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THE PURPOSE of organization, for a collegiate ins.ti-

tution as well as for a private profit corporation, is’to
assure efficiency and economy of operation. It cannot
substitute for statesmanship in governing, leadership in
administration, competence in instruction, or capacity in
learners. Neither can it substitute for suitable curricula of
courses of study. All that sound organization can do is help
individuals perform agreed-upon work more effectively.

In view of today’s pressures for increase of both
quantity and quality in higher education, there is a grow-
ing need for institutions to examine critically their
present organization for internal administration. Too
often, expanded strlffure has been imposed on a rela-
tively simple pattern bf organization which was not suited
to its initial purpose.

The Office of Education has undertaken this study of
institutional organization in order to provide college and
university administrators, boards, and others responsible
for planning with guidelines for evaluation and modifica-
tion. Basic data were drawn from the current organiza-
tion charts of 608 of the 1,970 institutions of higher
education; these 608 represent most of those that publish

formal charts of organization. This relatively high degree
" of coverage of institutions which have developed organi-
zation charts cannot offset entirely the limitations inher-
ent in data of this type, and the findings are limited
accordingly. '

The authors have prepared this report under the gen-
eral direction of Dr. S. V. Martorana, Chief, State and
Regional Organization Section of the Division of Higher
Education. :

ERNEST V. HoLLIs, Director  R. ORIN CORNETT, Acjing

College and University Assistant Commissioner
Administration Br%mh for Higher Education
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CHAPTER |

An Approach to the Study of Organization for
Administration of Higher Education

POPULAR as well as professional expressions of concern over

economy and efficiency of operation of college and university
programs are everywhere evident. In the face of this, those who
govern and administer might well ask whether or not the adminis-
trative structure contributes effectively to the successful achieve-
ment of the institution’s purposes. The interest of college officials
in improving organization has led to many inquiries about practice
in other collegiate institutions.

A major purpose of this study is to serve those administrators
and agencies concerned with and engaged in planning and direct-
ing the operation of the Nation’s collegiate institutions. It is
designed to meet the growing need and desire for a starting point
for the modification and modernization of existing administrative
structures. Another purpose is to provide an up-to-date picture of
the status of overall organization structure. A description of the
administrative organizations of a large number of colleges and
universities to indicate practices has not been available in the past.

This publication has an additional value as a sound base for
effective consultation in higher education. It provides guidelines
for the evaluations and modifications which can result in more
economical and efficient solutions to management problems. In
general practice, to date, expanded structure has too often been
imposed on a relatively: simple and unsuitable pattern -of
organization.

Limitations

. Basic d’ata were drawn from an analysis of line-staff charts
developed for‘use in 608 of 1,970 colleglate institutions, most of
which do not publish formal organization charts. Although inclu-
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sive of most institutions with such charts, the coverage does not
entirely offset limitatjons inherent in this type of da(;a, and the
findings are limited accordingly.’

dministration in each of four major areas: Academic affairs, stu-

dent services, business management, and institutional development.

Here again, particular attention will be directed toward an analysis -
of current practices in relationship to the level of offering and type
of control. 0

It should be pointed out that certain limitations are inherent in
an analysis of line-staff charts. For example, to the extent that
they are not clearly drawn, there is the likelihood of error in
analysis. A properly drawn chart will indicate the locus of assign-
ment of the-various administrative officers responsible for func-
tions of administration inherent in higher institutions. In spite of

implications to the contrary, it cannot pose or answer such ques-

tions as who actually formulates policy or how it is carried out. A
chart does not usually show vacancies, combin'ations, or temporary
assignments. At best, it illustrates the theoretical flow of authority

certain personnel to other personnel; (d) yarious coordinate
(staff) asignments which are set up in relationship to adminis-

trative positions; (e) routes of communication; and (f) sugges-

tions of commensurate authority which should accompany assigned
responsibility.

with 2,000 students showed that the librarian was responsible
chiefly and only for the functions of the library. Direct compnuni-
cation revealed, however, that he performed additional duties in
the business office. On the basis of their experience and knowledge
of institutions gained from surveys, campus visits, and examina-
tion of many self-studies, the authors found that it is not unuls'ual

——————

1 Gulick, Luther and Urwick, L. Papers on the Science of Admiutotrail‘on. New York, In-
stitute of Pyblic Admln!atntlon. 1937. p. 7.
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for an officer who is assigned a major function to have an oc-
casional additional responsibility for functions in relatively un-
related areas and \Xhich are not indicated on the organization
chart. '

A further limitation stems from the assumption that organiza-
tion charts are a fair indication of actual administrative ‘practice.
Some modern day researchers argue against this, and conclude

. that coordination and cooperation among the members of a group
depend more upon the natural relationships of informal organiza-
tion thak on groupings based on the work arrangements of formal
Organization.* It is recognized also that some charts have been
drawn to meet certain unusual requirements and do not, there-
fore, reflect actual practice. The authors have noted, through
their participation in institutional and State surveys, a high
comparability between actual administrative performance and the
design of college and university line-staff charts. Indeed, officials
in most institutions tend to administer the several functions for
which they are responsible in line with their organization chart.

An important limitation of a line-staff chart is its implication
of a downward.flow of authority and responsibility. However,
nothing in a line-staff chart actually shows the extent to whichtom-
mensurate authority has been delegated, or the degree to which
communication is a two-way channel. A college with an excellent
administrative structure may still miss the objective of enabling
individuals and groups to work with maximum effectiveness. An
authoritarian and dictatorial administrative staff can use the
technical or formal organization to protect vested interests and
to engage in academic empire building. S

Functions of Organization in Higher Education

Purposeful organization is, at its best, an expression of under-
lying philosophical assumptions and viewpoints of management.
If these expressions are based on a sound philosophy of adminis-
tration and tested principles of educational management, channels
of communication and control can then be delineated clearly and
made more efficient. Conversely, the channels of communication,
operation, and control are inefficient to the extent that adminis-
trative organization is the product of personalities, vested inter-
ests, and pressures.

2 Carzo, Rocco, Jr. Organizational Realities. The Ezxecutive, 5: 21-28, June 1961: Baker
Library, Harvard University Graduate School of Business Education. :

—- . .
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An administrative.organization serves the purpose of identify-
ing a staff of duly constituted officials through whom interested !
.persons or groups should operate. As seen on an organization
chart, direct (line) responsibilities are customarily indicated by ‘i
solid lines, while coordinate and advisory (staff relationships) are {
indicated by broken lines. While the proper function of a staff ;
member is to enhance the immediate effectiveness of the line officer
to whom he is responsible, he has no authority except that which
is lodged in‘and delegated to him by his superior. In the hierarchy
of a line-staff organization, each administrative officer.  has per-
sonnel designated as responsible to him. These persons represent
his span of control.

