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ment and administrative practice. 

My sequence o::' analysis, comme:icing with academic a::::airs and 

then proceeding to student affairs, business affai~s, and external 

a=fairs was a celiberate choice. ':'his sequence was chosen to emphasize 

my beli ef that the first, and most important mission of a college 

is teaching a~d that the student is the reason :'or rhe institution' s 

existence. The following areas of business affairs and external 

affairs are functionally necessary, but are supportive of ~he prime 

missi on of the institution. 

Be=ore continuing to t~e first chapter, I wolC.d like to acknowledge 

a rather signifi cant omission in the =ield of institutional governance 

and administration. The charts o= organization and analys~s co not 

incl ude a reference to governing boards which are senior in position 

to that of the president. However, it should be rememberec that the 

governing board o::' an institution is the ultimate authority. These 

boards are legally charged wi th the responsibility and accountabil~ty 

for the actions and operations of the institutions. I have not inclu­

ded these boards in this analysis because they normally do :iot parti­

cipate to any substantive extent in 7he day to day administration of 

an institution and the relationshi? of a board to the president and 

the ijstitution is of sufficient scope and complexity to be Lhe 

subject of a separate study. 

~'1a j or Sources 

One addi~ional subject is deserving o = dttention in this intro­

duction and that is a re::erence to the more important sources of in=or­

mat~on which I employed in ~his study. Among the a?proximately =if7Y 
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books , pamphlets , and articles read , I consi der the following to be 

particularly s i gni£icant and helpful . 

As a basis for my position relating to basi c managerial respon­

sibilities , I have rel ied primarily upon Fayol ' s General and Industrial 

Management and Management by William Glueck . 

The ma jority of t hose books consulted in t he area of educational 

administration touched to s ome extent on various aspects of the h istory 

of higher education, b ut for histori cal reference, I have reli ed pr in­

c i pally upon Rudolph 's The American College and Uni versity : A History . 

Anot her valuable resource i n -chis general area was Brubacher and ~udy's 

book, Higher Education in Transition . 

In the area of academic affairs administration, I r elied mos t 

heavily upon the views of J ohn Corson and Thomas Blackwell . I con-

cur with Corson' s view of the potent i al i mpor tance o= the faculty 

department head in h is book , Governance of Colleges and Universities . 

I f ind in my personal observations, however, that the department head 

does not frequently serve as a s i:rong influence in academic adminis ­

tration . As Blackwell indicat es in College and Universit y Administration , 

the position of department bead is often considered a secretar ial job 

and is given to the newest and lowest ranking member of a departmeni: . 

I =ound Eugenia Leonard's Origins of Personnel Services i n American 

Higher Education to be a succinct complete history and analysis of the 

vari ous activities and responsibilities included in student personnel 

administration . Other important resources in t hi s a:-oea included! 

Student Per sonnel Program For Higher Education by Lloyd-Jones and 

Smith and Student Personnel Work : A Program of Devel opmental Relati onships 
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by Will i amson and Biggs . I have been particularly influenced by 

Williamson's views that an e f f ective student personnel program must 

be based upon total i nsti tutional commitment which consi der s stu­

dent personnel work as an integral part of the tota l educational 

process . These authors, as well as others in the field , view 

s tudent personnel work as a developmental responsibility as well as 

a service function . 

The basic text in the ::=unctional area of business administration 

is the volume published by the American Council on Education titled 

College and University Business Adminisi:ration . In addition to this 

basic reference , I found Arnett' s College and University Finance an 

inter es ting comment on the serious inadequacies of institut ional 

business practices as lat e as the 1920 1 s . 

In the final =unctional area , external affairs , I have relied 

to a considerable extent upon my own personal experience and t he 

Handbook of Ins1:i1:utional Advancement edited by Asa Knowles . This 

handbook is a compilat i on of art icl es written by successful practi­

tioners in the various activities compri s i ng The field of external 

affairs . 



CH AP ':'E R -

BackgroWld 

American instintt~ons o :: higher education L, the seventeenth 

and eight eent h centuries had re lat~ vely ~ew concerns or problems 

in relation to insd tutional management or administration . The 

total staf= consisted of as few as three or four faculty members and 

the president who also served as a member of the faculty . There were 

no deans , deans o= s~udents, ~usiness managers , athletic directors, 

division chairman, or c.eparunent heads . All areas of activit'f and 

the decisions necessary =or the funct ioning of the institutions were 

handled by the f aculcy and the president working together .9 ~owever, 

even the3, as now, there were some problems such as ade~uate financial 

resources, enrollment , maintenance of records, and others, but they 

were relatively simple in scope and existed within a much less comp­

lex society . These operating problems were handled by the small group 

wurki.,g cooperatively . 

The problems and challenges of institutional administration to­

day are mainly the result of academic specialization, physical size 

o :: the enrollment, financial requirements, and external lay boards of 

control lacking the background and expertise in educational adminis­

tration . Other factors creating problems of ma3agement and administration 

9John J . Corson , Governance of Colleges a~d Universities (New York: 
McGraw-Hill Book Company , 1960 ) p . 5 . 

12 
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are ~he complexity o f reporting requirements relating to such things 

as financial accotmting , student ::inancial aids, and compliance with 

a multitude o= governmen~al regulations Nhich have created a staf= 

of specialists . These specialists have the potential o= becoming more 

interested and concerned with their own responsibilities than with 

the overall institutional goals . 

These factors which combined to create the need for an increasingly 

sophisticated administ-ative structure evolved slowly over a period of 

three htmdred years commencing- with the =ounding of Harvard in 1636 . 

Although there was constant groo-ch and change in higher education in 

America =rom the beginning , the increase in numbers of colleges, the 

size of enrollments , and t he resulting changes in administration became 

significant adminis trative ::actors in a!,out the second quarter of the 

nineteenth century . Prior t o this period , the presicent was closely 

allied with -che needs, hopes, and desires of the faculty and the primary 

-u.ssi on of his instinition . As t~e complexities and multitude of new 

problems started to demand more and more attent i on from the president, it 

became increasingly impossible for him to give direct personal atten-

tion to all areas of institutional operations . Therefore , throughout 

the :iineteent~ century college presiden-cs began slowly to employ an 

increasing number of assis-cants to help administer the institutions. 

