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ABSTRACT

The literature on administrative style is reviewed.
Attention is directed to four basic concepts of administrative style:
(1) the structured, classical, traditional model; (2) the
participatory or employee-involved operation; (3) a more behavioral
scientific style; and (4) the situational or environmental style.
These ideas are more fully described, and it is proposed that even
with various definitions of management styles in the literature, the
key to a productive organizational system is the type of
administrative style that directs the organization, not the
organization that governs the people. If the organization is too
autocratic, it may be because of the attitudes of the chief
administrator. Based on the literature, a profile of an effective
administrator is suggested. An effective administrator communicates
well; establishes clear directions; can motivate subordinates through
shared participation, rewards, and morale boosting; develops and
maintains an openness with employees; strives for excellence; and
recognizes subordinates® behavioral patterns. (SW)
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In the last century. management
styles in the American workplace
have changed {rom an autocratic
slyle tg @ more participatory, worker-
involved style. and American higher
education is no exception. That
change in style has paralleled growth
inAmerican colleges and universities.
Management style has moved from a
leacher-student relationship to a
larger manager-employee relation-
ship. and it now appears thal a
mavement back 10 a more coopera-
tive management style has evolved.

Administrative Styles:
Numeraus Detinitions

QOne problem with the literature re-
garding administrative styles is the
lack of common terminology. Another
is the lack ol a common base 1or the
difterent types or styles described.
Despite those caveats. 10ur or five
basic models of adminisirative styles
have been described in the lilerature,

Authors have described four basic
styles’ the structured. classical, tradi-
tional model: the participatory or
employee-involved operation; a more
behavioral. scientific style. and the
situational or environmential by deter-
mined style. ThesSe basic styles have
ditferent names, depending on whois
describing them. Some call them {or-
mal rational. bureaucratic, political.
collegal (Challee 1882). olhers use
terms like structural. information. and
human (Huse and Bowditch 1973, p.
9). stifl others describe presidential
styles as bureaucratic, intellectual,
egalitarian, or counselor {(Aslin and
Scherrei 1980). A fifth area may be

added, one thal comes under the
category "none of the above.” ltwould
include variations on these themes: a
rather loose ambiguous style, a very
dictatorial style, or even Kets de Vries'
“folie a deux complex.” in which the
employer createsa madnessihatem-
ployees lollow simply to “'live” within
the system (1979). Today's more
common slyles can be termed
bureaucratic, collegial, pohtical, situa-
tional. and organized anarchy.
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The behavior siyle of rmanagement
empioys the attribtles of stimuius and
response —what habits, behaviors, and
molivalions operale within the siua-
tion at hand (Blake, Mouton, and Wil- -
liarns 1981).
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Tnhe classical or traditiona) style is
characierized by a manager-centered
operation. Workers' efficiency is gov-
erned by the manager or boss. and
the owner of the company has most of
the rights (Taylor 193 1). The partici-
patory style ol management recog-
nizes thal workers need to be more
involved. A more cooperative refa-
tionship exists belween manager and
worker (Likert 1867). The behavior
style of management employs the
attributes of stimulus and response—
what habits. behaviors. and motiva-
lions gperate within the situation at
hand (Blake, Mouton. and Williams
1981). The fourth style. the environ-
menital theory, suggests that the one
best way ol management is to adjust
lothe situation. The situation in which
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one finds himsell or hersell deter-
mines {he management style (Fiedler
1967).

The delinitions that describe these
styles are s0 varied that it is often
difficuit to ascertain their meaning.
The use of words like "administrator,”
“management,” “leader” or “leader-
ship™ in relationship 10 a style of oper-
ation appears to be interchangeable.
Some, however, use the word "man-
agement” (0 mean a more manual
operalion, working beiween the 1or-
mulation of policy and conirol. This
paper usesthe lermsin a more global
sense in discussing slyles used by
decision makers, call them leaders,
administrators. management, or
managers.