The chief function of an internal administrative organization is
to increase economy and efficiency of operations. It enables faculty,
students, and supporting staff to achieve maximum effectiveness.
It thus contributes to the realization of the purposes of an in-
stitution of higher education, which usually include, with varying
degrees of emphasis, teaching, research, and public service. If a

. college has as its primary goal the production of technically trained
scientists and engineers, then the organization should emphasize
teaching and research; on the other hand, a hospital school for
nurses, having quite a different function, should organize for
teaching and community services,

The reader is reminded that although the authors hold to no
absolute pattern of internal stracture, they do feel that a satisfac-
tory organization must be sufficiently informal to profit from
natural social relationships but formal enough to insure controls
needed to achieve institutional objectives. Such democratic opera-
tion of the administrative process.requires the line-staff structure
to be a two-way channel] for communication, policy development,
and administration.

For example, communication at the exploratory and planning
phases can move both horizontally and vertically within the or-
ganization’s line-staff structure. Planning, to be effective, must in
its early stages involve personnel informally from different levels
of the internal structure; but as it moves into its final stages, the
recommendations must be forwarded through the channels of the
organization to receive the full counsel and direction of those with
responsibility and authority for action.?

8 Carzo, Roeco, Jr. Organisational Realities. Business Horisons, 4: 95-104, Spring—1061
(Indiana University).

Mooney, James D. Principles of Organisation (rev. ed.). New York, Harper and Bros., 1947.
»- 83146, )
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Contradictions between the needs of-healthy individuals and
the demands of formal organization have been set forth by a
number of writers.* There is an apparent conflict, for example,
between the concept of a limited span and theé notion that an
organization should have as few-levels as possible. :

In the opinion of the authors, such conclusions are valid for
collegiatg organizations only if there is failure to modify the
number of structural levels in accordance with a concept of span
of control which permits a reasonable flexibility in the number
of persons in the span. For example, the academic dean can deal
effectively with more direct subordinates than can the president

" of the institution, chiefly because most of his immediate subordi-
nates in the instructional program will be in the general academic
field; in contrast, in the president’s span there will be markedly
different elements, such as promotion, business management,
academic affairs, and student services.

But when a final answer is attempted as to the number of
immediate subordinates a given administrator can supervise, one
must take into account a number of variables. Individual execu-
tives, for example, differ in capacities and work habits. Luther
Gulick lists three additional.factors: (a) the element of diversifi-
cation of function, (b) the element of time, and (¢) the element of
space.® A dean of engineering housed in one building can deal
effectively with more direct subordinates than can a university
president with three campuses located miles apart. In turn, a
university president in a stable organization can deal with more
direct subordinates than he can in a changing or new institution.

From considerations such as these, and from personal experience
and observation, the authors suggest that the chief executive of a
collegiate institution can best work directly with a group of four
persons; and* that he should enlarge the number only when neces-
sary and in accordance with the factors mentioned earlier. Indeed,
Gulick qudtes Sir Ian Hamilton as recommending as few as three
for the top span in the British Army and six for those spans closer
to the foot of the organization.®

4 Argyris, Chris. Personality Fundamentals for Administrators. (Laber and Management
Center), Yale University, 1952. p. 49. e

Simon, Herbert A. Administrative Behavior. Study of Decision-Making Processes in Admin-
istrative Organization. New York, The Macmillan Co., 1957. p. 26.

Maslow, Abraham H. New Knowledge in Human Values. New York, Harper and Bros., 1989.
p. 128180, : .

§ See footnote 1. .

¢ Hamliton, Sir Ian. TAe Soul and Body of an Army. London, Arnold, 192i. p. 230.

Qo } '
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6 INSTITUTIONS OF HIGHER EDUéATION

Historical Evolution of College Structures

The organization of colleges and universities in the Nation has
been influenced and molded by a variety of forces. On the one hand
are the patterns and traditions of control and of'ganization which
came from western Europe. On the other hand, native American
conditions have modified and affected these transplanted ®dminis-
trative designs. The interaction of these two elements with each
other and with the American concept of democracy in all areas of
living has produced a unique pattern of government for higher

institutions in this country.

Down through the years from the Middle Ages, a tradition of
self-government existed in European colleges and universities. In’

most universities, the masters organized and governed themselves
in & manner similar to the guilds. The first colleges in America
took form along a different line. Harvard, for example, started
with & Board of Overseers composed largely of clergy, a few magis-
trates, and the college president. Later, a second group consisting
of the president, the treasurer, and five fellows was organized in
order to provide a resident group which could be in constant touch
with college affairs. Thus, Harvard was the first and leading
exponent of a bicameral form of college and university admin-
istration.” .

The College of William and Mary began witf\g% bicameral gov-
ernmental structure, one body consisting of faculty, and the other
of trustees. However, as the charter directed, the board of trustees
later surrendered most of its powers and the property of the college
to the faculty, thus keeping more closely to the European tradition
than the majority of early colleges. In 1906, The College of
William and Mary became a State institution with control] vested

When Yale came into existence, it set up a unicameral form of
organization in preference to the bicameral. Its founders, ap-
parently unimpressed by the European tradition of faculty au-
tonomy, established a single governing board on which they held
all the seats, and only years later did they admit the rector (presi-

R |
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dent of the college) to membership in the Yale Corporation. Yale’s
model of government proved popular in the new Nation. Today,
American institutions, with the exception of some of those under
church control, are governed by boards of trustees consisting pre-
dominantly of business and professional people.

In the ea'rly colleges of the Nation, the president was the
entire administration? below the board of trustees, as a conse-.
quence, no organization for administration was needed. The early
president was not only charged with the general oversight of the
college, but in addition, he carried a nurgber of specific administra-
tive duties and a heavy teaching load. In the late 19th century
and in the 20th century, presidents gradually gave up their teach-
ing duties and, also, began to delegate administrative functions to
such lieutenants as registrar, deans, bursar, and librarian. Thus,
the American collegeﬁresident gradually became free to concen-
trate on coordinating functions which he alone should ‘perform.
(See the president’s list of functions in chapter II.)

More Recent Evolution

The number of institutions of higher education in the United
States today now exceeds 2,000. During this century, many of
these institutions have grown in enrollment to the point that some
now enroll more than 20,000 students. The German idea of a
university with its graduate and professional schools has been
grafted onto the original concept of the liberal arts college. In

- addition, many formerly independent faculties in such fields as
medicine, pharmacy, law, divinity, and business administration
have been added to the university structure. The structure of the
institutions, into which many new programs resulting from emerg-
ing social demands were incorporated, has grown often without
plan into the congeries now apparent on campuses in the United
States.

Growth in size and complexity of colleges and universities re-
quire their reorganization for more effective administration. As

* long ago as 1933, Charles H. Judd of the University of Chicago,
indicated that much of the reorganization which had then occurred
in higher education could not bé thought of as taking place under
the guidance of clearly recognized or accepted principles; he felt

o -
'




8 - INSTITUTIONS OF HIGHER EDUCATION

that much of what had been done had apparently been done
blindly.8 . :

History is occurring faster than it is being written. Almost
frightening acceleration in the growth of higher education has
occurred in this century.. If prognostications are correct, higher
education is on the brink of even greater expansion. Whatever
magnitude the problems of higher education have reached in the
past, they may indeed be dwarfed by those of the immediate future;

For several years higher education leaders have repeatedly
reminded us that the 1960's and 1970’s will be a crucial period.
Realizing that it is important for colleges and universities to re-
examine themselves in preparation for this critical period, many of
them are making self-studies. Pressures on regional accrediting
agencies are high, and State agencies are asking questions regard-
ing organizational efficiency, economy of operation, and internal
organization. No matter is of more far-reaching significance than
the development of a concept of the institution as an organic whole,
and especially a reexamination of its internal organization in re-
lationship to that concept.

