntry. In 1982 it hed
24,000 students, employed 6,500 people (in 5,000 full-time-equivalent jobs) and spent a

bidget of 560 million Dfl. ($ 210 million), of which 753 want o salaries.
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Aong the 2,400 teaching aid research staff were 400 full time professors and 450 graduate
students holding temporary jobs as research assistants.,
The University has setheen»acadarxic'deparmw, anong which l;w, medicine - and dentis-
try, veterinary science, the natural scienceg and social sciences, theclogy and philoso-
. phy. ihe arts and languares department is tbellargest with 6,000 students, »ﬁle philoso~
phy with 250 students is oy far the snallest.

since the end of the trbulent sixties the tormal decision-making process within the Dutclfm
universities has been demccratized and pertly decentralized. ericxﬂ.a.‘ course cortent ard
research programs are being decided wpon at the level of academic departments °and Sub~-
depertments. Budgeting decisions are being made at wiversity level (and in turn on a na-
tional level by Parliament).

Formal decisionmaking on the unlversity level rests with the Unlversity O%mcil, a U0-
mambar .oody consisting of 11 faculty, 1 non-teactiing staff, 11 students and 7 non-
uiversity mambers. University mewoers are elected, non-university members appointed Dby
the goverTmsnt. _Exechcive powsr rests with a S-mempber Board of Direcbors,‘ which has a
large Central Office at its hend. Budgets are handeda down bo. ac§danic departments, where
decisions on specific ressbreh programs and curriculum structure are peing mzde by elected
Departmant Councils, maﬁe D ot‘"a majority of faculty together with students and . non-
teaching staff.

The 'miversity can thus be described as a conglomerate of highly autonomous departments,
In this setting, coamunication betwsen levels is very formalized, and tends to develop
" pureaucratic aspects. At the ssme time the nature of the decision-maldng bodies hag infro-

duced a highly political atmosphere with strong emphasis on goals as opposed to procassas,

and on quantity as oppossd to quality.

Under these circumscances plaming and pudgeting were, Up till a few years ago, completely
quantitative, Underlying assumptiong/beliefs were:

- teaching and research are symbiotic counterparts, and should be woven togetl”%ff‘ in one

co




strong tebriec,
- every reculty mamper should do research as well as teeching,
- peing a gooii r;esearchefcomts higher in the internal picking-order than being» a ‘good
teacher, and automatically leads to regular promotions end s§lar=y rises.
Baéicallyf»allocating -nwdels were errollment~driven, based on a priﬁciple of quantitative
justice, ‘Thesa models tried to give every fzoulty member equal time fqr research. The
tezehing workload thus was kept betwsen 50% and 5% of the working-hours, Houghton, Mack-
ie eond Pietrowsikd (1979) have pointed out that such en allocation model can caly funetion
effectively in an expanding gltuation. If .there is a plan, it is a race in vhich everyone
zets a prize but no one gets the gold medal. o
A sscond emsrging feature consiscent with these assunptions tms that no accounting had to
pe given of the resol.rme.s spant. Under decl?ining econanic conditions this had‘ to lead to

stmfig public and political criticism and in time 'aa dzelining budgets, when the time was

there the University was not prepzred for it.

2. Reallccation, restructuring, retrenchment

In this seetion we will outline the problems that overvnelmed the Dutch universities and

. forced the Undversity of Utresht to abandon its old planning model.

a. Reallocation .

Betwzen 1975 and 1980 vudgets were stebilized. prrollment was still rising, but its

growtlt was highly differentiated. Some departments faced contraction, othsrs wanted ex-

pansion to be zble to accammodate the increasing number of students. As Tolley (1980)

and Cristenson (1942) have opserved this leads to defensive reactions in departments

faced with contraction, like in our department of chamistry: <

- an increasing cry from professionals for keeping wo regearch of outstanding quality,
where tying budgets to emrollmant had been advantageous during the growth years,

methods for uncoupling were Sought.
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- as the decline in Studalt numbers in those departments was a result of a declining
iob mzrket, students tended to ask for more specialization and longer curicula in
order to. be able to compete on the tight labor merket.