The result t oday is a rela-cively standard line and sta=f type of or­

gan ization governing relationships and responsibilities within and be­

tween the four major ::unctiona':.. aspec-cs o:: educational adminisuation, 

namely ; academic administration , s -cudent personnel administration, bus -



iness administration , and external affairs administration . 

Sound management practices relative to the divi sion of res­

ponsibility and delegation of authority are essenti al to t he survi val 

of an organization in today ' s society . In any organization where 

people join toget her for the accomplishment of some task , some indi­

vidual or group must establish the rules and regulations t o govern the 

conduct of individual relationships and establish t he objectives of 

the organization as a whole . This is equally true whether you are con­

sidering a college , a drug manufacturer, or an insurance company . The 

study of the administration of a college concerns i tself with who i s 

to contribute , and to what extent , to the decision making processes in 

the various functional areas which must work together in t he total 

oper ation of the institution . 

Many voices are raised in the business world proclai ming to aca­

demia that if they would only follow good business management pract ices , 

academic institutions would solve all of their financial , marketing , 

personnel, and administrati ve problems . What most businessmen f a il to 

recognize , however, is that while a college or university has character­

istics in common with all organizations , it differs from business organ­

izations in t hree significant respects as stated by John Corson . 

1 . Colleges, and to a still greater degree, universities 
exist to serve a multiplicity of purposes . Viewed from 
the standpoint of t he institution, a college exists to 
educate students, to caITy on research, to mold the char­
acters and values of the students it educates , and perhaps 
periodically to put on athl etic spectacles . Viewed 
through the eyes of the parents , it exists to educate 
students, but as well to i mprove their social standing 
and , perhaps , to find them jobs. Viewed from the stand-
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point of neighboring industry , it may exist to do research 
on "practical problems" and to provide t r a i ning facil­
ities for the industry 1s employees . Viewed through the 
eyes of the alu1JU1i , i t exists to provide educational 
opporttmi ties for their children and to present annually 
a f ootball team and various athletic events. 

2 . The college , and to a greater degree the university , 
i s more dispersed as an enterprise than the typical bus­
iness enterprise or governmental agency . Any group of 
human beings existing to accomplish a purpose , and par­
ticularly the larger groups , includes subdivisions that 
exist to perform separate although related f unctions . 
The un i versity includes many and relativel y independent 
schools , colleges , institutes , and departments . Gover­
nance is , in considerable part , the task of establishing 
rules and making the succession of decisions that are 
required to relate these subdivisions , of assuring order, 
and hopefully productive association, among them . 

3 . The responsibility for making deci sions is more 
widely diffused. The operation of a college or uni­
versity involves the continual making of decisions 
on what courses shall be taught (and not taught) ; how 
many books can be bought; what research shall be under ­
taken; what t eams shall be coached (and to what end) ; 
how much money shall be allocated to teachers , coaches , 
maintenance staffs , and·others; by whom classes shall 
be taught , libraries operated, and dining rooms run ; 
and bow and from whom additional income will be raised. 
The very listing of such decisions , and many others 
that must be made almost daily , suggests the wide range 
of deans, department heads , teachers , coaches , and others IO 
in whom effective responsibility for decision making rests . 

The multiple missions and complexity of organization, as pointed 

out by Corson , must be recognized by the college administrator as he 

attempts to design and impl ement an effective organizational structure . 

The following chapter i s a comparison and analys is of the organi­

zations and practices of the participating colleges in the administra­

tion of academic affairs . 

lOibid . , pp. 9-10 . 



CHAPTER II 

Academic Administration 

Institutions of higher education in Ameri ca today have several 

missions as the basis for their exist ence . Many o f t hese mi ssions are 

r easonable and acceptable purposes £or t he exi stence of t he institu­

tions . James Perkins acknowledges the existence of these missions , 

but maintains that a uni versity without instruction i s not a university 

and,theref ore , the central mission i s instructional . ll Accepting the 

view that the academic program i s the primary purpose for existence , 

the importance of a smoothly functioning decision maki ng process 

in the administration of this area i s obvious . 

In the early colonial colleges and continuing through most of the 

ninet eenth century , the college president served as the chief academic 

officer in addition t o h i s other duties . As ins titutions grew larger 

and their problems more complex , the president found it difficult 

to continue to directly supervise t he academic program of his insti tu­

tion . He, therefore , began to add staff personnel to ass i st him in 

the management and administration of the academic area . This r esulted 

in the creation of a major functional admini strative area designated 

as academic affairs . The head of this area is variously titled as 

Academic Vice President , Academic Dean , Dean of the College , Vice 

Chancellor for Academic Affairs , etc . Regardless of the title , this 

11
James A. Perkins ( ed), The University As An Organizati on (New 

York : McGraw-Hill Book Company , 1973 ) pp . 247-48 . 

16 
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administrative officer normally reports directly to the chief executive 

officer of the college and i s responsible for the organization and 

operation of the academic program of the institution . All of the 

participating colleges in this s tudy , as indicated by their charts , 

include this administrative position in their organization . 

A variation from the generally accepted practice of the chief 

academic officer reporting directly to the president exists in the case 

of College E :·: In this instance, the chief academic officer does not 

report directly to the president , but rather r eports to a vice presi­

dent who in turn is responsible to the president . 

A discussion of this variation confirmed that the organization chart 

illustrated the situation accurately . The executive vice president 

is t he chief opera~ing officer of internal affairs and each of the 

major functional operating officers ,do report directly to him . 

Although the president is off campus frequently , he maintains final 

authority as president and chief executive officer of the college . 

This is one of a limited number of instances where I could identify 

an application of the basic managerial function of sound planning prior 

to organizing the structure . The Board of Trustees and the President had 

determined that the president could best serve the institution through 

extensive off-campus activites . They
1

thcrefore1 arrived at what I 

consider to be a logi cal and sound solution with the establishment of 

the position of executive vice president to handle the day to day 

administration of the college . 