. During the 20th century the substance of education has steadily

expanded, and colleges and universities have grown in manifold
ways. From the simple pattern of internal administrative organi-
zation of the 19th century has evolved an ever more complex
administrative structure, While various segments of this internal
-~ 8tructure (business management, student services, etc.) have
begun to crystallize their content, and to some extent, their methods
of administration, fHproaches concerned with the whole of ad-
ministration in higher education have been limited, However, a
number of writers have been concerned with this broader approach
to the problems of administrative organization.® There is an in-
creasingly compelling necessity for a better understanding of the
intricacies of administrative structure and design by those who
govern, administer, teach, and study. The identification andi_ use
of the best known arrangements and techniques of organization
are urgently needed. '

8Judd, Charles H. Problems of Education in the United States. New York, McGraw-Hill
Book Co., 1933. p. 65. ;

# Corson, John J. Governance of Colleges and Universitics. New York, McGraw-Hill Co.,
'1960. p. 118-142.°

MeVey, Frank L., end Hughes, Raymond M. Problems of College and University Administre-
tion. Ames, lowa, The Iowa State College Press, 1982. p. 84-37.

Capen, S8amuel P. ThAe Management of Universitice. Buffalo, N.Y., Foster and Stewart Pub-
lishing Corp., 1963. p. 1-31.
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A Suggested Organizational Structure

This report invites comparison of actual administrative organi-
zations with that of a suggested administrative pattern. Varia-
tions which could be noted and classified in relationship to types of
institutions provide both substance for discussion and cues for
improvement of college administration.

- It'should be noted at the outset that an idealized administrative
structure does not imply that no other structure is workable. An
institution’s purposes, size, and complexity are major factors deter-
mining the structure of the organization. In addition, however,
structure is modified at times by such forces as the legal desig-
nation of gifts, the requirements of sponsoring groups such as
religious orders, and even more particularly, by the traditions of
organized patterns in similar instifutions. Sometimes administra-
tive structure is modified in an attempt to make a college into a
university or vice versa. It is stressed, therefore, that variations
and departures from the proposed pattern will be many, varied,
and justified. In that sense, the plan presented is not an ideal but
a model for discussion and analysis.

Organizational structure should be designed to enable the in-
stitution to fulfill most effectively its current purposes and to
contribute most to the smooth operation of the enterprise. Realiza-
tion of objectives and effective operation can be satisfactorily ac-
complished only by adherence to those principles that determine
the nature of sound college and .university organization.

The concern in chapter III is to determine what are the typical
designs of internal organization in various types of higher institu-
tions, and to identify similarities to and differences from a model
pattern of organization. In order to stimulate sound judgments of
this kind, an idealized structure is reproduced and described in
this chapter.

The authors are in agreement with management experts who
believe that on occasion the span of executive control may include
a8 many as seven to nine subordinates. However, on the basis of
(a) recommendations reported in several State surveys, (b) a
number of judgments expressed in educational literature, and (¢)
8 background of personal experience in administration, it seems
best to establish as a base line a hypothetical model of an
organization structure (chart A) which identifies four major
categories of administrative activity: (1) academic administra-
tion; (2) student services; (8) business management, including
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fiscal management; and (4) development and public relations.
Those in each administrator’s span of control constitute his ad-
visory committee. Smaller institutions often observe this struc-
ture through assignment of personnel on a part-time basis.

In the suggested “model” each of these four major areas of
general administration is under the jurisdiction of a separate offi-
cial who serves both as the chief administrator of his own area,
and also acts as principal adviser for the area to the president, to
whom he is directly responsible. Ideally, all administrative mat-
ters channel through these four officers; as a result, the president
should seldom be called upon to review decisions by subordinate
officers other than these four. Keeping the number of officers
reporting directly to the president (his span of control) to a mini-
mum, however, does not alter the necessity for him to maintain a
- sufficiently wide personal contact -with the total faculty and staff
to retain a broad understanding of the institution. The heart of
this administrative design is the president’s office.

[ 4

Support for the Model Administrative Design

In a recent State survey Ernest V. Hollis gives special emphasis
to a clear definition of authority and the need for some equitable
formula for the assignment of administrative responsibilities. In
this report Hollis recommends that an institution of higher edu-
cation should— )

. « . divide the administrative responsibilities into four groups—educa-
tional, fiscal, student affairs, and public relations—and should place each
group under the jurisdiction of an officer directly responsible to the
president [as] an essential step for effective and economical administra-
tion on the campus.1°

John J. Corson in a recent report suggests that the administra-
tive staff of an institution of higher education “usually includes an
academic dean or provost and officers for the areas of student
affairs, alumni and public relations, finance and physical plant,
as well as deans of major instructional and research units and
chairmen of departments.” 1

S. V. Martorana, as director of the U.S. Office of Education staff
which in 1960 surveyed the 16 public and private institutions of

10 Hollis, Ernest V. (Survey Director), and others. State-Controlled Higher Education im
Arisona. Report of a U.S. Office of Education Survey.  Phoenix, Aris., 1954. p. 4. (Board of
Regents®f the University and State Colleges of Arizona.) ,

11 Corson, John J. Govermance of Colleges and Universities. New York, McGraw-Hill Book
Co., 1980. p. 43.




N i

"|duuosiad ayy Aq pawsoyiad aq o4 suoiyduny jo Ipouod syt Aq pasiow jou

3.0 $33ujN}asn puD £}110]3 41 UIYM PuD ‘|uuossad §,uo!14021uDBIO 944 Buowo sdiysuoiyp|as

(104u0Z1104) 340UIPIOOD PUD (|D1}IBA) §2311p SMOYS 3! uaym 3sodind sadoud sy1 saAsds Hoy>

$§0is=8ul| ¥ *53u1| U340Iq Aq sd1ysUOID| 3 240UIPICOD PUD sBUL| PIjOS Aq pajooipur 3.0

$9141]1qisuadsas §2311Q  *UOIDIYSIUIWPO [D13uab JO 5211063405 solow Y44 §O Y209 ulyIMm
d1ysuo1i0] @) §40ys=-3ul| Yy |1D4Ip UI sAo|dsip ‘padojaaap A||ny uaym ‘40yd yoys-aul) v

11

~{ 33LLWWO D A¥OSIAGY | ,]3ILLIWWO D AYOSIAQY 33LLIWWOD AYOSIAQV | | JILLIWWOD AYOSIAQY |-+
i i i i
] ] [} A
1 i i :
| sNouvIonend | i suividv ssiNisng SIDIAYIS IN3ANLS | | [ S¥Iv4dv dw3avoy | |
1 PUY® IN3W4O13A3Q 04| 1 104 104 - 104 -4
JOLVALSINIWNGY 43IHD |  [HOLVAISINIWGY 43IHD| | 3O LWILSINIWAY 43IHD JOLVALSINIWGY 43IHD