In the political setting described above one can easily sza professional groups within

departments drawing together and being supportad by their clientele.

o divide the tesching load equally (rot more than 65% of the working hours) among  the

departmants, a large number of reallccations became necessary; but because of the sta-

bilizing budg;a';: the teaching load for very few departments fell below 50%. In 1980 the
situation grew out of hand: the completely-projectad tﬁachiﬁg load for 1986 for the
unjversity as a whole beéame highsr than @‘5%. It was no longer possible to\pmduce the
usual Dblusprint-plenning on thg basis of the zoceptad prineiple of quantitative jus-

tice.

Restructuring

At 'niversity<tide level the registance’ towzrds change had been menifest with regard to
government initiatives to restructure zcadem.2 curricula from the existing 5=-6 years to
a UY-years highly structured curriculum. After 12 years of discussion and university
opposition lavsjestablishing the new curricula types were passed in Parlianmt:

At the same time budgeting procedures employed by the Duteh governmant were restruc=
tued. Tesching would be finenced based on earollment separately from research.
Ressarch funds would be allocated to the universities on the basis of submitted
research programs of highly acclaimed and externally reviewed quality in S-year eycles,

Although the origin of thase measures was clearly a lack of '"responsiveness"® on the

7

pdrt of the wiversity, pertinent questions were never discussed, such as: what is o

product, and how is it offered, does it meet required standaids, \:he szme questions
Unilever would oy to enswer in case of declining soap sales. In fact, the walls wsre

still up and very high.

The new budgeting procedures make it necessary for the universities not only to account
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for the money they have spent, buc also to plan their ressarch-activities in advance

and in terms of priority based on qualitative arguments.

‘Retrenctmsnt

In the new budgeting models staff/studsnt ratio’s have bzen reduced very strongly, for
same disciplines up to 50%. In same fields - medigine,, dentistry = the number of stu-
dents moreover will ba reducsd to cbtain a bettsr match with lzbor msrket demand. Over
the past three yesrs these budget cuts have been 2 or 3% ;n;uglly The fifancial
outlook is 10-15% reduction in the coming four years., So far in most depertments cuts
have been accammodated by not hiring new staff for vecaneies. Most staff being tenured,
and turnover being only in u'za order of 2 or 3% amuzlly, some departments begin' to
look like Emmenthaler cheese. It is again the result of a defensive resction without
adapting to a changed environment, )

It goes without saying that this way of accafr{wdabing pudget cuts is disastrous for the
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nmumer of tamgoresry jobs for resesrch assistants, and enlarges the problem of acquiring

firds for research programs.

The plamning problan

There are mainly three reasons why the old plaming procedure wes no longer appropriate

for the situation that resulted from the developments mentioned above,

a.

The model was fixed on guantities

‘

Espacially the combination of retrenchmsnt with the nescessity ‘of‘ accounting for spent
resouress called for a policy of differentiation, mainly directed to the congarvation
of high quality in ressarch. Plemning bassd on orinciples of quentitative justice is
ot appropriate to take into account existing quality; it is very probable that pm=
grams of high quality are abandoned at one department wnile programs of lower value and

quality are continued at ancther onz, that is to say ntil they will becane a victim of




the process of accounting.

This means that guality not anly has to be recognized, but also has to be protected.

5. The medel had no or insufficient f lexibility
The planning ﬁfocess was ooubledj with specific target dates and tried o give a blue=
print for the sitvation on that specific date. It left vey limited opportunity for a
change of direction in between, Tt considered the end of the pericd concerned as the
terminal point of the developments desired and did not recognize the fact that planing
should bé able to adapt itself to changing conditions, a egntinmus process without a
wall-defined ter inal point. And, at present, the dark elouds of national and interne-
tional economy are bringing uneertainty about further retrenchment in the near future

and eall for a more adaptive way of planning.

e¢. The process was too centralized

Tre planmning process had to be decentralized for the sake of a policy wnich 'ac&mted
for quality. Thz old procedre was concerned with dividing the budgzt at the universi-
ty level with arguments based an figures, collected by the ‘Central Office., Zemsky,
Porter and Osdel (1978) have argusd that it is impossible in a caplex university with
diverging fields and interests to develop a consistent set of priorities, To them,
although the lmiversi‘cy derives its orgenizational unity from the common purposs of the
pursuit of knowledge through teaching and research, detailed interpretation of this
ides] snould be left to individual depertments, Having been faced with 17 highly auto-

nomeus departments with their own legitimate demands we canmnot but agree with them.