The departments and activity areas responsible to the chi ef 

~·, Each part icipating college has been identified with an aJ,phabetieal 
letter and t he organization chart of each college appears in the 
appendix . 
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academic officer are fairly standard in three or =our basic activity 

areas . The ch~ts verify this condition with all eight colleges 

indicating the registr~~, librarian, and, of course, the faculty as 

responsible to t he chief academic officer . Proceeding from this basi c 

uniformity , variati ons evidenced by the charts indicate three 0£ 

the eight college (B- F-G) have placed academic advis ing as a respon­

sibility of the academic offi cer . Additional variations ir.clude two 

colleges (D- F) with the placement office in the academic area, one 

college (G) including f i nancial aid, and one college (E) including the 

athletic office . 

The colleges placing t he academic advising function under the 

direct responsibility 0£ the chief academic offi cer have created a 

potential conflict in administrative responsibility . The basic re­

sponsibility f or a counseling program would normally come under the 

supervision of the student affairs of=icer who should be the most 

professionally qualified in counseling procedures . However, it is 

also reasonable to assume that faculty members should be the most 

qualified in the area of academic counseling . The situation created 

in these Thr ee colleges requires good communicaTions and careful 

coooeration between the functions of academic af=airs and s t udent 

affai rs . It is, of course, essential that cooperaTi on exist between 

all functional areas at all times , however , a divi ded responsibility 

adds to the possibility of conflict . When this condition exists, 

the chief executive of=ic~r must monitor the situation c l osely . 

This divided res?onsibility not only creates the potential supervisory 
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conflict , as indicated, but also results in additional problems for 

the chief executive officer in the application of his managerial control 

function . With two major administrators responsible for what is 

basically one function , the chief executive is not in a position of 

pinpointing accountability for results . 

Normal procedure, as supported by a majority of the colleges in 

this analysis, locates the placement function within the student 

personnel area and I concur that this function i s properly a student 

personnel responsibility . I asked the chief executive officers of 

colleges D and r if there were specific reasons for the placement 

activity being within the academic area . Their answers were as follows : 

In college D, the large majority of the graduates seek religion 

related positions in churches and the academic dean has the closest 

relationship with the churches . Therefore , he was in the best position 

to locate opportunities for these graduates . The interview did 

disclose, however , the need for placement service for other students 

and this placement was the responsibility of the student affairs 

officer . The other instance, college F , involved an inherited 

arrangement by a relatively new president with no major consideration 

given to making a change . In the case of college D, the location of 

the placement service in two different areas was a result of conscious 

planning, but r epresents planning based upon expediency and short 

term results . When the college appoints a new dean , he may not have 

the same type of church relationships and the continuity of the total 

placement function is then destroyed . I , therefore , must question the 



soundness of the planni ng and resulting organization in thi s instance . 

The president of college r, ln accepting the inherited l ocation of 

the placement office without further consideration , has failed t o ex­

ercise hls managerial responsibility of planning . I will -refer again 

t o this type of a s ituation in one of my concluding recommenda tions . 

I find it interesting that only college E has placed the athletic 

office in a position of responsibility to the chief academic officer . 

Believing , as I do, that the primary mission of a co llege i s instruc­

tion , I agree with this arrangement . My fourteen years of college 

admini s tration has influenced my opinion in this instance . Athletic 

director s and coaches are us ually strong outgoing pers onalities and 

sometimes their enthusiasm and dedication lead to some institutional 

decisions be ing bas ed upon athletic considerations rather than 

academic considerations . An i nstitution takes a sound position and 

e£fectively states its priorities by placing athletics i n a positi on 

of responsibility to the chi ef academic officer . 

The interview confirmed that the athletic department was in a 

position of responsibility to the dean or the college . Although the 

institution does have an extensive and successful athletic program , 

it i s fully committed to schol arship first and the president views 

this relationship as the only p~oper organi zationa l structure . 

This was the only instance where I could determine extensive 

conscious consideration of the relationship between the athletic de­

partment and the total organization structure . Managerial pl anning was 
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evident in this case pri or t o t he es tabl ishment of t he organi zation . 

An analysis of t he administration of acndemic affairs requires 

considerati on of faculty participation in the management and gover-

nance of an institution . As has been mentioned previously, the col onial 

college' s total staff consisted of as few as four or five ~aculty 

members and the president . This small group working together made 

all of the decisions a..-=-:fecting the operationofthe college . Thi s 

resulted in the oppor tunity for each f aculty member to speak directly 

to the ?resident and present his opi nions relative to ever y important 

decision . It is certainly a di£ferent situat ion today . In fact , I 

have heard many faculty members say they are f~equently the last to 

know when deci sions are made . 

There is an attempt in all colleges to provide a system of com­

munication from and to the individual faculty member . This usally 

~nvolves an organization consisting of academi c de partments, depart­

ment heads , divisions , division chairmen , and some type of dean's 

and/ or president ' s advisory council . In addition, t here are faculty 

organizations des igned to provide a forum =or faculty discussi ons and 

collective decisions . 

It is essential for anyone considering educational ariministration 

to understand the importance and un iqueness of t he relationship 

berween the faculty and academic administrators . A task force reporting 

on faculty participati on in a cademic governance stated as follows : 

Relationships between £aculty and academic administrators 
should be, t o t he greatest feasible extent , collegial 
rather t han h ierarchical . Faculty members constitute a 
profession and, as professionals, should have wide discre­
tion in defining their tasks and standards . Excellence in 
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professional performance cannot be inposed from above . It 
follows that administrators should be selected in ways that 
insure that they have the confidence of the faculty , because 
the establishment of a conflict-ridden hi erarchical 
relationshir can only inhibit the attainment of academic 
excellence . 2 

Nevertheless, i n an effort to establish a working system for 

communicat i on and a reasonably cohesive effort on the part of all 

faculty members in the educational program , the line and staff style 

of organization is utilized . An effective administrator must be 

able to combine the principle of shared responsibility with t he 

vertical chart of organization in such a manner that most of the 

participants are able to perceive their part in the decision making 

process as adequate if the institution is to carry out its task 

effectively . 

There are two basic factors which tend to complicate t he t ask 

of the academic administrator as he works to lead and guide in his 

particular area of responsibility . 

1 . One factor , as identified by John Corson , is the tradition 

that the [dculty should have autonomous authority over the 

educational program, as was the custom of the English and Ger-

13 
man universities after which our institutions were patterned . 

2 . Second is the difficulty of the members of a faculty presenting 

12Arnold Weber and others, Faculty Participation in Academic Gover­
nance (Washington, D.C. : American Association for Higher Education, 
1967 ) p . 25 . 