JILLIWWO D A¥OSIAQY [=-=======- 1 IN3QIS3¥d

S331SNY1 3° QIvO8

- 1dVHD 44vi1S-3INIT v 304 SISvE

ORGANIZATION AND ADMINISTRATION—INTERNAL STRUCTURE




12 INSTITUTIONS OF HIGHER EDUCATION

higher education in South Dakota, recommends that the organiza-
tion for administration of higher education should include the
four areas of “academic affairs and instruction, student personnel
services, business affairs, and institutional development.” 2
Martorana further indicates that the suggesteg organization in k
terms of four areas can permit the coordinatifn of comparable i
functiohs and services and the selection of competent staff and _
leadership for each of these major areas. ﬁ

In a recent article on administrativg organization, John Dale &
Russell suggests that no more than eight officers should report
directly to the president and preferably not more than four. He
reports that in some reorganizations which he has observed four
administrative areas have emerged—academic affairs, student per-
sonnel services, business and financial management, and public
relations. He says, “The current tendency is to group all adminis-
trative functions under these four major areas and to put each in
charge of a high-level officer, frequently with the title of vice
president and always with that status.” '3 '

(¥4
Academic Administration

Basic functions in academic administration in all institutions,
regardless of the size of their enrollment or the complexity of
their programs, include the three major areas of curriculum, in-
struction, and faculty personnel. All three of these areas are
closely interrelated and are separated only for the purpose of
discussion and definition.

Curriculum.—In its broadest definition, curriculum refers to all
organized instructional programs—classes, seminars, laboratories,
independent study, and research. Such programs are considered
regardless of length and regardless of level. In addition, programs
offered on either a basis of extension or correspondence are part
of a consideration of curriculum.

Curriculum 6rganization in its most elementary form includes a
number of departments. Beyond this point, organization may pro-
vide for divisions; schools, colleges, institutes—all part of one in-
stitution. Organization of curriculum and level of programs should
be integrally related to an institution’s objectives.

12 Martorana, 8. V. (Survey Director), and others. Higher Education in South Debots,
Volume I, published by the South Dakota Legislative Research Council, 1960. p. 89. )
13 Russell, John Dale. Changing Patterns of Administrative Organization in Higher Edues-

tion. TAe Annals of the American Academy of Political and Social Sciewes, 301 26, September
1968.

Q.
——
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Instruction.—Within the reference of this study, instruction
‘refers not ony to the processes of teaching but to all the conditions
which support and enhance the process. Library facilities, labora-
tories, audiovisual materials, for example, are among the items
under consideration. In addition, instruction includes provision
for student testing and grading—the whole area of student evalua-
tion and provision for individual differences—both in terms of
ability and previous preparation.

Faculty pvrsunnel.-—-'Matters of faculty personnel include poli-
cies and procedures relating to the identification and appointment
of new personnel, promotion in rank and salary determination,
faculty t&nure, teaching loads, faculty travel, leavgs of absence,
insurance programs, and retirement. w

Of importance also in academic administration is the formal
organization of the faculty, its committee structure, and the extent
to which the faculty, as an organized group, has been authorized to
take action—and actually does take action—in the area of academijc .
administration. Faculty action which becomes a part, in either
policy development or implementation, of administration of cur-
- riculum, instrygtion, or faculty personnel is, of course, of vital
concern to the institution as a whole.

Student Services Administration

Admissions and records are, as a matter of convenience in this
discussion, included as a segment of student services administra-
tion. Some students in administration feel that both admissions
and records hold greater relevance to the area of academic ad-
minijstration and should more appropriately be included in that
administrative segment. Wherever they are placed, preferably
under the academic or student services area rather than as a
direct responsibility under the president, adequate provision for
careful coordination is essential.

+ In addition, student services administration includes the pro-
vision for students for counseling and guidance; extracurricular
activities—clubg, intramural sports, student publications, religious
activities, student government, financial aids, health services;
housing and boardmg. and placement, both full-time and part-
time.

Q . .
SRS
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Administration of Business Affairs'

This area includes financial reporting; budget preparation and
control; receipt, administration, and custody of all funds; pur-
chasing; internal auditing; contracts; payrolls; the investment of
funds; the business management of auxiliary enterprises; the
construction, maintenance, and operation of physical facilities;
and the adminisjcratior} of nonacademic personnel.

The following titles which are fairly definitive are illustrative
of some of the major areas of'responsibility which are encompassed
in the administration of business affairs: (1) Superintendent of
Buildings and Grounds, (2) Chief Accountant, (3) Manager of
- the Bookstore, (4) ‘Director of Food Services, (5) Purchasing
Agent, and (6) Manager of Residence Halls. Functions implied
by these titles may be performed by the business officer himself or
they may be, under certain circumstances, delegated to a subordi-
nate officer.

Administration of‘Develo‘pment and Public Relations
S,

Industrial and business firms, as, for example, the International
Business Machine Corporation or the American Telephone and
Telegraph Company, have recognized for years the economic value
of long-range planning, development, and public relations. They
have discovered the large returns on money invested in “top-
drawer” management and streamlined organization in this area.

Since the relationships of a college or university with its public
are becoming increasingly sensitive, many presidents encounter
greater problems in delegating responsibility in this area than in
the areas of business affairs, academic administration, and student
services. They find it more difficult in this area than in the other
three to define properly the lines of authority and communication,
the precise scope of responsibility, and the designation of title for
this official.

Since the primary responsibility for nurturing an institution’s
“growing edge” rests with the president, the political and social
implications for the administration of the area of institutional
development give it a high priority among his duties. This area
of administration has so many ramifications and such complexities
that it requires the careful attention of either the president him-

self or an alter ego. Indeed, in a small college, development and -
e

-~

-
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public relations miist remain a staff function of the president’s
office instead of a line function of administration.

The administrator in this area, usually with such a title as vice
president (or director) of public relations and development, should
serve as a major adviser to the president oh all matters concerning
the external relations of the institution. Specifically, administra-
tion of the following should be coordinated: development, fund
raising, public affairs, community services, publicity, informa-

services, press relations, alumni activities, institutional pub-
lications, mailing services, radio and television activities, staff

relations with the public, student off-campus programs, student

recruitment, and relations with the State legislature. Presidents
who have a continuing concern with institutional development
will have some difficulty in delegating all aspects of this area.

J

Delegation

No discussion of a suggested ideal structure is complete without
some consideration of the concept of delegation which is, of neces-
sity, an inherent part of structure. While ultimate authority for
a college or university lies with a board of trustees, actual operat-
ing responsibility with commensurate authority is usually dele-
gated by the board to the president. While this should enable him
to coordinate effectively and give direction to institutional activi-
ties, it does not imply that he will personally perform all the
functions in all of the phases of the institution’s admxmstratlon

The president must delegate responsibility with adequate au-
thority for certain selected functions to those individuals in his
span of control; these persons must, in turn, delegate selected
responsibilities with commensurate authority, whenever necessary,
to their subordinates, and so on down the line. Delegation, of
course, must-be related to the administrative level of the position
and to the personality and competence of the officer placed in it.
The delegation of responsibility diminishes in no manner or
degree that of the board or the official granting it.