It wes nowever no coincidence that the plznning process was as it was., [t wes comected
° with and partly the product of a mentality in Duteh acsdemic society and of the structure
of the wniversities, The nzed for the introduction of a2 new plaming model and a strategy
of charge nonfyonted us therefore with a mumber of problems , comnected with the "personal-

ity of the Dutch wniversities:




A lack of responsiveness

In the. departments sel f-interest reigned supreme and the stimulation of activities that
involved other departments as well was exceptional. %Wts as well as central ad-
m:inistratiop were not alive to the needs and wishes of the society and as a result
overlooked the possibj.lity of obtaining financjal support from other sources. The gen-
eral feeling was that the central position of our university in the cowntry would at-

tract the students anyway.

A lack of realism

Ncoody was really convinced that the age of plenty was over and would ot return in a
couple of years, Too often the announced need for restructuring was stopped or slowed
down, too often small scale .retrencment had been accommodated with  short~lived meas=
ures, It was the prevailing opinion that the mresent structwre would survive and that

\

the system had enough flexibility and resarve accomnodate the retrenchment.

The system of democratic self-goverrment

A system of democratic self-goveynment poses a difficult problem in an arganization
wnich has ‘vto-strive for quality instead of for medicority, even more so when decisions
have tﬁﬂbe made which may result in the forced dianissal of colleagues. ‘
Not only had faculty and students to became aware of their future ‘errvimrment rore then
before, together they would have to meke the decisions in their representative coun=
nils. Short~term interests which might emerge out of coalitions betwesn competing
groups Within departments would have to be consistent with long term goals. In prinei-
ple large groups of low quality would have the opportunity to abandon smzll high-
quality progrzms in order to save thair own positions. u

As 2 result of all these factors mo accepted strategie plan for the institicion was avall-

able, no evaluation of the strategic position hzd talken place. This however is a main

charaoteristic of Europsen universities which have been fully financed by the govermmant




gince the 19th century.

3. The new planning model

In this szotion we will discuss the plaming model we have bsen using gsince 1981 end the

-

way it was introduced.

According to Duteh lay eech wniversity has to submit every yesr a plen outlining the
development in the next 5 years. It was clear that a plaa, completaly written by the Cen-
tral Office would no longer meet the chenged circumstances: in order t take into account
qualitative considerations decentralization of the plenning process was nscessay. Every
department would have to submit a S-yesr plzn of its own. Together these plans would form
the basis for the plan of the university. But only very few departments had been eble to
produce such a plan previously and some nzd oried but did mot succced., To meke 1t happen
this time we had to fight the lack of realism and to stimulate the planning process in the
deparumants,

To fight the lack of realism we designed indicated cutbzels for the various depzriments
wnich were based on an assumption on the tetal cutback for the wiversity in 5 years, We
pasen this assumption on the amual deviétion of the actual budget from the budget-
indications in the financial schame of the Ministry of Education in the years before. The

grapn that illustrated this, apparently roused everyoody from his drezms.
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Io stimulate the planning process we kept in mind the following gvidelines s

- try to achieve as much involvement as possible of the decision-makers of the depart-
mMancs;

- keep the process simple to prevent- that planning becomss a specialist's Job;

-~ try to look for samathing fresh; |

- Iy to :aoncﬁntrabe the rlow of information from departmatal to cantral level to achieve

as nueh coherence as possible,

We succeeded in involving the decision-makers of the departments by zecentuating the role
of the Board of Deans and by étﬂm,;lating the creation of adviscry-comittees to this Board
scaffed with outstending scholars and scientists.

We designed very simmle forms or questiomaires wnich had to be camleted by the depart-
ments. If so desired a department could restrict itself to the forms because it contained
the questions for all the informaticn we nesded, On the other hand, the sstup of the
forms was such that they could not be ccmpléted without decisions about actions to take
with an ev= u) the future.

As a result of this, every deparmmt-cozn\aleﬁvad the forms, some did much more and wote a
complete develomment-plan, At the central level the plans of the deparuments were analyzed
and disagreements were discussed with the Departmant Boards. The university plan summar—
izes the plens of the departments and integrates them into a plan for the university as a
ole. 1t was a process as indicated by Lusck (1981).