13John J . Corson, Governance of Colleges and Universities ( New York: 
McGraw-Hill Book Company , 1960) p . 46 . 
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a unified position in many areas affecting the academic program . 

A :aculty is not a cohesive enti~y as the name implies . It is 

composed of individuals who have narrowly specialized academic 

interests with a resulti~g diversity of objectives and desires . 

I discussed the subject of faculty participation in institutional 

governance with the chief executive of:icer at each iJstitution . All 

concurred with the need f or faculty partici pat ion and each i nstitution 

=ollowed the standard practice o= scheduled faculty meetings and the 

normal faculty commi ttees for curriculum , admissions , student affairs , 

etc . : believe that the chief executive officers, while expressing 

concurrence with the desirabi lity of faculty i nvolvement in t he 

admi nistration of the instirution , fijd that management by committee 

does not always arrive at the deci sions they deem necessary for the 

ongoing operation of the institution . 7he : act that three instinitions 

are holding collective barga ining elections is one indication of 

faculties not perceiving adequate participation in t~e final decisions . 

There is a bas ic consi stency be-cween t he participating colleges 

iJ the adm:.nistrative structure of the academic area of responsibility . 

There is also almost complete uniformity in t be existence of monthly 

faculty meetings, faculty committees for admissions, curriculum, etc . , 

and the organization of academic divi sions and/or departments . These 

cor.temporary academic administrative structures and ?rocedures are 

a logical outgrowth of increasing s i ze and complexity of operating 

problems which began in Lhe early American colleges . However , the 

resulting structure of numerous administrative levels and the separation 

of the presicent from direct ~~nagement of the academic function , has 
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createC management ?rob~ems . The primary problem is how to effectively 

apply a collegial approach t o :he managerial fu~ct~ons of planning, 

orga~..i=ation, :nd conttol . This is tile subject o= one o= my =inal 

=ecommendations . 

In the =ollow~ng chapter, I give consideration to the student 

personnel :funct ions and identify similarities and differences in 

philosophy and practices as found in the participating institutions . 



CHAPTER III 

St udent Personnel Administrati on 

The student personnel point of view has been an important aspect 

of the philosphy of higher education in America commencing with the 

advent of the first colonial colleges . One of the basic aims of these 

early colleges was to serve as the means of providing an educated 

c l ergy for the new world . It was , t herefore , quite natural that the 

educational program include a concern for the t:otal development of 

the student . The colleges directed their attention to t he ethical 

and moral development as well as to the intellectual devel opment of 

the student . The personnel services provi ded in the colonial colleges 

included such functions as personal and academic counseling, pr ovisi on 

of r oom and board facilities, discipline, student record maintenance, 

and financial aid . 

These early colleges , of course , did not have a separate student 

personnel st:aff wit h deans , counselors , and directors of t he vari ous 

activities . The President was t he chief personnel officer and his 

starf consisted of the trust:ees , faculty, and tut:ors. 14--

The relationship be~Neen the students and the institutions re­

mained relatively constant: through the 1700 1s until the Revolutionary 

War in 1776 . During the fir st three quarters of the 1700 1 s the 

llJ.~ • L d O • • ~ P 1 S • • A • ~ugeru.a A. eonar, ~igins or er£onne_ ervices Ln merican 
Higher Educati on ( Minneapolis : University of Minnesota Press, 1956) 
p . 27 . 

25 
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president and faculty continued to serve as personnel workers and 

maintained strict and rigid rules relating to both the academic 

and personal li£e of the student . 

In the late eighteenth and early nineteenth century , although 

the president and faculty continued to administer the functions of 

student personnel work, the relationship between the student and the 

institution started to change rather significantly . New social values 

began to effect the student personnel point of view . Among these was 

a change in the moral standards of society in general and the emergence 

of the concept that higher education should be available to everyone 

and not restricted to only the privileged upper class . Rudolph 

points out that the approach to student supervision and discipline 

was becoming more relaxed in the early nineteenth century . He states 

that before the nineteen th century was half over , many of the leading 

colleges had abandoned their strict disciplinary policies .15 In 

addition , faculty members started to move away from serving as stu­

dent personnel workers . This faculty shift , particularly in the later 

decades of the nineteenth century, was influenced by the increasing 

number of faculty ~ho had been trained in German Universiti es . These 

German trained professors were interested mainly in intellectual 

development and did not believe it was their responsibility to be 

concerned with the social or moral development of the student . 

15Frederick Rudolph, The Ameri can College And University: A 
History (New York: Random House , 1962) p . 106 . 
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In the middle decades of the nineteenth century , separate star£ 

people began to emerge as responsible =or certain student services . 

This was , in part, the result o= increasing enrollments and the 

continuing faculty dissatisfaction with having to serve as student 

personnel workers . Jiscipli3e and housing were among the =irst 

areas to be supervised by a speci fied staff person .16 Additional 

student personnel wor kers continued to appear at various insti tuti ons 

during these middl e decades as the services became mor e formalized 

and better defined . 

The offi ces of dean of women and dean of men were created be-cween 

1890 and 1910 . Thi s was a significant period i n the development of 

organized student per sonnel work with t he establishment o= these 

titles designating the =irst chief student personnel officers in 

American higher education . 

Those services or functions which are gener a l ly accepted as 

properly i ncl uded withi n the area of responsib i lity of a student 

personnel program are as follows :17 

a . Selection and admi ssion of students 

b . New s t udent orientation 

c . Personal counseling 

d . Academic counseling 

16L d • 85 96 eonar , op . cit . , pp . - . 

17 Esther Lloyd- Jones and Ruth Smi th , A StudentPersonnel Progr am For 
Higher Education (New York : ~cGraw- Hill Book Co ., 1938) p . 20 . 



e . 

g . 

h . 

i. 

j . 

k . 
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Discipline 

Vocational guidance and placement 

Zinancial aid 

Extracurricular activities 

Room and board 

Health service 

Student: record maintenance 

It is evident that these student services , which today comprise 

a student personnel program , are not new and that most, if not all, 

were provided in some manner by the colonial colleges . 