Importance of Qualified Staff

It is beyond the purview of this bulletin to make recommenda-
tions concerning the selection of personnel for a proposed organiza-

——
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tion. Informed, cooperative, dedicated, and resourceful adminis-
trators are more important than streamlined organization and
“procedures if successful administrative leadership is to be assured.
Nothing is more vital to the good progress of a college or university
than the most careful selection of qualified officials for its principal
administrative posts. Reorganization in many institutions.would,
of course, pay larger dividends if needed additional money were
invested in top management.’ The dollar cost of staffing an effective
organization is insignificant: compared with the sums which these
administrators control ; the educational and economic consequences
of “saving money” by employing less than excellent administrative
officers can indeed be serious.

T O




CHAPTER 1I

Functions and Responsibilities of
Chief Administrative Officers

ANALYS‘IS of job descriptions, or lists of duties, of chief admin-
istrative officers is not a formal part of this study. It is, never-
theless, felt that a description of the activities of these officers at
this point will further establish what the authors have in mind
when they refer to the four administrative areas of academic
affairs, student services, business affairs, and institutional develop-
ment. Job specifications highlight the primary focus of considera-
tion in the administration of any enterprise that must pay close
attention to the people in the jobs and to the clear-cut definition
of the duties to be performed in these positions.

The written word, like the line-staff charts, is at best a medium
for communicating a blueprint for action, especially in those in-
stitutions where hierarchies provide a favorable environment for
the development of conflict, rivalry, and tension. Despite these
limitations, experience shows that a written description of an
officer’s responsibilities serves as a useful tool in allocating work-
load and in defining his particular functions ‘in relation to his
cohorts. .

On the basis of their own experience and views expressed in the
educational literature, those associated with this report have at-
tempted to bring into sharper focus the kinds of responsibilities .
and functions which might be appropriately assigned to the office
of the president and to the chief administrator of each of these
four major areas. In the summaries which follow, the authors
have first listed the functions and responsibilities of the president.
The elements of commonality for each of the four major areas in
the president’s span of control are next delineated. Finally, the
functions and responsibilities peculiar to each area are presented.!

1 The delineation and Interrelations which follow are largely adapted from an unpublished
typescript by Ernest V. Hollls, Organisation for Administering Higher Education in Puerto
Rico, 1980 ,

17
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Boards of trustees and college administrators may, therefore, find
the following summary useful as basic, illustrative statements
which can strengthen and protect working conditions for adminis-
trators and their subordinates.

The President

In accordance with the requirements of the charter and bylaws
of the trustees of most colleges and universities, the president has au-
thority from and is responsible to the beard of trustees for:

1.

10.

11.

12,

The operation and development of the institution as a whole and
for each of its parts

Service as the chief administrative officer and the principal -

educational officer of the institution

Maintaining and promoting a broad view of the objectives and
the mission of the institution

Planning, developing, and administering all institutional activity

Developing and maintaining a program of instruction, research,
and service suited to the needs of the institution’s sponsors and
of all the students admitted

Recruiting and maintaining a high-quality instructional, re-
earch, and administrative staff :

Recruiting, admitting, and supervising a qualified student body

. Developing plans to finance the required capital and current

budgets of the institution

Developing and maintaining modern procedures in plant main-
tenance, purchasing, budgeting, accounting, auditing, and finan-
cial reporting ’

Developing a sound, streamlined, administrative structure for
the institution, to the end that all employees will be properly
assigned and supervised

Developing communication channels between and among all staff
and student groups in the institution

Disseminating information regularly about the institution to
other agencies related to the constituency, to cultural, civic,
and business organizations, to the alumni, and to the general
public. '

Officers in Charge of Major Operating Categories (Common Items)

To save repetition, fundamental items common to the academic
dean, the director of student services, the business manager, and
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the director of public relations and development will be listed for
them as a group. These items should precede the numbered items
of individual lists of responsibilities and functions and should be
considered as integral parts of each of them.

Among fundamental responsibilities common to each of these
four officers are:

1. Serves as an alter ego of the president; hence, his office is an exten-
sion of the president’s office.

2. ‘Has from the president, in writing, a broad and specific delegation
of authority for his area of responsibility, which is exercised in
conformity with the stated policies and procedures of the college
administration.

3. Respects the authority and areas gf responsibility assigned by the
president to the others, and works with the others as equals in
maintaining coordinate relationships between and among the various
units, divisions, and departments as they cooperate in performing
related functions.

4. Keeps in mind the cardinal objectives of the institution and makes
recommendations to the president regarding plans, policies, and pro-
cedures in the area of his delegated responsibility.

5. Equips and staffs his unit, subject to concurrence of the president
and approval by the board of trustees, to discharge the responsibilities
assigned.

6. Integrates and coordinates the work of the admlmstratwe sub-
divisions within his area of jurisdiction, and articulates the work
of his area with that of the other three areas of college activity.

7. Provides profeﬁsional leadeighip in recruiting and developing staff
members in the area of his delegated responsibility.

8. Serves as the major adviser ‘on budget development for his area.

9. Prepares special reports that may be requested by the president and
for the section of annual and other recurring reports in his delegated
area of authority.

Specific Duties of Major Officers

Academic Dean

In addition to the foregoing nine items listed as belonging in
the functions and responsibilities of each major officer in the
president’s span of control, the following specifications are peculiar
to the office of the academic dean:
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10.

11.

12.

18.

14,

16.

16.

17.

18.
19.
20.

21.
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Through established channels, he encourages the faculties in con-
stituent divisions of the college to develop and offer instructional,
research, and service programs of excellence in needed undergrad-
uate, graduate, and professional flelds.

In cooperation with others, he formulates criteria for use in estab-
lishing honors courses, and stimulates their use by constituent units
of the academic areas.

He provides remedial measures to remove deficiencies identified in
the basic skills of students.

In cooperation with the directors and faculties of the academic
divisions, he sets standards for passing courses, for graduation, and
for special honors.

Through the librarian, and in cooperation with pertinent members
of his own staff and institutional officers, he is responsible for the
adequate provision and use of instructional materials, including
library and certain types of laboratory equipment, museum and art
resources, and visual and auditory aids.

In cooperation with the director of student services, he works with
the constituent academic divisions to appraise the effectiveness of
academic counseling an&-to devise organization and procedures to
improve its effectiveness.

He works to appraise and improve the academic achievement of
students as measured by tests which permit comparison with na-
tional norms.

He coordinates the preparation of, and approves, all material on
academic acitivities which is to appear in the catalog or other official
college publications.

Through the director of the evening and summer programs, he co-
ordinates the academic affairs of evening and summer offerings.

He is responsible for the administration and safety of student
academic records.

In cooperation with others, he develops appropriate position descrip-
tions for those under his supervision.

He develops a sound academic administration for which he is
responsible.