Beeause of the concentration of questions.of different types the departments ware in a way
forced to make links betwssn the answsrs, especially while the epmection was very tran=
sparent pecause of the simple way. in which the answsrs had to be formulated, Several
Aepartments noticed that they could mot accamodate the indicated cutback without a com-
plete reorgenization, moscly as a cunsequence of a strong reduction of temporay jébs for

research assistents, Such reorganization processes are described in ssction &4,

How was the concept of quality intrcduce 1?

=




we tried to stimulate a diécwsion about priorities within the departments. As a first
start  tor the new budgeting procedure for research proframs we asked every department to
accont for high quality ressarch programs to a maximum of 33% of their calculated
research capacity: thase programs would be safeguarded ayzinst cutbacks. Conditions were
set concerning the minimun size of the programs, $o that one had to look outside th'e usual
;

borters to make links with othsr research programs’ in order to meet the conditions. Al-
most. one year later the departmants had to propose programs of high qualiéy amounting to
at least half of thsir calculated resserch capscity. The disdussion about priorities
cnanged in a call for: justification of the quality of the research programs. The way in
phich deparumants would succsad in this could bring forward a correction in the indicated
outback for that depsrtment.

Thus the rirst caleulation of the indicated cutbacks for the depertmants was mainly based
on relative teaching load, but every step of formulating ressarch programs means a
corrrection of the indicated cutbacks on the basis of the amount of high quality res=arch
prograns,

The §ize of the cutbacks also stimulated the fesponsiymess: many deparunsnts are more

eager in looking for outside funding.

Of course the reduction of the staff/student ratio's and the emphasis on research ‘consti-;-
tute a threat to the quality of the education programs. Departments try to prevent this by
rranging the organization of the ourricula by increasing flexibility. Ouwricula will be
nonstructed move and more out of mutually independent, exchangesble modules which can be
o use for other departmants, industries, vocational schools end the new Opein Universit/.y.

7
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The 5 year plan created on this basis is no longer a blusprint for a fixed \e é{_’,// date,
but provides the university with a sat of tools on which the zmual depertmst budgets can
be based. It is respmsive to chenges in research programs and erollment. It I7irzﬂicat:es;
and safeguards the strong parts of the university and contains incentives to stimulate in-

novation and the continuation of ths plamming process,




confronted with recent devdo;méﬁts an the nationalievel the new plaming model turned
out to be very useful. At the end of 1982 the Minister of Education has stated that a main
port of the pudget cuts in the nei{t vyears (zbout $100 million) will have to be accomncdat-
ed through a process of concentrating hunen and capital resources by discontinuing
research programs and crricula in some universities, He askeﬁ the wiversities to produce
a masterplen for this oc;ncentration précess by Merch~1983, Tha universities formed a com=
mittse for that purpose, oogsisti.ng of cne membar for each university; this committee has
pa‘pduced a pmposai for a masterplan. At this moment this proposal 1s being discussed in
the university councils and the Minister will announce his final decision in August 1983.

The pmposal of the committee mentioned sbove can be divided in two parts:

1. proposals for the congentration of spscific fields of study in a limtted number of

lMVersities. These concern a numper of highly spscialized curricula w—it;h very -emall
enrollment,, such as exotic languages, and a numer of larger onesd <qne universities
have to glve up pharmecy oF daxtistry. On most of the proposals coneerning the larger
programs the eoxrmitte@; was ot unariimuﬂ.,

2. proposals of budgetary cutbacks to be achieved by discontinuing some research progrems
and parts of :cnﬁ'iculal.' The wiversities, however, will be free in the\way they want
to acccmmodate their total cutback in their depertments.