Another area lacking clarity is the
separation ol the eflectiveness of the
manager from the efiectiveness of
the organizalion. This issue is 100
complex to address in an article ol
this nature; the intent of this discus-
sion is 1o focus upon the effective-
ness of the administralor rather than
organizational theory.

Traits or Processes versus Product

One ol the main dillerences in the
use of a particular administrative style
slems from aftitudes regarding the
process or the product. Any imbal-
ance toward either end of lhis conti-
nuum relates 10 the method of Opera-
tion. Both the processand the product
have their assels. The person who
carries certain atlitudes from child-
hood or other environments can tip
the style used. Blake, Mouton. and
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Williams (1981} use a lwo-dimen-
siwnal model m an atternpt to locus
upon more than one vanable One of
their variables focuses upon the indi-
vidual, the ather upon the inshitytion.
Perhaps they are nght when they
suggest the process s too complex to
be a one-dimensional palh. tt may
even be muiti-dimensional.

Behavior-Oriented Management

Only in recent years have we seen
the praclice relating peoples’ behav-
ior, management styles decision
making. and gutcomes. The authoril-
arnan. boss-centered style of man-
agement 1S moving toward a partici-
patory style involwing subordinales.
The iterature implies that a behavior-
onented. employee-employer rela-
wonship breeds success Inthe sociat
ergamzations. such as education. the

Onlty in recent years have we seen
the praclice relaling peopies behav-
Or. management styles. decision
making. and outcomes. The authori-
anan. boss-cenlered styie of man-
agement is moving toward & parhci-
patory style inviving subordinates.

moyement (o shared management is
bemng accepled as more effective
(Btake. Mouton. and Williams 1981:
Likert 1967; Skipper 1976), The man-
ager who gnores empioyees’ motiva-
tons 18 not as effective (Herzberg
1976). A behavior-onented leader
needs 10 assess molivation {Herz-
berg 1966). retationships between
leaders and subordinates (Likert 1967),
and satistaction in the work enviren-
ment (Herzberg 1976).

The Relationship between Behav-
iar, Leadership Qualities, Adminis-
trative Styles. and Decision Making

Much inthe literature suggests that
employees’ behavior. leaders’ Ggual-
ties. administrators’ styles, and deci-
3101 making are related. Fiedler sug-
gests a variety of relationships as he
describes his "contingency model.”

" ... The effectiveness of a group is
contingent upon the relationship
belween leadership slyle and the
degree to which the group situation
enabtes the leader toexertinfluence”
(1967, p. 15). Tiernan suggests that
the manager’'s or teader’s concepts.
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behaviors. or motivations are reflected
by the group. Using Herzberg's theor -
ies, he states, "The research shows
that overall the driving torce affecting
employee motivation is not internal.
Rather, it is the manager’s behavior
which 15 the predominant faclor.
Employecs are a rellection of their
manager!” (198t, p. 11},

Cerlain attitudinat configurations
have been identified. Simon (1985)
describes lhree types of personalities
based upon their operational traits:
those who quest for subjective cer-
tainty. those who are inditferent, and
those who quest for objechve cer-
tainty. Young (1968) uses Simon's
article to discuss decision making
and the invalvement of uncertainty in
decisionmaking. addressing how one
may recognize it operating within an
institution. .

Becausethe organizationfaces
both objective and subjective
uncerlainly, two sets of stralegies
are needed to cope with them. tn
lerms of subjective uncertainty,
the image of an executive as
being one who is decisive. never
vacillating, who ac's rather than
ponders, who does not equivo-
cate or procraslinate may express
only the craving for certainty. The
grganization’s requirements of a
definite authority structure, chain
of command. and obedience are
ways of ¢oping with subjective
uncertainty, Conversely, the
organization's procedures fordata
collection and analysis are ways
ol dealing with objective uncer-
tainty (p. 64).