The Director of Student Servicgg

In addition to the nine items listed earlier as belonging in the
functions and responsibilities of each officer in the president’s
span of control, the following are peculiar to the office of the
director of student services:

L

E . o
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10. He is responsible for the creation and maintenance of a cultural,
social, and spiritual environment calculated to encourage the well-
rounded development of the individual student.

11. He is responsible to the president for developing policies, procedures,
and programs for providing such financial and academic assistance
as will enable students to reach their educational goals.

12. In cooperation with others, and with the approval of the president,
he arranges for a continuing flow to the campus of lectures and dis-
cussions by leaders in spiritual, moral, cultural, professional, busi-
ness, and labor fields, and for stimulating programs in music, drama,
dance, and other esthetic arts.

18. Working with other appropriate officials, and together with student
leaders, he develops policies and procedures for the encouragement
of students to initiate and maintain a defined student government,
other student organizations, and student publications which students
conduct-with a minimum of counsel and control by officials of the
institution.

14. He deﬂses a system for the administration of student discipline
(with requisite standards governing conduct), including the man-
agement of students living in college-controlled or related facilities.

15. In cooperation with the business manager and other college officials
as indicated by the circumstances, he determines the duties of all
personnel who direct or supervise students in extracurricular capaci-
ties, such as managers and assistants of housing units, feeding eftab-
lishments, and those who manage health and recreational facilities.

16. With the help of his own staff and in cooperation with the academic
dean and his staff, he develops criteria and procedures governing the
recruitment, admissions,? registration, counseling, testing, and place-
ment of students.

117. He studies the causes of student attrition and proposes remedial
measures for the consideration of the adminissratwe committee.

18. He coordinates the preparation of, and approves all material on
student services which is to appear in the cdllege catalog or other
official college publications.

19. In cooperation with others, he develops appropriate position descrip- -
tions for those under his supervision.

20. He develops a sound student services administration for which he is
responsible.

2 Since administration of admissions and records touches both the academic and student serv-
o ices areas, opinion differs on the assignment of the officers responsible for these services. How-
ever the assignment is made, it is imperative that the coordinatewrelationship between the aca-
demie and student services areas be clearly designated. Provision must also be made. regardiess
of the choiee of assignment, for full, continuing participation by both the chief academie
officer and the major officer for student services in the development of governing policy.
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The Business Manager .

. In addition to the nine items listed earlier as common to the !

work of the four individuals in the president’s span of control, the

list of functions and responsibilities of the business manager
should include the followin g authorities and working relationships:

10. He is responsible to the president for the administration of all the
business affairs of the institution and is clearly delegated commen-
surate authority.

~ 11. He and his staff formulate business policies, develop operating pro-
cedures, establish accounting and reporting methods, and coordinate
day-to-day business operations.

12. He is responsible for the collation, consolidation, and preparation
of the final draft of the budget for submission through the president
to the board of trustees. '

13. When the board of trustees has acted and an operating budget has
been prepared and approved by the administrative committee, he
directs the budgetary controls for the institution.

14. He is responsible for the recruitment and development of nonaca-
demic staff.

15. In cooperation with the director of student services, he formulates
" policies and procedures governing financial relations with students
and with the operation of auxiliary enterprises, such as dormitories,
cafeterias, bookstores, recreational facilities, and similar enterprises
related to student life.

16. He manages the business phases of such auxiliary enterprises and
supervises their financial aspects, including student loans, scholar-
ships, credit, the auditing of student organization accounts, food
service, housing, and bookstore.

17. He formulates policies and procedures, and provides for the collec-
tion, custody, investment, disbursement, accounting, and auditing of
all monies of the college; handles negotiations for loans and other
financing; and maintains a system of financial and related statistical
reporting.

18. In addition to his responsibility for physical plant operation and
maintenance, he formulates policies and procedures for the develop-
ment and management of the physical plant, including custodial care,
sanitation, and fire and police protection.

19. He conducts the business phases of physical plant planning and the
sugervision of construction.

20. He develops policies and procedures and engages in a plan for the
procurement of goods and nonpersonal services, including preauditing
of acquisitions or rentals, and provision for warehousing, distribu-
tion, control, and disposition.

L
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21.

22.
28.

24.
“in an effective and satisfactory manner to discharge these responsi-

12.

13.

14.

16.

_-

11.

He coordinates service operations, such as printing, duplicating, mail
and messenger service, binding, and machine computing and
tabulating,

He has an annual report of the financial status of the institution
prepared.

In cooperation with others he develops an appropriate position de-
scription for each of his subordinates.

He develops a sound business administration capable of performing

bilities which have been assigned to him by the president.

Y
Director of Development and Public Relations

R

In addition to the nine items listed earlier as common to the
work of the four individuals in the president’s span of control,
the list of functions and responsibilities for the director of public
relations and development indicate the following authorities and
working relationships:

10.

He is responsible to the president for directing an integrated pro-
gram for defining, popularizing, and securing acceptance of the
major goals and objectives of the institution and for relating them
to the institution’'s various policies.

He is i-esponsible for keeping before the college or university offi-
cials, professional and cultural organizations, and the general public,
a list of the more specific current and long-range educational, physi-
cal, and financial objectives and programs approved by the board of
trustees, together with the development of means and techniques
for achieving them.

He is responsible for developing and putting into effect policies and
procedures for maintaining information and news services of ex-
cellence and for providing a supervisory arrangement for the release
of information through the mass media.

He formulates policies governing the content, form, scope, and dis-
tribution of all college or university publications of a promotional
character, and, in cooperation with other major officials, supervises
the production cf the annual catalog, student publications, and similar
publications.”

He is responsible for developing means and techni’ques for the pro-
motion of a strong bond of loyalty and friendship between the
institution and its alumni, parents of students, the school’s sponsor,
and similar special-interest groups.

In close cooperation with others i'. the president’s span of control,
he develops and executes policy for the guidance of campus and
physical-facilities planning and provides for its supervision.




16.

17.

18.

19.

20.
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In close cooperation with the president, he is responsible for pre-
senting the needs of the institution to philanthropic organizations
and individuals, to industrial and commercial corporations, to the
sponsors of the institution, and to other prospective donors for the
current and capital costs of operating the institution.

Under the direct supervision of the president, and in xclose coopera-
tion with the business manager, he assists in the interpretation of
the current financial program of the institution to the board of
trustees, sponsoring groups, and other pertinent individuals and
officials.

As directed by the president, he promotes the interest of the institu-
tion before agencies with resources for financing desirable programs,
such as those in the Federal Government and in business and industry.

He is charged with the development, in cooperation with others, of
appropriate: job sheets for those under his supervision.

He develops a sound administration for publicity, planning, and
development, for which he is responsible.




CHAPTER 111

Survey and Analysis of
Current Organizational Structure

AS THE BASIC SOURCE of data for this study, the line-staff

charts from 608 junior colleges, colleges, and universities were
analyzed. In table 1 the number and percentage of institutions in-
cluded in this study are shown by level of offering and by type of
control. Overall inclusion is 30.9 percent of the total of 1,970
institutions listed in 1959-60 for the four major levels of offering.
The extent of coverage ranges from 14.1 percent of the private
junior colleges to 48.9 percent of the public doctor degree-granting
universities.