The total amount of the cutbacks indicated for the departments in owr own 5 year plan did

not differ very much from the cutbecks indicated by the national committee nmt;oned

sove. In fact this méans that the University of Utrecht has already been preparing itself
for this concentration process with the introduction of neC} planning procedures.

of course we could not be prepared for decisions to shandon major fields of study: this,

however, 1is an issue that has to be disoussad in 2 way that partly exceeds the institu-

tional plaming.
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4, Reorganizations in academic departments

As indicated in the previous saction one of the consaguences of the retrenchment and the
way we handied it was the necessity of the reorganization of several departments,
In this section we will indicate how these reorganizations are caried out end will

descpibe the rall of the central ‘adninistraﬁion in this progsss,

Reorganization is a formal process of ‘ﬁest?uct\rmg tasks and persomel assigned to  these

~.

tasks in a relatively short tims-span. ‘& is a difficult process, which requires great

rare, espacially if foreed reductions are necessary. This i3 even more S0 vih@n a <OVET=

msnt agency 1is involved, University employees in the Netherlards have got the status of
govermmant employee, and as the universities have experienced a continusd growth for over

120 years, it is not surprising that almost no exparience with this type of reorganization

is documented,

Consistent with Lhe points mede above, Up W two yeérsz ago the prevailing opinion wes that

reorganizations were Mot necéssay within the university, and moreover, that in view of

strict government %egulations it v,-:xould be virtually impossible to carry ‘rzmough a reorgar
ization process wnich could result in people getting discharged.

Daring 19871 it became cbvious to us that reorganizations would bz needed:

- same departments were already spending more on persommel than their budget allowed, in-
dicating they were not able to accommodate small budget cuts of the order of 3% amual-
ly, wnile the indicated cutbacks were of the order of 15%; |

- in some departments almost all faculty held tenured positions, while amual turnover had
dropped to 2 or 3 %, and 1o substantial retirement or esrly retiremesnt could be expsci-

ed; -

- the only way some departments could acccmmodate the budgetary cuts was by cutting heavi=

ly in the numper of available positions for research asgistants: these have four-year
non-tenure contracts., Howaver, as most of the high qdality regearch is  performed ‘by

these assistants this policy was inconsistent with the urge to maintain quality in

e




In
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res=areh,

1981 a formal framework for reorganization processes ~called the Reorganization Ccde,

was developed by the Central Office of the University. It contains a set of procedures in

wnich the formal roles and respansibilitiec of the various parties involved have been de=

fined, and in which the decision-making process has been structured.

It is also consistent with the ideas expressed above on self-government in departments

within the budgetary limits sst by the Board of Directors and the University Council.

Four.ghases were defined which will be degeribed here briefly:-

1.

initiating the process

This phase is characterized by discussions, and by an emerging awareness that reorgani-
zation is neetled to adapt the organization to changing needs, budgets, or envirormants,
It endsa.with a formal amouncemant by the department involved, and endorsed by the

Board of Directors of the University, that a reorganization is started.

structuring the new organization

This phase starts with the @mouncement by the Board of Directors of conditichs within
vnich the restructured department will have to operate, such as budget limit, the

numbsr of expscted students and the number of positions to be regerved- for research as—

sistants. Within these limits the department itself (usually a comittee of acelaimed:

professional ability) draws up its organizational plan. An essential point is that at
this stage no spaeification is given about the persons who will fit in th.. new organ1~=
zation. This plan has to be approved by the Depart’ment Couneil and i= presented to the
Board of Directors, which reviews the plan merginally, checking whether or mt_%it meets
the set limits. If it approves of the plan, it will consult the union repre@er;‘catives
of the enmployees involved, |

At #he some time other departments znd the Board of Deens are consulted, After thess

consultation rounds the plan is adopted by the Board of Directors and the University

Council.
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3. staffing the new organi.zation

Only after the orgeanizational plan has been approved, the Board of thé Departnst
selects out of the pﬁasent arployeés those wno will fit into the new orgenization. This
parsonnel plen is reviewsd Dy the Board of Directors to check uhether it is in accord
with goverrment lacor regulations. After a discussion with wiion representatives the

toard formally decides on the plan submitted.

4. implementing the persornal plan \

For parsons who are not selected for the new organization the wmiversity tries to find
a new positiun within the university at the same level of competence, If such a posi-
tion is not available, this employee 1is formally notified that he/sne will De

discharged.