Although the above listing of student personnel activities quite 

logically includes the admissions function , a comparison of the charts 

of organization indicates that this is not: the way the large majority 

o= the participating colleges have positioned this function . Only 

one college (D) delegates the admission responsibility to the major 

functional area of student personnel administration . Two colleges 

(C- G) delegate the responsibility to the area of academic affairs and 

five colleges (A- 3-E- F-H) designate the admissions f unction as a 

separate administrative area on an equal administrative level with 

the four traditional major administrat:.ve functions. 

I believe the reason =or this administrative structure in regard 

to the acrn:.ssions activity is the problem of declining i3dependent 

college enrollments which commenced in 1969 and 1970. In the late 

1940 ' s after World War II, large nl.:.Inbers of returning veterans with 

education benefits swelled the student: enrollment in the colleges and 



universities . These returning veterans along with an increased 

general public interest in a college education and the demand for 

more scientists to meet the expansion of Russian technology maintained 

these high enrollments through the 50 1 s and 60 ' s . In about 1963 , 

I recall a headline in a Chicago newspaper stating that 9 , 000 qualified 

Illinois students could not be admitted to college because of the 

lack of capacity . 

Conditions changed, however , and as the independent colleges 

began to experience either static or declining enrollments , the chief 

executive officers wanted to establish more direct supervision of the 

admissions function and the result is that the person responsible for 

the day to day functioning of the admissions program r eports directly 

to the chief executive . 

Although none of the pr esidents were interested in any extensive 

discussi on of enrollments , there was a general concensus of opinion 

that the admissions function was extremely important . The three 

colleges which di d not have the director of admissions reporting 

directly to the president, did , however, include them in the meetings 

of the presidents council . This indicated unanimous agreement with 

the importance of the function . 

This is a good illustration of the necessity for the managerial 

planning function to include a continual review and evaluation of 

the environment within which the institution operates . As previously 

indicated , planning should be relatively long range , but should a l so 

be subject to change when conditions occur which were not forecasted . 

The response of college presidents in eeneral to the enrollment 
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problem is illustrative o= sound contemporary planning anc a resulting 

organization to meet the problem . 

In the previous chapter I discussed the s1..0ject of student 

counseling, calling attention to the need =or a coordinated program 

between academic counseling and personal counseling . Student counse ling 

is certainly a basic responsibility of the stucent personnel function. 

Most i nstituti ons require the chief admi nistrator of this functional 

area to hole advanced degrees in counseling or a closely related 

area . All eight of the colleges delegate the counseling offi ce as 

a responsibility of the student personnel function with three of the 

colleges previously mentioned (B- F- G) also indicating academic advising 

as a responsibility of tbe academic administrative officer . 

Wrenn has taken note of -chis overla;>p~ng of responsibility 

between the student personnel area and other major functions when he 

observes that effective management of a student personnel program 

• d • • • h h d " • 18 re~uires a minis-cration t roug coor ination . 

I have already discussed the fact of college E placing the 

athletic cepartment i n a position of responsibility to the chief 

academic officer . I expressed my concurrence with this choice of 

administrative structure . However , the majority of the colleges do 

JOt agree with this position . Of the three colleges including athletics 

in their charts, two (A- D) place it in the student affairs area and 

18 
C. Gi lbert Wrenn, Student Personnel Work in College ( New York: 

Roland Press, 1951) p . 37-. -
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only one (E) in academic affairs . 

The other institutions i ndicated that their coaches were 

usually also teachers and,therefore , athleti c programs would be 

considered a part of the budget and responsibility of the academic 

dean . I do , however , believe that it is an area of sufficient 

magni tude to have been included on the basic chart of the organization . 

The planning responsibility bas not been as cons ciously applied in 

this area as was the case of the admissions function . This indi-

cates an inconsistency in the application of management respons i bility 

and is one factor I cons idered i n my final r ecommendations . 

Reasonably consi stent uniformity is observed in t he locati on of 

the traditional responsibilities of health service , placement service , 

and operationofthe dormitories . The large majority of those colleges 

listing t hese activities place them within the responsibility of 

the chief student personnel officer . 

One final chart comparison in this area is worthy of attention . 

Expressing the least uniformity in the assignment of a traditional 

student service is the placement of the responsibility for student 

a i d . As can b e observed , student aid is placed variously i n all 

of the major functional areas ·and in addition within the admissions 

department in two colleges (A- C) and in one instance in an administrative 

area designated as a presidential assistant (E) . 

This appears to be the most obvi ous and general illustration of ' 

a compl ete lack of sound planning by the chief executives . I believe 

this to be a condition of importance and address the subj ect again in 
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conclusions . 

There is one very important aspect of a student personnel pro~ 

gram to be considered which cannot be illustrated on a chart of 

organization . This aspect is the attitude and philosophical position 

0 £ the president and all other college staff personnel concerning the 

place of the student personnel program in relation to t he total 

educational program of the institution . Authorities writing in this 

f i eld , including Lloyd- Jones , emphasize that an effective program 

must be an integral part of an institution ' s philosophy of education 

d b d d • 1 1 • • f • 19 an not e regar e as simp ya comp imentary or supporting unction . 

The adoption of this student personnel point of view involves a 

commitment to the total development of the student which includes 

a concern for the personal and social development as well as intel-

1 l 
. . 20 ectua training . 

I discussed with each president this relationship of student 

coUDseling to the academic program and the t otal development of the 

student . I asked if they would define the commitment .of 1.he in­

stitution t o student personnel work as a service function or a dev~­

elopmental function . All of the presidents e~pressed their firm con­

viction that the s t udent personnel function must be ·an integrated part 

of the development of the student. However, some institutions appeared to 

19 Lloyd-Jones, op . cit . , pp . 3-14 . 

20 . . d . E.G. Williamson and Donal A Biggs , Student Personnel Work : 
A Program of Developmental Relationships (New York: John Wiley and 
Sons , 1975) p. J55 . 
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support this concept more than others . The presidents of colleges 

C and E discussed t heir commi tment t o an i ntegrated function ex­

tensively and in the case of college C, the former dean of students is 

now the execut ive vice president . In the case of college E , a con­

firmation of the president ' s commitment is evidenced by the dean of 

students also carrying the dual title of associate academic dean . 

Both of these instances give tangible evidence of a commitment to 

an integrat ed student personnel program . They also illustrate 

administrative planning to design an organi zational struct ure which 

will support the phi losophical commitement . 