How the organizational ctimate is
affected by the administration’s styte
of management is demonstrated by
Astin and Scherrei (1980). Their work
indicales thal a bureaucratic presi-
dential slyle is closely associated
with a hierarchical administrative
organization and that an egalitarian
presidential slyle is associated with a
humanistic adminstrative organiza-
tion. Gratz and Satem, who betieve
thal most academic institutions yse a
traditionat bureaucratic structure
{1981, p. 40), retate this connection
wel: "The organizational climate as
produced through the leadership
behavior of those at higher |evels
serves as a significant constraining
tarce in determining the kinds ol atli-
tudes and behaviors individuzls teel
frer to employ in an organization”
{198t p. 44).

3

Effective Systems: Organizational
Structures and Productivity

Gratz and Salem (1981) retale
grganizational systems and commun-
ication. Tyler (1982) suggests ways
the organization canbe effective and
dy~ ... including “continuing com-
munication, continuous feedback, and
monitoring its educational elfects”
{pp. 657-58).

Even with the various definitions of
managemenl styles in the literature,
the key to a produclive organizational
system is stilt the type of administra-
live style that governs the organiza-
tion, notthe organization that governs
the people. If the organization is too
autocratic. it may be hecause of the
attitudes of the chiet administrator.

The roie of the administrator of the
future will need to change to be
effective. .

Even with the various definitions
of management styles in the liter-
atwe, the key 10 a productive
organizational system s still the
type of administrative style that
governs the organization. nof the
arganization thalt governs the
people. { the organizalion is too
autocratic. it may be because of
the atlitudes of the chief ad-
finistrafor.
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Whalt this means is shorter, flat-
ter organizations: it means re-
sponsive management; it means
a true wittingness to atlow peopte
to participate in setting their own
destiny; it means that the miltita-
ristically onented hierarchy that
has characterized societies and
most business enterprises is a
thing of the past. and the quicker
we recognize it the better. Alt
organizalions will have to think of
their key assets in terms of peo-
ple and knowledge. People can
be the most flexible of alt assets,
knowledge is the one thing that
will give us insight into change
and the consequence of change.
Many companies say that people
are ils most important resource.
but few believe it. Many people
say that they tive or die with their
people but then spend att of their
time analyzing balance sheets
and income statements {Schacht
1970, pp. 34.31).




Instudy aften study and arhicke atler
article, one finds components that
contribute 1o eftective systems Open
communicalion 1s perhaps 1he most
important ecne The manner of com-
munication should bemportant to the
adnunistralor who wishes o be efiec-
tive {Bonner 1982: Gratz and Salem
1981 Halpin and Winer 1957. Mazza-
reila 1981; Richardson and Mortimer
1978, Swipper 1976). Much more
interaction with vanous groups
student groups. facully groups.
staff—is needed for communication.
Intormal communication appears to
be more etfective than tormal, wntten
communicalcn

An openness and a desire for Ihe
purswt of excellence are part of this
cornmunication. and several authors
describe them n different ways (Liker!
1967 —the parlicipalory models, Mc-

In study after study and article after
article. one finds componenis that
contnbule to effective systems. Open
cornmumcation 15 perhaps the mos!
anportant one.

Gregor 1960—Theory Y. Richman
and Farmer 1974: Tannenbaum and
Schmidt 1958). Ouchi's Theory Z,
anolher example of ihe open com-
munications theory at work, resis up-
onakey vanable of trystand the values
of egaltananism.

Egatiterianism s a cenlral fea-
ture of Type Z organizations.
Egaitarianism ymplies that each
person can apply discrelion and
can work autonomously withou!
close supervision. because they
are trusted . . . If people deal with
one another in segmented ways.,
as on€ role to another. then these
dehumanized relatienships eas-
ily become authoritarian (Ouchi
1981. pp 68.67).