Process of the Analysis

A first step in the analysis of internal structure was a simple
computation of the actual number of persons shown on the or-
ganization chart as assigned to the span of control of the chief
administrator. The results of the analysis are reported and dis-
cussed for each of the four types of higher institutions: 2-year
colleges, bachelor degree-granting colleges, master degree-granting
institutions, and doctor degree-granting institutions. F%r each
type of institution, data are presented in terms of type of control
and size of enrollment.

As a second step, all of the line-staff charts Were inspected care-
fully to determine structural provisions, specifically within the
span of control of the chief administrator, for: (1) academic ad-

* ministration, (2) student services administration, (3) business
management, and (4) the administration of the area of institu-
“tional development. These four administrative areas, identified
and discussed in the preceding chapters, provide a framework for
the analysis of organizational structure. The analysls in this part
of the study i focused on the identification of : (1) differences and

o
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Table 1.—Number and percent of institutions included in study, by type of control
and level of offering (1959-60)

Nutuber of institutions

Type of cootral, by level of offeting Number of submutting arganization Percent of
insttutions ! charts coverage
Jonon coLreaes:
Publie. . .. . 330 93 83
Private . .. 288 36 141
4-YRAR COLLRORS: : ’
Puble .. . 101 a3 M7
Pnivate . 617 212 M
MAsTER DEORER-URANTING INSTITITIONS 1
blie 170 n 304
Prirate , 2 6 20
DOCTOR DBARER-URANTING INPTTYCTIONS:
Publec . *\] 4“ "o
T 1ns «w AR}
Torar:
Publie 691 4 N3
Private 1,209 364 238
Grand total R 1.970 603 ' 309
! Sounce: Wilkins, Theresa Birch. Kdwoation VD"nrlory. 108:1060. Part 8- Higher Education.
<4 Washington : U.8. Government Printing Office, 1960.,

-

similarities between public and private institutions within each
level of offering; (2) relationships between organizational patterns
and enrollment size in each leve] of offering; and, finally, (3) dif-
ferences and similarities among the organizational patterns found
in each of the four levels of offering.

Finally, because of specific questions from several sources, a
special analysis was made of the place of assignment of three
administrative officers: registrar, director of admissions, and
librarian. Here, too, the analysis was made in terms of level of
offering, type of control, and size of enrollment.

. Since the 608 participating institutions do not represent a sys-
tematic sampling of the total number of higher institutions, it
should be pointed out to the reader that generalizations should not
be made for all of the institutions of higher education. The data
are, therefore, descriptive of the organization charts in the par-
ticipating junior colleges, colleges, and universities.

Analysis of Numbers in the Span of Control
of the Chief Administrator

2-Year Colleges

Contrary to the practice of most institutions of higher educa-
tion which almost universally designate the chief administrator as
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president, the 2-year colleges (junior colleges, community colleges,
technical 1mt1tutes) vary widely in the designation used. Other
than the title of president, they quite often employ such titles as
dean and director. In all uses, however, the person so designated
‘has the general administrative duties of a college president.

The number of officers in the span of control of the chief ad-
ministrator of the 129 participating 2-year colleges ranges from a
low of 2 to a high of 18 with a mean of 6 (table 2). Public junior
colleges exhibit a greater range in this regard than do the private
ones; the larger public junior colleges, however, report an ap-
preciably smaller range in the president’s span in those institutions
which exceed 2,600 than in those below this enrollment figure. The
larger public junior colleges also show a slightly lower mean for
the span of control of the chief administrator than do the smaller
public junior colleges. While it may be concluded that the size of
the span of control is smaller in the larger public junior colleges
(those with more than 2,600 students) such a conclusion cannot,
of coutse, be drawn for the private Junior colleges in view of the
fact that none of those participating had enrollments in excess of
this figure.

Table 2.—Number of persons in the span of control of the chisf administrators in
2-year colleges, by type of control and level of enroliment
(129 participating institutions—1959-60)

\umhndmmlpwo{mud
I S e | Nomber of reportung
Eordlment level, by type of control 1nstitutions
Minimum Marinium Mean
Prauc
1-S00 3 13 [} 28
5011 (wwy ’ 2 R [ 15
1,000-2 500 2 I8 7 27
2.501 8 000 2 ] [} 18
3.,001-10 000 3 [} 1 )
10.001-20 000 3 (] ] 2
Ower 20,000 1}
All publie earollment levels 2 1R [} 93
Privare
1-300 2 10 6 31
501-1,000 8 7 6 2
1,001-2 500 ] 10 7 3
2,501-5 000 0
5,001-10,000 0
10,001-20,000 0
Over 20,000 . . 0
All private enrollment levels 2 10 (] 36
All enroliment levels. . .. . . 52 3 18 (] 129
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4-Year Colleges

The line-staff charts of the 247 participating 4-year colleges
show that the number of officers in the president’s span of control
ranges from 2 to 28, with a mea 6 (table 3). The range in
the public institutions is from 2 to 28 with a mean of 7, while the
number in the president’s span of control in the private colleges

ranges from 2 to 15, with a mean of 6. In both the public and
~ private 4-year colleges, there is limited evidence that the mean size
of the president’s span of control is larger in the larger institutions.

Table 3.—Number of persons in the span of c'onlrol of the chief administrators in
institutions offering the bachelor’s and/or first professional degrees, by type
of control and level of enroliment.

(247 participating institutions—1959-60) ° o
Number of persons’in span of control
Number of reporting
Enrollment level, by type of control . : 3 institations
Minimum Maximum Mean
Pusuic:

1-800........oooiiiiitiii i, 4 10 6 4
801-1,000...........000uumuernnn 3 9 ] 10
1,001-2,800...........c00eevvnnnn. R | 14 (] 16
3,501-8000...............ino. . 4 28 12 [ ]
8,001-10,000.................o.. L 0
10,001-20,000. 1111111 e e e 0
20,000.......oiuniennn | 0

All publie enrollment levels. . .. ... .. 3 28 7 35

Parvare: .

o 2 12 ] 88
801-1,000...............co0iuun... .. 3. 14 6 s
1,000-2,800.............00eevennnn. 3 18 7 4
2,601-000.......................... 6 9 8 4
8,001-10,000......................... [ (] 6 2
10,001-20.000. 11T T 08 0
20,000, e 0

All private eorollment levels. . . . . . .. 2 18 6 213

All enrollment levels............... 2 28 (] 247

Master Degree-Granting Institutions

The number in the president’s span of control in all 148 par-
ticipating universities granting the master’s degree ranges from
2 to 24, with a mean of 7 (table 4). The span of control in the
public institutions in this group ranges from 3 to 24 and in the
private institutions from 2 to 19, both with a mean of 7. There
is no -apparent relationship between the size of the president’s
span of control and the size of enrollment in either the public or
private institutions. ‘

i
.
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Doctor Degree-Granting Institutions

The organization charts of the 84 participating universities of-
fering the doctor’s degree show that the 'sban of control of the
president ranges from 3 to 40 with a mean of 10 (table 5). The 44
publi¢ institutions report a range of from 3 to 34 with a mean of
12; the 40 private universities, on the other hand, report a greater
range, from 3 to 40, but a lower mean of 9. In the public universi-
ties the mean number in the president’s span of control appears
somewhat larger in those institutions with the larger enrollments.
The private universities, however, show only modest support for
this relationship.