A faw comments have to be msde coneerning this code, ;
Note that the Board of Directors can give no specific guidelines in terms of classes to be
taught, or research programs to be maintained. *

Negotiations with union representatives are carried Dy the Board of Directors and mnot by
the Depaﬁl'mmts or their deans. i:‘omally the unions ‘are only consulted: even if they can=
not approve of* the plans, the \«r-ml;éi%wess can continue, In practice, however, ag:reanent
L3 sougm', as the unions possesg mm rignts such as appealing to higher consultation
platforms betwsen unions and govertment officials, or ultimately bf;ing disagr%eemnts be=
fore courts specifically dealing with relations bemeen_ the govesmment and its employees.
Of coursz, it is precisely this structure of powars which calls for vey careful pro-

cedures as 'aid out in. the Code,

Although the Code focuses on the formal responsibilities of the various parties involved

and their role in the decision-maldng process, the continuous informal discussions between
pleming officers in the Central Office and the departments are most important. These dis-
cussions are held in all stages and concern the pourany conditions to be given‘, the

phrasing of formal documents, anticipating problems that myy just‘bé around the corner and

"l
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Wieh might ssriously endanger the process, The importanca of these informal discussions .
testify to the political nature of the decision-making process. They counterbalanee the
formal procedures which easily could result in dead=lock situationé‘, especially when
strong emotions are involved. This atmosphere has been described by Enderud (1977) as one
of "organized angrehy", in wnich valid evidence based an sound data and straightforweand

2

reasoning are bound to tail, if constant attention is not given to a "micro-political ap-

prach",

In this approach e has to know the political jnglé within the university, to know
people's fears and modes of action, to use opportunities when they arise, to try to create
firm and stable coalitions, and to use formal stmct)mes to legitimate plans and actions
without denying them their ﬁmortaxce in the process. In fact this is an approach which

is pervasive t;rmougmnm most of the decision-maiing processes in Dutch wiversities after

disagreement on value judgements, and that seéuring agreement o1 MeEnsS was a mractical ap-

proach which could yield success,

Sinee the fall of 1981 reorganizations have been started in oven half of the deparunents.

Concerning the actual progress two obse;j;vations can be made:

1. It is importent that prestiguous scholers are invalved in drawing wp the formal plans

in order, to evoke credibility;
2. The process is greatly stimulatad if an atmosphere of taking initiative 1is present;
when defensive rezctions are still predaminent, the process will slow dowm o even cane‘

\

it was recognized that rational approaches were in the end always bound to fail dve to i
: , |

|

|

|

|

|

|

\

» ;
to a camplete dead-lock, ‘
|

|

Two examples within the Department of Social Seiences may illustrate this,

The Subdepartment of Sociology ammounced in January 1982 that reorganization had became

QS\ .
inevitable. In a timespar of apout 8 months a reorga'lizatio& plan ‘was put together (phase
Q)

two), featuring:

-

- a cutback of 13% to be reached by 1984;

Q |
v P
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- quitting a nunber of small research programs;

; setting up larger interdisciplinary programs;

- the creation of 16 new jcbs for research-assistants;

- removal of 17 full-time—equivalent tenured jobs.

In the winter of 1982/3 this plan 1@s acoepted by the great majority of the 'Deﬁa.mento
ths Board of Directors, the wnions and the University Couneil.

In March 1983 a persomnel plen for the Department has appeéred indicating which individual
persons will lose their job in this Department. |

On the contrary, in the Subdepartment of Pedagogy, the process came to a @rinding halt,
Here the departmental committee which should draw up the reorganizational pla‘x did not
consi. st main}.y of outstand:igg seholers; most of the threatened parties were themselves
representad, mis led to:

- very long harassing over t'm atoual budgetary limits for the new crgani.zation; |
- a final resulting plen which was vague and inconsistent.

This was rejected by the bosrd of Directors. Ourently, a fresh start is being made by the
Department of Sccial Sciences, {ntregrating this subdepartment with the sudepartment of
Psychology. However, budget cuts will be more severe now due to their inability to bring

torwerd enough high quality resssrch programs.

5. Summary and conelusion

Confronted with a combination of circumstances. the University of Utpecht has been forced
to structure its plaming process in a new way.

A more zdaptive plaming model has bsen created in which decentralization, quality and
flexibility ere key=ords, This medel can anly be successful on the following conditions:
1. Ihd?rerga%s in all the departments;

2. a procedure that guarantees involvement on all level.é;

3. a micro-political approach by the central administration.

N
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