Identified. stated. and visible direc-
nional goals are another trait of an
eftective system {Likert 1967 Mazza-
rella 1981 Richardson and Mortimer
1978 Skipper 1976). Administrators
whodo not developinstituhonal goals
and direction are se2n as inconsist-
ent or desinng power. nol open. The
ameunt of information generated often
indicales what tasks are identifed.
Some say that the greater the uncer-
taintly about a lask.lhe greater the

amounl of informalion created
(Meredith 1981), Staled goals and
direction indicale a more successful
college (Magarrell 1982), A success-
ful college is so because it has a
“sense of purpose” and is “organized
and systematic.” even though il re-
quires heawvy lacully involvemenl
{Magarreil 1982, p. 28).

Anolher faclor contributing to an
efiective sysiem is the recognition ol
what molivates people to perform and
what is required to maintain high
morale {Herzberg 1976; Likerl 1967;
McGregor 1960; paslow 1943; Tier-
nan 1981). Administrators should
seek to develop a style taking into
account that people molivators are
important to the outcomes of higher
education. "Managements that are
nol prepared lo provide whatever
motivators are possible in the job are
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The eflective administrator rust also
be able (o recognize the behavior of
the stalus quo. He or she must have
sharply improved diagnostic and
problem-solving skills.

nol prepared lo meet ihe chalienge of
managing adults” (Herzberg 1976. p.
83). The following mofivators are
possible:
The growth or motivator factors
lhal are intrinsic to the job are
achievemenl, recognition lor
achievemenl, the work itself. re-
sponsibility. and growth or ad-
vancemen!. The dissatisfaction-
avoidance . . . faclors thal are
extrinsic to the job include: com-
pany policy and adminisliration,
supervision, interpersonal rela-
tionships. working conditions.
salary. slatus, and secunty (Herz-
berg 1976. p. 58).

The effective admimstrator must
alsobe able lo recognize the behavior
of the status quo. He or she must have
sharply improved diagnostc and
problem-solving skills. Training can
change or broaden perspective. Sub-
ardinates as well as managers need
training to broaden scope and
perceptions.

Evenintensive self-study. however.
will not necessarily replace the inel-
fective administrator,

Some problems are primarily
the result of a failure in leader-
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ship. Aninelleclive administrator
may creale low morale. wasteful
use ol resources. and lack ol
direction. Because seli-sludy
usually avoids pinpoinling indi-
vidual weaknesses. i1, therelore,
is nol likely lo correct problems
created by poor leadership ... A
selt-study is no substilute{ortack
ol administralive willingness to
deal lorlhrighlly with a well-
delined issue (Dressel and
Cammack 1971. pp. 277-78).

A good administrator idenlifies
direction. identfies the problem,
maintaing high morale. and does not
wasle resources.

Conclusion

The review of lilerature regarding a
desired administrative style generates
more heat Ihan light. Many excellent
research sludies have been com-
pleted. vet the correlated research
between a specific style and an oul-
come of oulcomes is minimal. More
and more authors agree. however.
thi eifective adminisirators employ
certain actions that produce posilive
resulls:
¢ Fifeclive communication. the key
12 which is an open communicalions
systemand the willingness to listento
the communication;

* Well-established instilutional goals
and directional stalements that are
visible, articulated, and followed;

¢ The maintenance of high morale
through the administration’s respect
and appreciation ol employees. tak-
ing into account the psychological
and sociological aspects ol dealing
with peoples’ behavior,

¢ A sense of openness and a des-
cribed pursuit of excelience. wiich
lend to reduce distrust and compla-
cency and increase a sense of salis-
faction ameng subordinates.

¢ Anemphasis upon lhe person and
not the organization. taking into
account the way people interact,

An effective administrator is an
effeclive communicalor who eslab-
lishes clear direclions. knows how to
motivate subordinatesthrough shared
participation. rewards. and morale
buosling: develops and maintains an
openness with all subordinales. strives
for excellence: and recognizes
subordinates’ benhavioral patlerns.
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