Summa_ry

The mean size of the span of control of the president’s office in
the 2-year and 4-year colleges is 6, while in the master degree-
{ granting and doctor degree-granting institutions the mean gize is
7 and 10, respectively. The data also point to an appreciably wider
range in the size of the span in the doctor degree-granting group
than in the other three groups. The more complex institutions
apparently provide in their organization charts for a larger mean
span of control for the office of the chief administrator than do
the 2-year and 4-year colleges.

When all of the participating institutions are classified on the
basis of control without regard to level of offering, it becomes
apparent that the mean size of the president’s span of control is
slightly larger in the public institutions than in the private ones— ) i
7 contrasted with 6. At the same time, the range in size in the
span of control is larger among the private institutions than it is
among the public.

In both public'and private institutions when level of offering is
not considered, the mean size of the span of control of the chief
administrator has an apparent relationship to eprdllment of the
institutions y that is, generally, the larger the student enrollment
the larger the mean size of the president’s span of control.

>
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Table 4.—Number of persons in the span of control of the chief administrators in
institutions offering the master’s and/or second professional degrees, by type of
control and level of enroliment.

.[148 participating itnstitutlons——1959—60]

Number of pcrsons in span of control .
Number of reporting
Enrollment level, by type of control : institutions
. Minimum Maximum Mean
Pusuic: 3
1 pas e eeeseen e 5220008 [0008 005008 800 0 3
§01-1,000. . 4 10 7 4 E
1,001-2,500 4 14 7 24
2,501-5,000 3 19 7 30
8,001-10,000 3 24 9 8
10,001-20, 000 5 10 7 5
Over 20,000 13 13 13 1
3 24 7 72
Private: T T T
1-500............. 3 16 (] 18
501-1000 . .. Tt 2 13 8 12
1,001-2.500 ... T 3 19 7 33
2,501-5.000 . 2 17 6 6
5,001-10,000. . 000 ©a0oo 4 15 7 8
10.001-20,000. . . ettt anayd ] 8 ) 1
Over20,000..... . ... o RN LR TR TR U 0
All private enrollment levels. . . . . 19 7 76
All enrollment levels. . ... . . . . 1 3 —2‘— S 28 7 1 ;ﬁ- )
o . V o
N

Table 5.—Number of persons in the span of control of the chief administrators in
doctor degree-granting universities, by type of control and level of enroliment
(84 participating institutions—1 9569-60)

Number of persons in span of cqntrol .
Number of reporting
Eurollment level, by type of control 0 institutions
Minimum Mazimum Mean
»
PusLic:
g1y 000, 11 b 0
i eanseca oo cnosaanca ana o e Lo o oaeaiassos: 0
1,012,500 ... 0 e 3 8 6 2
2,501-5.000. ... . T 0000000 4 17 11 10
5.001-10,000. ... 0 T 4 34 12 22
10.001-20,000..., . o g 29 13 6
Over20,000......0 [/ /1 N 3 12 ‘
Al public-enrollment levels. ... 3 M 12 4“4
Privare: —
1-500........ [} 4 10 3
801-1,000... .. .. . [ CiiTneen 3 3 3 1
1,001-2,500 ... . 0Tttt 3 22 8 [}
2,501-5,000. . ... _ [Tt 3 10 (] 4
5,001-10.000. ... Tt 3 40 10 18
10,001-20,000.. .. Tt 5 22 10 10
Over20,000..... .. " e 6 7 7 2
All private enroliment levels. ... .. 3 40 9 40
:ft‘_?‘—_—x: = E—— =
All eorollment levels. ... ... .. 3 40 10 84
\
‘ ’
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Provisions for Staffing the Four Major Areas
of Administration in 2-Year Colleges

An analysis of the provisions for staffing, by type of control and
by enrollment, for academic administration, student services, busi-
ness management, and institutional development in 2-year colleges
follows:!

Academic Administration: Public

Some provision for academic administration is apparent in all of
the line-staff charts of the participating public 2-year colleges. In
the 93 participating junior colleges, 56 (60 percent) of the line-
staff charts indicate a provision for a separate officer for academic
administration responsible to the.chief administrator. In 23
junior colleges, the chief administrator himself assumes the aca-
demic functions, and, in 4 of these instances, the chief administra- -
tor assumes responsibility not only for the academic functions but
for thos{e for student services as well. In 13 junior colleges, there
is a joint assignment for academic administration and student
services, and, in 1 other instance, academic administration is com-
bined with the administration of student services and business
management.

Provision for academic administration as indicated in the line-
staff charts of the public 2-year colleges has only a limited rela-
tionship to the enrollment of the institution. In the eight institu-
tions with enrollments in excess of 5,000, responsibility for aca-
demic administration is, in every instance, delegated by the chief
administrative officer. While some chief administrators are found
to be assuming the responsibility themselves for academic adminis-
tration in each of the enrollment intervals of fewer than 6,000, in
only four instances, and those in institutions of fewer than 1,000,
are there any chief administrators who assume a direct respon-
sibility themselves for both academic and student services admin-
istration. The line-staff charts submitted indicate that the larger
the institution the more likely the delegation of the administration
of the academic area.

Inall of the public junior colle};es of fewer than 5,000, about the

1Tables'I and II in the appendix indicate provisions for administration of the areas of
academic affairs, student services, business management, and institutional development for pub-
lic and private 2-year colleges.
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same proportion (47 to 63 percent) in each of the enrollment cate-
gories makes provision for a separate academic administrator.
Twelve of these 85 participating public junior colleges (14 per-

cent) of fewer than 5,000 assign the same officer for both the -

academic and student services areas,

Academic Administration: Private

Among the 36 private 2-year colleges which submitted organi-
zation charts for this study, approximately two. out of three indi-
cate that a separate officer is assigned the responsibility for aca-
demic administration. In only two instances, and both in colleges
with an enrollment of fewer than 500, does the president retain
direct administration of academic affairs. In 10 of the private
Jjunior colleges, responsibility for the administration of both the
academic and student services areas is assigned to one ipdividual.
Responsibility for academic administration is reported #s divided
between two persons in only one private junior college.

Since the enrollment range among this group of institutions is
relatively restricted, no relationship between the size of enrollment
and the provision for academic administration can be indicated. It
is of interest, and Ppossible significance, that delegation of academic
administration is provided in all the participating private Junior
- colleges with enrollments in excess of 500.

Student Services Administration: Public

- About half of the participating public 2-year colleges in all of
the enrollment categories have g separate officer designated in
the student services area. In ony five instances—a]] relatively
small junior colleges—are the chief administrators directly active
in the administration of student services; in each of these institu-
tions he also directs the academic area. Eighteen of the public
junior colleges combine the administration of student services
with other major functions. Of these, 13 provide for joint ad-
ministration of student servic<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>