Basic r espons ibilities in the area of student personnel are 

almost identical t o t hose i n the earli est of t he American coll eges . 

The list of servi ces or functions previous ly noted in thi s chapter 

are appropriate to both the colonial colleges and t he colleges of 

today. The fundamental rel ationshi p of student personnel work to 

the t otal i nstitution, however , has not remained constant . The 

commitment to a devel opmental approach to student personnel work 

appears to have followed a cycle of r ecei ving great attention in 

the seventeenth and early eighteenth century followed by the emergence 

of a strictly service point of view i n the nineteenth century and 

f i nally a return to the developmental approach in the twentieth 

century . 

The following chapt er is a consideration of the functions and 

responsibilities assigned to the chi ef business officer of the partici­

pating coll eges . 



CHAPTER IV 

Business Administration 

In addition t o serving as the chi ef academic ofricer and chief 

student personnel officer, t he president of the early American 

college also served as the chief business officer . All of the 

activities which we consi der today as functions of the bus i ness office 

were handled by the president with the a ssistance of the faculty . 

These include, among others, such things as mai n t enance and operation 

of the room and board services , collection of tuition, purchasing, 

accounting records, and maintenance of the physical plant . 

The first staff position to emerge in t he area of business 

affairs was an a s sistant t o the president called the treasurer . He 

was responsible for the receipt and disbursement of funds and the 

recording of those transactions. As late as 1860 , t he treasurer 

was still t he only identifiable position i n the area of business 

.Cf • 21 a ... a.irs. It seems incredible , but up until the year 1900 very 

lihle attention was given t o operating efficiencies or sound fiscal 

management practices . In t he early 1900 ' s the philanthropic founda­

tions began t o r equire some standardization and accountability in 

several areas of institutional administrative procedures as a pre­

requisite to financ ial support from the foundation. The Carnegie 

foundation, in 1905, established its program for t he Advancement of 

T2aching to provide funds to selected institutions for faculty pen-

21 Rudolph , op. cit . , p . 434 . 
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sions . The foundation required an institution to conduct its af=airs 

in accord with the then acce~ted standards of good management pro-

cedures if it desired to be a partici~~nt in the program . 22 

Although the philanthropic foundations did start to have 

some influence on the institutions in regard to improved accounting 

and management praccir.es , it was a slow process as evidenced by the 

=ollowing comment by Trevor Arnett in 1922 . 

The accounting s ituation in colleges and universities 
is theref ore a decidedly mixed one . Many institutions 
still use ?rimitive methods inherited from their days 
of poverty and small things . A smaller number, endea­
voring to improve matters, have employed systems un-
suited to their needs . ?-elatively few colleges are operated 
upon the budget system . Illogical classification and 
unsuitable terminology too often characterize the financial 
sta~ements and the ledger accou3ts . Complete balance 
sheets are rare . Vague conceptions of the nature o= 
endowment are quite common, ~nd capital recei pts and expen­
ditures are not carefully distinguished =rom receipts 
and expenditures =or current purposes . 23 

Today , most areas o = functional responsibility i3 the business 

management of colleges and universities are s tandardized . This 

standardization is confirmed by a comparison of responsibilities 

illustrated in the organizational charts of the participating 

colleges . All eight of the colleges include the standard business 

22Thomas E . Blackwell , College and University Administration 
(New York: Center For Applied Research, 1966) p . 71 . 

23Trevor Arnett, College and University Finance (New York: 
General Education Board, 1922) pp . 7-8. 
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office staff and tbe operation of the auxiliary enterprises as 

responsibilities of the chief business officer . I have used the 

terminology , business office staf=, to facilitate the comparison 

~etween colleges . The term includes those persons in the bus~ness 

office who are accountants, bookkeepers, clerks, purchasing 

personnel, and the secretarial star:' . These functions are uniform 

i.~ all instituti ons, although the number of persons employed may vary 

depending upon the size of the insti tution . The term , auxiliary 

enterprises, includes the physical operation and mai~tenance of the 

residence halls, food services, and the bookstore, if applicable . 

This functional area is also standardized a~d placed as a responsi­

bility of the chief business officer . 

Since the responsibility for the operation and maintena~ce of 

the physical plant (bui ldings and grounds) i s also universally 

assumed to be a responsibility of the business of=icer , it is unusual 

to :i~d that one of the colleges (C) has given this ~esponsibility 

t o another administrator . 

I asked the president o: college C about this unusual arrange­

ment . He said that it was a logical result of the executive vice 

president's previous responsibilities . She had previous ly been 

dean of students and was responsible for the major area of student 

dormitories and also served as space allocation officer of the insti-

rution . Upon promotion to execut~ve vice presidenL , ~L seemed 

~easonable t o extend these responsibiliLies to t he total physical 

plant . 



37 

I, of course, do not know all of the internal factors creating 

this particular organizational structure . However, on the surface 

it has the appearance of planning based upon expediency, and has 

resulted in an undesirable organizational structure . 

There are -cwo other instances which I consider to be a variation 

from standard practice and I discussed these specific situations 

with the president of the colleges involved . The first instance 

concerned the placement of financial aid as a responsibility of the 

business officer in two colleges (B- H) . The second concerned an 

omission by £our colleges (B- D-E- G) of any reference to a personnel 

office . The interviews revealed t hat colleges Band H had relatively 

new presidents and they ~ac ~een busy with other things and had not 

given any considerati on to the financial aid office . This is an 

additional i.r!stance where the chief executive officers have not 

assumed their responsibility for planning and organizing. 

The interviews ~evealed that colleges B a~d H had relatively new 

presidents who had been involved in other major administrative changes 

and they had no particularly strong opinions regarding the location of 

the financial aid office . Those colleges who did not indicate a per­

sonnel office in their administrative charts (B-D- E- G), followed the 

standard practice of the business officer serving as the non- academic 

personnel officer and director of the total benefits program . 

One very important ~esponsibility of the chief business officer 

of a smal2.. "~dependent college is the preparation and control of the 

budget . This specific activity is not listed on the charts of organi­

zation, ,ut is implied with.in the title of the chief business officer . 
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The budgeting act i vity is not so easily separated from the other 

major functional areas of administration within an institution . 

It is at the very heart 0£ a college's existence and the business 

o£ficer must take care that his parti cipation in this sensiive 

activity does not result in the alienation of the faculty ar the 

academic administrators of the college . 

Sound college business management i dentifies three basic respon­

sibilities of the business officer in the preparation and control 

of the budget . First , he should assist the academic sta£f , student 

personnel staff, and the external affairs staff as they prepare 

their program budgets for submission to the president . This service 

may t ake the form of advice concerning the resources available and 

any given limits set by the governing board . He may also be of 

as sistance by helping to analyze the f inancial consequences of their 

desired programs or any tradeoffs which may be considered . Second , 

he should prepare the budget for those operations in his specific 

areas of responsibility and third , he must monitor and control the 

budget throughout the year of operation . This control is accomplished 

by the maintenance of accurate and current records concerning the ex­

penditure of funds in relation to approved budget allocati ons in each 

specific area . These budget reports are submitted periodically 

to the various department heads for their in£ormation and guidance 

and to the president and governing board for use as a management 

control tool . 

I discussed the budgeting procedures with the president of each 
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college . All but one institution followed the generally accept ed 

procedure of eac h academic and non- academic department i nit i at i ng 

a budget request based primarily upon last year ' s program plus any 

desired addit i ons . These r equests then moved to t he department heads , 

chief functional offi cers , t he pres i dent , and then f inall y to t he 

gover ning board . Modi fications wer e made when necessary depending 

upon ava i labili ty of resources and accepted mi ssions of the i nstitu­

t ion . The one institution not following this s t andard procedure 

tended to prepare t he budget at the top administrative l evel of 

the president and his chief administralive officers . This process 

of excluding the faculty and departmenlal staff members from this 

planning activity does not create the necessary support for the 

final budget and as a result , the overull effectiveness of t he or­

ganization suffers . It i s i mportant for individuals to feel t hey 

have input im:o the administr ati ve ded sions . I have emphasized thi s 

need for participation in my final recommendations concerning the 

advantages of management by objectives and the importance of t he 

collegial concept in the managerial planning function . 

A unique and interesting arrangement at one inslitutio□ was a 

final budget committee consistit~ of the president , the chief admin­

i s trative officers, nnd three elected faculty members . This i n­

clusion of faculty participation i s illustrdtivc of my recommenda­

tion that new procedures should be considered t o provide more ad­

equate facully participation in the manageria l funct i ons of planning , 

org.:inizi11g , and con u•olling. 



In conclusion of this revi ew of college business management , 

I wi sh to emphasize the rel ationship between the business management 

of an instituti on and the academic and student affairs management . 

A business offi cer can begin to place undue importance on his own 

responsibilities to the extent that he becomes arbitrary and un­

bending in his des ire to attain t he ultimate in business efficiency . 

I f he assumes this posture , he is soon perceived to be an adversary 

by the other administrators rather than as a member of the management 

t eam . A valuable business officer is one who maintains the integrity 

of activities under his responsibility , but who is also consciously 

aware that his functions are service f unctions whose purpose i s to 

support the pri mary academic mission of the institution . 

As has been noted previously , the development of the business 

administration function progressed more slowly than the other major 

administrative funct i ons . However , today tbe business staff of 

almost every college and university are highly trained professionals 

carrying out their respons ibilities in conformance with uniform 

standards of practice . 

The next chapter considers the functional area of external 

affairs which is also a supportive function of significant impor­

tance to the future of the college it serves . 



CHAPTER V 

External A=fairs Administration 

The history of higher education in America clearly indicates 

that the early American college president i~cluded among his many 

duties those of a chief public relations and deve.J..opment officer . 

These early college presidents found themselves "on the road" 

searching for financial support from religious denominations, 

business philanthropists, and state gove~nments . This fund raising 

task faced by the presidents was something new in the history of 

higher education as it was a uniquely American activity not generally 

f • • h • • • f h • h d • • h • 24 ouna int e institutions o ig.er e ucation in ot er countries. 

Although the activities associated with fund raising and public 

relations commenced with the earliest colonial col leges, the develop­

ment department staff positions did not emerge as quickly as staff 

positions in the other areas of college administration . The develop­

ment department and its staff are a product of the twentieth century 

and even today procedures and objectives continue to be defined and 

refined. An example of the continued evolution of objectives ~s 

illustrated by the fact that not much more than a decade ago , de-

ferred giving to educational institutions began to receive major 

artention and emphasis. A full fledged department of external affairs 

in an institution of higher education emerged, as did the other 

24A. Westley Rowland (ed), Handbook of I~stitutional Advancement 
(San Francisco: Jessey-Bass Publishers , 1977) p . 2 . 

41 



42 

major =unctional departments, because of increasing size, complexities 

of administration requiring specialists, and the needs of the institu­

tion . 

As will be noted from the o~ganizational charts , there are 

various activity areas which combine to form the total responsibilities 

of the chief external a=fairs o=fi cer . These include such activities 

as alumni relat i ons , alumni fund raising , grant proposals , community 

relations, deferred giving, and public relations . These vari ous 

activities may be categorized into two basic responsibilities of 

the external affairs officer . The first responsibility is to establish 

a good relationship between the institution and its various publics 

and the second is to obtai n ~inancial support from these publics 

in the form of gi£ts and grants . 

Six of the eight colleges confirm this concept of dual respon­

sibility of public relations and fund rais i ng . However , two colleges 

(D-E) have placed the responsibility for public relations separate 

from the chief development officer . 

In the instances of colleges D and E which separated public 

relations from the development officer , it appeared to be a result 

of considering church relations as a ~ajor aspect of public relations 

and, t~ere~ore, not so directly involved with =oundation, corporation , 

and alumni =und raising. The separation of functions by colleges 

D and E was deliberate and i therefore,was a result of planni ng . 

However, my experience i ndicat es that the planning in this case and 

t he resulting organizational sn-ucture will not produce optimum 

results . I will discuss this furt her in the concluding chapter . 



One other interesting title for a responsibility in this area was 

that of New Programs as used by college D. I discussed this arranre-

ment and title of New Programs with the president and he indicatec 

that the development officer had previously been responsible for 

the adult continuing education programs of the college . Ee rnainta~ned 

this responsibility a£ter ~eing promoted to dean o= development 

and it was titled New Programs . 

Except for the variaLion of two colleges not placing public 

relations within the exter~al a~=airs area of responsibility, there is 

a uniform assignment of responsibilities by all of the participating 

colleges in this major functional area . 

Before proceeding to the nexL chapter, I would like to call 

attention to a recent trend beginning to emerge which places both 

the development function and the admissions funcLion within one major 

administrative department . One source confirming the existence 

of this concept can be found in the Bulletin Board section of The 

Chr onicle of Hi gher Education in the past several months . Six of 

the chief executives had no strong convictions concerning this 

combination o= responsibilities, but did not view it as a particularly 

advantageous arrangement . One stated strong objections to the concept 

and said the =unctions were not compatible , but one president acknowledged 

the marketi~g aspect o= boLh functions and indicated a~ interest in 

the concept . 

In contrast to the col~ege president moving away from direct 

partici?ation in the major functions of academic, student, and busi­

ness affairs, he has remained close to the external affairs =unction . 
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Most presidents not only serve in the role of a general manager in 

this a r ea , but a l so partici pate directl y i n the activities of public 

relations and fund raising . This bas not been much of a change :from 

his responsibilities as a president of an early colonial college 

except that now he i s supported by a professional trained staff . 

The fo l lowing chapter i s a summary of the s i gnifi cant similari­

ties and differences in the administrative structures of the partici­

pating colleges and some persona l conclusions concerning these struc­

-rur es and their resulting administrati ve practices . 



CHAPTER VI 

Summary and Conclusions 

The charts of organization and interviews confirmed my original 

premise that I would find an organizational uniformity based upon 

a common division of administrative responsibilities i nt o t he 

generally accepted major functional areas of educational administration . 

These areas are: academic administration , student personnel administra­

tion , business administration , and external affairs admi nistration . 

One additional major administrative area did become apparent, and t hat 

is the student admi ssions function . Six of the colleges i ncluded 

the director of admissions as a firs t level administrator along with 

the other four major administrators . The two colleges who did not 

place the director of admissions at this first level di d ,however , 

include him i n the president ' s staff meetings . This indicates 

unanimous agreement concerning the importance of the admlssions 

funct ion in independent colleges who depend so heavily upon tuition 

income . 

Proceeding beyond the first line of administrators , the charts and 

interviews also confirmed the expected variations in the location or 

secondary functi onal responsibilities . A cursory review of the charts 

of organization would suggest that since there is a uniformity in the 

basic organization of the participating institutions , the secondary 

variations were not so extensive as to be significant . This basic 

uniformity in the major functional areas is traditional and would be 

found in almost every small independent college in America . However , I 
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take the position that the secondary variations, from what I consider 

as traditional, are important and can have a significant effect on 

personal job satisfaction of the staff members, may create potential 

administrai:ive con£licts, and can have a detrimental effect on the 

attainment or the goals and objectives of the institution . 

The variations and the reasons behind them are also illustrative 

of what may be considered sound or unsound management in relation to 

the basic managerial functions of planning, organizing , and controlling . 

Several instances throughout the paper evidenced an abdication of 

managerial responsibility by some of the chief executive officers . 

Following is an i temizat i on of what I consider to be the signi­

ficant operating practices or variations in organization with my 

comments concerning them . 

l. Col leges D and F have located the placement o.=fice as a 

responsibility of the chief academic officer , which I consider 

inappropriate . This is a basic student service function which is 

logically a function of the student personnel office . In addition , 

college D indicaLed that some students, not seeking a religion related 

position,wereprovided placement service through the dean of students 

office . 'P.lis is , of course, a specilic division of responsibility 

and I feel the student would be better served with a consolidation of 

this function and proper l ocation in the student affairs area . 

Not only is the arrangement contrary to traditional educational 

administrative practice , but indicates a condition of increased 

control problems in college D. A lack of planning is also evident 
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with the acceptance of the inherited arrangement in the case of college 

f. 

2. There is a lack of consistency in seven of the institutions 

concerning the administrative titles of the senior officers on the same 

administrative level within their institutions. Good management 

practice in this situtation would call for a uniformity of titles . 

My position in regard to uniform titles is based upon Maslow's 

hierarchy of human needs. He states t hat after the basic needs of 

food and shelter, security, and social acceptance are satisfied a 

person then has ego needs of status and prestige . 25 Glueck also 

describes a theory of motivation known as the equity theory or 

social comparison theory. This theory includes the idea that an 

employee is best motivated when he perceives equity in social status 

and job status as compared to others in the organization with the 

same responsibility level and output requirements . 26 As far as 

practicable, I would recommend that all should be deans, or vice 

presidents, or direc,tors, etc . I believe such uniformity would re -

sult in more personal satisfaction for the individuals concerned 

and result in just one more positive factor in the creation of an 

effective management team . 

3 . The organization of the faculty, faculty committees, faculty 

25 
Abraham H. Maslow, Motivation and Personality (New York: Harper 

and Row Publishers, 1970) pp. 35-46 . 

26 Glueck , o~ c it., p. 133. 
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meetings, and the procedures within these groups were almost uniform 

in all of the participating institutions . However, even though these 

structures were designed to provide faculty participation in the 

governance of the institution, the results did not appear to be 

satisfactory . This situation is confirmed by the facts that three 

institutions were holding collective bargaining elections in the 

near future and one chief executive officer commented that the faculty 

in his institution was not satisfied with the present procedures of 

involvement . I believe this is one of the major problems to be 

solved by a college president. My suggested approach to this problem 

is discussed in my second recommendation at the conclusion of this 

chapter . 

4 . As noted previously, the majority of the participating 

institutions have included the director of admissions as a major 

administrative officer reporting directly to the president . I support 

this concept which emphasizes the importance of the student recruiting 

function and believe this is another of a president ' s major areas of 

concern. The location of the admissions director in the organization 

represents a Se:qAIK application of the basic managerial responsibility 

of planning . It further represents the desirability of reviewing plans 

to adjust to unexpected conditions such as the enrollment problem 

faced by the colleges in the 1970's as discussed in Chapter Three . 

5 . In spite of the inclusion of a counseling office in all of 

tte organizational charts and the verbal expression of the importance 

of the counseling function, I am concerned about the lack of coordina­

tion between academic and personal counseling and the apparent unanimous 


